RFP 13-41
ATTACHMENT J
IPAC PCMS Maintenance Governance Structure
1. INTRODUCTION
This Attachment describes the governance plan and responsibilities of the State of Indiana (the “State”) and Respondent regarding the Agreement that will result from this RFP.
2. RELATIONSHIP OBJECTIVES
The governance structure is designed to support the achievement of the Agreement that will result from this RFP’s goals by adhering to the following principles:

(a) Provide open communications and access among key individuals at the State and Respondent;
(b) Respond flexibly to the dynamic requirements of the project.
3. ORGANIZATION

3.1 Organization Philosophy

The major elements of the governance structure shall be as follows:

(a) Lean and efficient structure consistent with timely Agreement management;

(b) Ability to adapt as the relationship evolves and matures; and

(c) Minimization of bureaucracy consistent with externally imposed program requirements.

The following page summarizes the State’s organizational structure for the Agreement that will result from this RFP.


Figure 1: State Organization Structure
3.2 Description of State Positions Assigned to IPAC PCMS
3.2.1 State Project Manager

(a) Serves as the State’s primary (daily) liaison

(b) Provides overall project oversight and direction to State and Respondent staffs
(c) Duties currently provided by IPAC Chief of Staff

4. IPAC TECHNOLOGY COMMITTEE
The IPAC Technology Committee promotes the use of Information Technology to increase efficiency of the Indiana Prosecuting Attorneys Council and Prosecuting Attorneys through study, analysis, proposals and recommendations to the Executive Committee, Executive Director and Council Board of Directors. 
4.1 Members

The IPAC Technology Committee will be comprised of the following members as set out in Table 1:
	STATE (Voting Members)
	OTHER (Non-Voting Members)

	Chair
	Staff Attorney

	Member
	

	Member
	

	Member
	

	Member
	

	Member
	

	Member
	

	Member
	


Table 1.
4.2 Responsibilities
The IPAC Technology Committee meets, as necessary and at the call of the Committee Chair, to consider IPAC PCMS modifications and other issues related to IPAC PCMS functionality.  Depending on the nature or cost of the modification, the IPAC Technology Committee may refer recommended courses of action to the IPAC Board of Directors or to other IPAC committees for consultation.
The first step in the modification process is for a member of the IPAC Technology Committee to submit or sponsor a Request for IPAC PCMS Modification (see page 12, below).

Following approval of the IPAC PCMS Request for Modification by the IPAC Technology Committee, the Respondent will be asked to provide a IPAC PCMS System Project Charter for all enhancement work that is estimated to exceed eighty (80) staff hours of work.  This document captures the characteristics of a request to enhance the IPAC PCMS.  At a minimum, these characteristics include the staffing approach, the business and technical scope, the time estimates, and the cost/benefit of the request.  By documenting these characteristics, two important activities occur:
1) The project charter becomes the written agreement that clearly defines the boundaries of the enhancement in terms of staffing, scope, time, and money. This reduces confusion and ultimately saves time and money.

2) Everyone’s expectations can be managed successfully.  Business management and the project team have a joint understanding of what is being changed.  Business leadership understands why the change is a priority and what benefits are anticipated.

This document is required by the IPAC management team. It must be submitted to the State Project Manager for review and approval within ten (10) business days of the Technology Committee’s approval of the IPAC PCMS Request for Modification.  It must be in the State-accepted format and it must be signed by the appropriate State Project Manager before any work is to begin. All enhancement work approved by the IPAC Technology Committee that is estimated to exceed eighty (80) staff hours of work requires a project charter.
Staffing Approach

Staffing for each approved charter will be, unless the IPAC Technology Committee mandates otherwise, as the Respondent deems necessary.  Typical key roles and responsibilities, however, are as follows:

· Project Leader – This position will be filled by a Respondent’s staff member that is currently involved with or familiar with the IPAC PCMS. Manages day-to-day project activities including project planning, task assignment, and status reporting. Overall responsibility for the well being of the enhancement.

· Project Sponsor – This position will be filled by an IPAC Technology Committee member who has a personal stake in the enhancement or who sponsored the request for modification. Coordinates all business-area activities in preparation for implementation. The Project Sponsor approves the business design of the enhancement, ensures that it meets the needs of the business and is the point person for any business questions. Business equivalent to the Project Leader.
· Lead Programmer/Analyst – This position will be filled by a Respondent’s programmer/analyst that is currently part of the IPAC PCMS team. Translates business design into programming specifications. Ensures that the translation correctly matches the business design.

· Lead System Tester – This position will be filled by a Respondent’s tester that is currently part of the IPAC PCMS team. Responsible for conducting system testing of the enhancement. Presents test results to the Lead Acceptance Tester.
· Lead Acceptance Tester – This position will be filled by a state employee or outside contractor who is not an employee of the Respondent. Responsible for conducting acceptance testing of the enhancement. Presents test results to the Test Results Approver.

Typical Quality Management Strategies

· System Design Phase – The Project Leader will conduct a Systems Design Meeting with the Project Sponsor, and other project team members. The purpose of this meeting is to review, discuss and finalize the details of the technical system design that will be implemented. This process helps ensure that the technical design being proposed meets the business requirements approved in the Analysis and Requirements Phase. The output of this Phase will typically be the System Design Document. This Phase will not be considered complete until there is an approval by all appropriate individuals named in the Staffing section of a Charter.

· Development Phase – Prior to coding, the team will review all System Design Documentation as well as any standards and guidelines required. Upon the completion of coding, the team may complete a Unit Testing process. The Unit Test process will produce a test checklist and results documentation. After an internal review, the Project Leader will review the results with the team. Upon approval of the results, the program will be migrated to the System Test Region where additional testing will be conducted by the System Testing Team.

· Testing Phase – Upon the approval of the System Design Phase, the Testers will be responsible for creating test scripts for the enhancement. Before execution, all scripts will be reviewed and approved by the Project Leader and other necessary team members. Test scripts provide the testers with an organized and measurable means for testing the enhancements made to the IPAC PCMS system. All executed test scripts will be forwarded to the Lead Acceptance Tester for final review and approval.

· Implementation Phase – A “go/no go” decision will be made by the Project Leader and the Project Sponsor. This decision will be made approximately one week prior to the migration to Production. This decision will be influenced by factors such as: testing results, outstanding CRs, training, and unforeseen scheduling conflicts. The Project Leader will provide implementation communication verifying the decision reached and the details of implementation.

Deliverable Summary

· Requirements Document – This deliverable will serve as a formal record of the decisions reached during the Requirement Meetings. A Risk Assessment is to be included in this document. This document is to be submitted to the State Project Manager within five (5) business days of a requirement meeting.  Once approved, this document serves as the framework for the general and detailed system design documents. Respondent will provide an example Requirements Document. Within thirty (30) calendar days following the start of the contract resulting from this RFP, the formatting standards for the Requirements Document will be agreed upon by the Respondent’s Application Manager and the State Project Manager.
· Project Work plan – This deliverable will give a layout to the projected project work plan to complete this task by the dates agreed. This is to be submitted as a part of the IPAC PCMS Project Charter.

· Detailed Project Cost Estimate – This estimate will detail the costs to complete this task. They will be broken down by costs absorbed by the existing maintenance resources and additional resource costs required.  This is to be submitted as a part of the IPAC PCMS System Project Charter.  

· System and Detailed Design Document – This deliverable will serve as a formal record of the decisions reached during the System Design Meetings. Once approved, this document serves as the framework for the development phase. This document is to be submitted to the State Project Manager within five (5) business days of a system design meeting in the State-accepted format.
5 COOPERATION

5.1 Cooperation between the State and Respondent
Respondent will cooperate and work with the State’s personnel, contractors, subcontractors and third-party representatives as requested by the State. The State will cooperate with Respondent and use reasonable efforts to ensure that the State’s contractors for other State programs cooperate with Respondent as reasonably required in connection with delivery of Services.

6. DISPUTE RESOLUTION
The Parties will work to facilitate good communication and systematic procedures for addressing potential and existing disputes in a fair, timely and efficient manner. In doing so, the Parties will discuss, at the appropriate operational level, problems and questions that arise with respect to particular matters in order to avoid disputes. Should disputes arise, they will be dealt with in accordance with the Dispute Resolution Procedures discussed below. The escalation levels for the Dispute Resolutions Procedures are set forth in the figure below:

	ESCALATION LEVEL
	STATE PARTICIPANT
	RESPONDENT PARTICIPANT

	1
	State Project Manager
	Application Manager

	2
	IPAC Chief of Staff
	Application Manager

	3
	IPAC Chief of Staff/Executive Director
	Relationship Partner (Industry Vice President)

	4
	IPAC Board of Directors
	Relationship Partner (Industry Vice President)

	5
	Legal Proceedings
	Legal Proceedings


Table 2.
6.1 Internal Mediation
6.1.1 General

The Respondent and the State (“Parties”) mutually agree that the interests of fairness, efficiency, and good business practices are best served when the Parties employ all reasonable and informal means to resolve any dispute under the Agreement that will result from this RFP prior to invoking a remedy provided elsewhere in this Section. All terms and conditions of Section 16 of Attachment B apply in this section.
6.1.2 Internal Mediation Process

In order to facilitate good communication and systematic procedures for addressing potential and existing disputes in a fair, timely and efficient manner, the Parties will, with respect to any disputes that cannot be resolved through any informal problem resolution procedure to be developed by the Parties as part of the Governance Plan, comply with the informal dispute resolution process set forth in subparagraphs (1) through (5) below:

(1) Respondent and the State will use their reasonable best efforts to resolve disputes arising in the normal course of business at the lowest organizational level between each Party’s staff with appropriate authority to resolve such disputes. When a dispute between Respondent and the State cannot be resolved in the normal course of business, either the State Project Manager or the Respondent Application Manager will notify the other in writing of the dispute, specifying the disputed issues. Thereafter the State Project Manager and the Respondent Application Manager will use their reasonable best efforts to resolve the dispute within seven (7) Business Days of submission by either Party to the other of such a dispute notice.

(2) If the State Project Manager and the Respondent Application Manager are unable to resolve the dispute within such period, the matter will be elevated as set out in Table 2, above. At Level 2, the respective parties will have seven (7) business days following the seven (7) business day period in clause (2) above to resolve the dispute. At Level 3, the respective parties will have have twelve (12) Business Days following the seven (7) Level 2 business days to resolve the dispute. If the dispute cannot be resolved, the matter will be elevated to the IPAC Board of Directors and the Respondent” Relationship Partner (Industry Vice President) subject to the provisions of Section 16 subsection B.1 in Attachment B. If the dispute cannot be resolved in accordance with Section 16 subsection B.1 in Attachment B, the provisions of Section 6.2 shall apply.
6.1.3 Compliance with Process 
A Party shall not resort to any formal Proceedings (except to pursue judicial resolution as provided in clause (ii) of Section 6.2) unless each Party has complied in good faith with the process set forth in Section 6.1.2, which process has resulted in such Party’s reasonable determination that a negotiated resolution is not possible, or unless such Party has determined that compliance with the process could result in a waiver, loss or diminution of a Party’s rights or remedies under the Agreement that will result from this RFP or applicable Law.

6.1.4 Resolution Reduced to Writing

The resolution of any dispute disposed of by agreement between the Parties will be reduced to writing and delivered to and signed by each Party within ten (10) business days of resolution.

6.2 Judicial Resolution

Either Party shall be entitled to pursue any remedy available to it in any Indiana court of competent jurisdiction (i) as contemplated by Section 6.1, or (ii) at any time notwithstanding the availability or applicability of the Dispute Resolution Procedures in connection with any of the following: (a) seeking any equitable remedies, (b) protecting that Party’s intellectual property or confidential information, or (c) in connection with the pursuit or defense of any third party claim.
6.3 Duty to Perform

Each Party agrees to continue performing its obligations under the Agreement that will result from this RFP while a dispute is being resolved except to the extent performance is prevented by the other Party or the issue in dispute precludes performance. For the avoidance of doubt, the State’s withholding payment of disputed charges as permitted under the Agreement that will result from this RFP will not be considered to prevent Respondent from performing the Services, nor will this Section be interpreted to limit either Party’s right to terminate the Agreement resulting from this RFP as provided in Sections 45 (Termination for Default) and 44 (Termination for Convenience) of Attachment B that will result from this RFP.
6.4 Tolling

Any statute of limitations and time limitation under IC 34-13 applicable to matters in dispute between the Parties shall be tolled during the pendency of the Dispute Resolution Procedures prior to initiation of litigation, with such tolling commencing on the date that either Party submits a notice of a dispute and ending on the expiration of the period for pursuing a dispute resolution pursuant to this Section 7. Such tolling shall be applicable to each dispute resolution commenced pursuant to the provisions of this Section 7. The Parties will take such action, if any, required or reasonably requested by either Party to such dispute to effectuate tolling of the applicable statute(s) of limitation and time limitation under IC 34-13.

6.5 Ripeness

If either Party fails to follow the Dispute Resolution Procedures in all material respects, the matter in dispute shall not be ripe for consideration by any Indiana court which would otherwise have competent jurisdiction over the dispute and the parties.

6.6 Implementation of Changes

Any changes to the Agreement that will result from this RFP as a result of a resolution under the Dispute Resolution Procedure will be implemented in accordance with Section 9 (Changes in Work) of Attachment B that will result from this RFP.
7. MEETING AGENDAS AND MINUTES
7.1 Meeting Agendas

If deemed necessary, Respondent will prepare and maintain, for each regularly scheduled or repeating meeting, a meeting agenda in the form attached as Exhibit 1 (Sample Meeting Agenda, below). The agenda must be sent to the State Project Manager not later than two (2) business days, or as specified, prior to the meeting to solicit feedback and approval. For meetings other than regularly scheduled or repeating meetings, the meeting organizer will provide the agenda. The Party responsible for the agenda will circulate the agenda in advance of the meeting whenever feasible.
7.2 Meeting Minutes
If deemed necessary, Respondent will record the minutes for each meeting using the form provided in Exhibit 2 (Sample Meeting Minutes). Respondent shall submit a copy of such minutes to the State Project Manager within seven (7) business days of the meeting for the State’s approval. As necessary, the Parties shall revise the minutes by mutual agreement.

Exhibit 1 Sample Meeting Agenda
Meeting Name

Meeting Name
Purpose


Meeting Purpose

Date/Time


Dates/Times (ex. Daily—1:00PM EST-2:00PM EST)

Participants


Respondent





Titles or Roles with individual names 




State

Titles or Roles with individual names and respective organizations
Agenda


Example:






1 Status Review






2 Review Respondent or Process Issues






3 Discuss Process Issues and Actions

4 Pending/Anticipated New or Amended Laws/Regulations






5 Pending/Anticipated Changes

Inputs/Outputs

Inputs






State







Performance Standards Concerns







Process Issue Concerns







Escalation Items






Respondent






Status & Action Reporting







Process Issue Concerns







Escalation Items






IT







Action Reporting







Performance Standards Reporting







Process Issue Concerns







Escalation Items





Outputs

Action Items (i.e. updated previous list, new) Escalation Responses
Exhibit 2 Sample Meeting Minutes
Meeting Minutes

Meeting Info

Name:
Date/Time:

Location (Teleconference or Face-to-Face)

Purpose:

Participants:

Attendees:

Chair Person:

Summary

Summary section should describe in paragraph format a summary of the meeting outcome and relevant events.

Agenda

This section should list the agenda in order topics were addressed.

Discussion Details

This section should list discussion details in paragraph format.

Issues

This section should list relevant issues (i.e., past, new, possible future issues) presented at the meeting.  Issues need to be clearly stated, prioritized, and accompanied with possible resolution options.

Action Items

In this section list an updated action item list including new ones that resulted from the meeting.

Miscellaneous Notes

This section is for general notes of interest which may or may not have direct relation to the specific topic.

REQUEST FOR IPAC PCMS MODIFICATION

REQUESTER NAME: ___________________________________

DATE OF REQUEST: __________

REQUESTER PHONE: ________________________

1. NAME OF REQUEST.

2. BUSINESS NEED (Problem Statement):

You may delete this paragraph and add your statement. Please state the problem or change that you want the IPAC PCMS to perform. Describe the problem as thoroughly as possible. In developing your need you may want to provide examples or situations that would fully articulate your position. You may want to draw upon best practices or advice from State to State partners to better define the need. The problem is defining what you want the IPAC PCMS to do that it is not doing today. Sometimes this is referred to as describing “the Pain” that your organization experiences by not having certain capability or the inability to not perform a certain function.

BUSINESS REQUIREMENTS (Provide details of your expectations for the change):

You may delete this paragraph and add your statement. Please list your high level business requirements. Usually the structure of the paragraph includes what you want the IPAC PCMS to-do or not-to-do.

3. BENEFITS OF THE CHANGE (Explain efficiency, quality or cost benefits that would be associated with this change. If possible establish the dollar value of these benefits):

You may delete this paragraph and add your statement. Please perform a due diligence on the benefits of your change to validate the value. Changes to the IPAC PCMS should help an operation/process improve efficiency by increasing process speed, improving the quality of data through enhanced accuracy, eliminating data intake mistakes, improving the IPAC PCMS integration with another system by speed and/or quality, and actions that will ultimately decrease operating costs. Even the case of requesting a report should be to provide better information to eliminate errors, corrective action or to determine trends of problems. Overall value is calculated by determining if the benefits are greater than the cost and effort to develop. The benefits could be hard dollars saved but the actions performed today times the hours expanded times some wage rate. Quality is usually calculated by determining the amount of rework that can be saved.

4.
PROPOSED/RECOMMENDED SOLUTION:

You may delete this paragraph and add your statement. This statement is optional. If you have a proposed or recommended solution, please provide a description as to how you think the solution would work. By stating the Business Need and approve the modification a team will normally assemble to develop the best solution from a list of alternatives keeping cost and value in mind.

FOR IPAC TECHNOLOGY COMMITTEE USE ONLY

NAME OF PERSON PRESENTING CHANGE: _____________________________________  DATE: ______________________
NAME OF CHANGE SPONSOR:
              ______________________________________

STATUS OF THE COMMITTEE REVIEW:

· Accepted for chartering

· Returning to requester for additional information

· Rejected (See reason for the rejection below)

REJECTED REASON: 
IPAC Board of Directors





IPAC Executive Director





IPAC Chief of Staff





State Project Manager





IPAC Technology Committee








1

