RFP 20-073 Attachment C - Indiana Department of Environmental Management Tanks Management System Scope of Work

1. Introduction 
[bookmark: _Hlk30755974]The Indiana Department of Environmental Management (“IDEM”) is seeking to enter into a contract with a single vendor (“Contractor”) to provide all services detailed in this Scope of Work. IDEM desires a new Underground Storage Tanks (UST), petroleum remediation, and excess liability trust fund (ELTF) management system (collectively known as a “Tanks Management System”).[footnoteRef:2]  [2:  Note: All terms not defined in this document are defined in the glossary of the Project Implementation Plan (see Attachment K - Bidders Library)] 

[bookmark: _Hlk30061500]The three business units and IDEM’s description for each business unit is outlined in the below table.
Table 1: Business Units and Descriptions
	Business Units
	High-Level Expected Description

	Underground Storage Tank (UST) 
	Improve and modernize account tracking and management to accurately register, notify, and close underground storage tanks. Allow authorized stakeholders to efficiently complete compliance protocols, including the inspection process, and enhance the management of documents, pictures from inspections, and correspondences.

	Leaking Underground Storage Tank (LUST) 
	Effectively report, communicate, and manage the remediation for releases and develop tools and dashboards to assist authorized users in determining the nature and extent of the contamination and provide oversight of the corrective action.

	Excess Liability Trust Fund (ELTF) 
	Efficiently initiate and complete all procedures for ELTF eligibility determinations, automatically complete eligibility calculations, and facilitate the sending of letters and determination notices. Allow authorized users and IDEM to be able to initiate and complete all procedures for ELTF claims processing via an online portal, permit UST owners to pay per each facility they own, and provide a dashboard of all of an owner’s facilities



[bookmark: _Hlk33778498]The Tanks Management System must be built on the Salesforce or Microsoft Dynamics platform. The Contractor must conduct and complete all development, testing, training, and deployment on IDEM's platform instances or other specified Agency owned platform instances.
[bookmark: _Hlk30061567]The Tanks Management System shall reduce the time regulatory procedures take to complete, reduce errors in the execution of such procedures, and greatly enhance record-keeping and tracking abilities. This will benefit IDEM in the following ways:
· Stronger data integrity
· Better ability to query records and compile reports
· Streamlined and easier to complete processes for internal and external users
· Enhanced ability to detect and stop fraudulent activities related to ELTF funds
The Contractor must first implement the UST Registration, Notification, Billing and Closure processes, per the proposed sprint schedule. A detailed preliminary sprint schedule can be found in Section 5.
The services requested in this Request for Proposals (RFP) align with IDEM’s initiative to modernize underground storage tanks management through improved business processes and automated technology. The Contractor will partner with IDEM to develop a new Tanks Management System that achieves the department’s modernization goals. IDEM’s specific modernization goals are: 
· to provide authorized users (e.g., IDEM users, Owners Operators, and Property Owners (OOPs), contractors and consultants of OOPs) with an online, self-service portal within the Tanks Management System to conduct key tasks and functionalities across all three programs
· to increase electronic data collection to reduce paper forms and improve data quality and operational efficiencies via a self-service portal and integrations where applicable
· to establish robust reporting capabilities to allow for more informed and timely decision-making
· to implement a modern technology solution that can be maintained by IDEM staff (and/or potentially an M&O support vendor), is scalable for future functionality. The Contractor shall follow an agile implementation methodology. The Tanks Management System must ensure that its features and functionalities can be accessed and used from mobile and tablet devices. If Dynamics is the proposed platform of choice for the proposed Tanks Management System solution, the platform must be hosted on the State of Indiana’s cloud and align with the State of Indiana’s security practices and guidelines.  If Salesforce is the proposed platform of choice for the proposed Tanks Management System solution, the platform can be hosted on the State of Indiana’s cloud or commercial cloud.
It is estimated that there will be roughly 13,000 external users and 150 internal users (with access to enter and process information) of the Tanks Management System. Approximately 1,200 external users will use the system each month. However, regardless of the number of external and internal users, the Tanks Management System must be scalable with no impact to performance. 
The State reserves the right to procure any of the listed hardware and software through its own sources (e.g., State Quantity Purchase Agreement) for the Respondent to use for the proposed solution.  There is no obligation for the State to purchase any or all the listed hardware and software. If the State purchases only a portion of any hardware and software, the unit cost will still be offered to the State.
Expectations
The Contractor must ensure the Tanks Management System has internal reporting, auditing, and monitoring capabilities that allow for the flagging of Sites, Tanks, or Claims (i.e., invoices) where logical discrepancies exist in the data that is entered into the system. 
2. IDEM and Tanks Background
2.1 IDEM Background
IDEM’s mission is to implement Federal and State regulations to protect human health and the environment while allowing the environmentally sound operations of industrial, agricultural, commercial, and government activities vital to a prosperous economy. 
IDEM issues air, water, and solid and hazardous waste permits that restrict discharges to environmentally safe levels. Staff members inspect and monitor regulated entities; provide compliance and technical assistance; monitor and assess air, land, and water quality; use enforcement actions as necessary to ensure compliance; and respond to incidents involving spills to soil or waters of the state.
The 1985 Indiana General Assembly created IDEM under Title 13 of the Indiana Code. This Act reorganized the state environmental programs that the Indiana State Board of Health had previously implemented and enforced under the direction and authority of the Environmental Management Board, the Stream Pollution Control Board, and the Air Pollution Control Board. IDEM began operations in 1986. 
The six divisions that comprise IDEM are: the Office of Land Quality (OLQ), the Office of Water Quality, the Office of Air Quality, the Office of Program Support, the Office of the Chief of Staff, and the Office of Legal Counsel. 
2.2 OLQ and Tanks Background
The OLQ prevents pollution to Indiana’s land resources and protects the public from exposure to harmful contaminants on our land, ground water, surface water, and indoor air by: 
· enforcing regulations to make sure businesses are managing waste in safe ways
· regulating storage tanks to minimize the possibility and impact of any underground leaks
· ensuring that contamination cleanups are prompt and effective
The OLQ is comprised of three programs: UST Operations, UST Compliance, and Petroleum Remediation Section (PRS). 
The UST Operations program is responsible for the registrations, notifications, and closures of underground tanks that may contain petroleum or other hazardous materials, as well as the management of the ELTF, which is Indiana’s state financial assurance fund.  ELTF provides a mechanism for the reimbursement of money spent by underground storage tank owners and operators on the cleanup of petroleum released from underground storage tanks.  
The UST Compliance program is responsible for conducting regulatory inspections of all the regulated underground storage tanks in Indiana, tracking failures to report leaks or spills, and conducting operator training. 
The PRS manages the LUST program, which is responsible for administering (i.e., overseeing, project managing, and directing) regulations as it relates to releases at regulated UST facilities. This includes working with regulated entities to determine the nature and extent of releases and managing a release from initial site characterization through when the corrective action is completed. 
An organizational chart that details the OLQ’s can be found below.
Figure 1: IDEM OLQ Organizational Chart
[image: ]
Additional information about the department can be found on the IDEM web site (https://www.in.gov/idem/).
2.3 Tanks Background
Please note that the figures listed in Section 2.3 are estimates. There are currently 57,800 USTs in the State of Indiana, 13,300 of which are active and 44,400 of which are closed. The 13,300 active USTs are spread out across 4,100 facilities (facilities can have more than one UST). There are 3,000 OOPs associated with active UST facilities (OOPs can own more than one facility). In total, there have approximately been 10,900 regulated leaking UST incidents, 1,700 of which are active. In addition to the regulated leaking UST incidents, there are 300 active petroleum releases that are not from a regulated UST. These releases may come from a variety of sources, including above ground storage tanks, pipelines, terminals, spills, and unregulated USTs. Since its inception, IDEM has received 58,500 claims against the ELTF. On average, IDEM receives roughly 2,000 claims each year. 
Currently, the OLQ utilizes several user interfaces and databases to manage and maintain UST, LUST, ELTF operations, namely ULCERS (Underground Leaking, Community Right-to-Know, and Emergency Response System), TRACS (Tank Regulation and Claims System), Sample Database (SampDB), and VFC (Virtual File Cabinet). Current forms, applications, checklists and reports that are used to manage and track UST, LUST, and ELTF processes can be found in Attachment K - Bidders Library. 
3. Minimum Requirement
[bookmark: _Hlk30061690]In order to respond to this RFP, Respondents must meet the following minimum requirement:
a. [bookmark: _Hlk30755761]The Respondent must have demonstrated experience within the last 2 years with proven success using the modules within software/technology platform(s) (Microsoft Dynamics 365 or Salesforce Customer 360) on which they choose to develop and implement the Tanks Management System. 

4. Functional Requirements
This is a high level description of the functional requirements within UST Registration, Notification, Closure, and Billing; however, this section is not an exhaustive description of all functional requirements.  
4.1 UST Registration, Notification, Closure, and Billing
IDEM has determined an initial registration should be utilized when a site has underground storage tanks (site) that are being registered for the first time. At times, a site will be demolished, reemerge looking brand new and facing a different direction – giving it a new address. IDEM staff need to verify a registration is truly needed. A notification shall be submitted when there is a change in owner, operator and/or property owner.  Changes in tank information, additional tanks being added to the site would also trigger a notification submittal. IDEM requires owners and operators to notify when tanks have been closed.  The functionality of this process is different – IDEM can close the tanks in our electronic database while still working with the appropriate parties to get the required closure information submitted.  
The UST regulations require UST owners/operators to notify IDEM when they install or close underground storage tank systems or make changes to the UST system. Annually, each UST owner is billed for the number of compartments (some tanks are compartmentalized and may have multiple compartments per tank) that hold a regulated substance. Currently, these fees are sent per UST owner with all the facilities and tanks listed on one invoice. In Indiana, IDEM has found that many facilities change ownership frequently and the next owner may not properly notify IDEM. When an UST owner does not pay all the tank fees on the invoice, usually because they disagree with the list of facilities, IDEM’s finance department puts a partial payment for all the facilities or incomplete payment for the last facilities on the list unless clear documentation is included indicating the payment is for a specified list of facilities. 
The Contractor shall develop and implement a sub-system to allow authorized users to be able to initiate and complete all registration, notification, and closure procedures via an online portal. The sub-system shall allow OOPs to submit, through an online portal, a notification for a change to an associated site in which they own. The sub-system will guide users requesting closure through the relevant information gathering needed and present the collected materials to the relevant IDEM staff for review and ultimate closure decision determination.
The sub-system shall allow for the electronic review and signature of the submitted materials and information by the relevant IDEM UST personnel, namely the Operations and Compliance teams. 
The sub-system shall allow authorized users (e.g., UST owners) to pay per each facility that they own. This will enable IDEM to identify the facilities where new UST owners have failed to register. 
This sub-system shall be implemented within the requirements of the sprint schedule.  Detailed draft functional requirements and process maps for this sub-system can be found in Attachment K - Bidders Library. Draft use cases for this sub-system can be found in Attachment K - Bidders Library. The Contractor will be expected to validate these requirements, maps, and use cases and may provide feedback to enhance any of these documents. The following relevant UST Registration, Notification, and Closure forms can be found in Attachment K - Bidders Library: 
· 00_Initial Registration for Underground Storage Tanks
· 00_Notification Form for Underground Storage Tanks
· 00_Thirty (30) Day Request for Underground Storage Tank Closure
· 00_Underground Storage Tank Closure Report
4.2 UST Compliance
The UST Compliance section conducts regulatory inspections on a three-year cycle of all the regulated underground storage tanks in Indiana. The inspection process begins in the office with a file review of the facility and then a request for missing or incomplete information from the UST owner/operator before an onsite inspection. The UST Compliance program is also responsible for operator training and must track the failure to report a leak or a spill. 
The Contractor shall develop and implement a sub-system to allow authorized users to be able to initiate and complete all UST compliance protocols via an online portal. The sub-system shall help IDEM determine what sites will be inspected in the upcoming fiscal year, send appropriate correspondence to the relevant OOP for a site, and help IDEM prepare documents needed for site inspection. The sub-system shall allow an IDEM inspector to collect, record, and upload information gathered during a routine site inspection as well as complete the final inspection report, send the relevant correspondence, and take further action if necessary. In addition, the Contractor must ensure the sub-system has the ability to manage and store documents and records, reports, pictures from inspections, and correspondences.  
IDEM is in need of sub-system and modernized process to capture additional details about tank systems being put in the ground and the contents of these systems because as fuel compositions change, the integrity of the systems may become compromised. 
Detailed draft functional requirements and process maps for this sub-system can be found in Attachment K - Bidders Library. Draft use cases for this sub-system can be found in Attachment K - Bidders Library. The Contractor will be expected to validate these requirements, maps, and use cases and may provide feedback to enhance any of these documents. 
4.3 LUST Remediation
The LUST program is responsible for administering (overseeing/project management/directing) regulations as it relates to releases at regulated UST facilities. This is the program area that oversees the cleanup and remediation of leaking tanks. The primary program responsibilities include:
· determining the nature and extent of a release
· overseeing corrective action
· determining the need for an environmental restrictive covenant
· issuing no further action letters to appropriate parties

This Tanks Management subsystem shall allow authorized users to be able to report and manage the remediation for releases within an online portal. The sub-system shall allow the responsible party of a release to report said incident to IDEM through an online portal. The online portal will interface with Tanks Management System and allow the collection of relevant information pertaining to the release as well as automatic identification of releases with an emergency status based on relevant criteria.  The sub-system shall allow the system to take input from the user and check it against criteria to automatically determine if the release qualifies as an emergency within an online portal. If it does, the system takes steps to help the responsible party and IDEM take immediate action to mitigate the effects of the release on the environment and especially vulnerable populations.

For the purposes of risk assessment, the sub-system shall aide IDEM in the analysis of the risk that a given release poses and make a determination as to what action is required to address the incident through an online portal. The system will allow for the review of incident information by the relevant IDEM specialists and a final decision to be made with applicable correspondence being sent to the OOPs user.

For the purposes of site assessment, the sub-system shall aide IDEM in the characterization of a site after a LUST release has been reported by an external user, within an online portal. The system shall have tools for IDEM inspectors while on-site and allow IDEM personnel to make a determination as to whether the information submitted by the external user is accurate and true.

The sub-system shall allow external users to enter their proposed remediation plan for a LUST release incident which will be approved or denied by the relevant IDEM staff within an online portal. The sub-system shall allow for the implementation and monitoring of approved remediation plans for LUST incidents within an online portal. The system will track milestone events and sampling submissions from OOPs users with the ability for IDEM to make determinations as to the efficacy of the remedy plan that is in progress.

The sub-system shall allow for the closure of LUST incidents within an online portal. The system will allow for closure requests to be submitted by external users which will be reviewed by the relevant IDEM staff for a final decision as to whether further action is required or the incident has been adequately completed.

The sub-system shall provide a platform for external document submittal, internal and external workflow tracking, project/release “milestones”, and chronological capture of project manager actions/comments/decisions (including phone logs, emails and other Site related decision making and general correspondence).  Additionally, the sub-system shall maintain tools, dashboards, and functions for project calendaring, scheduling, reporting, and data manipulation or interface with software tools that can provide those functions.

Detailed draft functional requirements and process maps for this sub-system can be found in Attachment K - Bidders Library. Draft use cases for this sub-system can be found in Attachment K - Bidders Library. The Contractor will be expected to validate these requirements, maps, and use cases and may provide feedback to enhance any of these documents. The following relevant LUST Remediation forms can be found in Attachment K - Bidders Library:
· 02_LUST Initial Incident Report
· 02_LUST Initial Site Characterization (ISC) Checklist
· 02_LUST Initial Site Characterization (ISC) Report Cover Sheet & Report Format
· 02_LUST No Further Action Request Cover Sheet and Report Format
· 02_LUST Quarterly Monitoring Report (QMR) Cover Sheet and Report Format
· [bookmark: _Hlk33778772]02_LUST Quarterly Monitoring Report (QMR) Cover Sheet and Report Format
· 02_LUST Further Site Investigation (FSI) Report Cover Sheet and Report Format

4.4 ELTF Eligibility Determination
The ELTF is a financial responsibility assurance mechanism for UST OOPs in Indiana. The primary information managed by the ELTF program includes reimbursement to an eligible party, claims management, and cost controls. 
The ELTF claim review process includes verification that a LUST site is eligible for reimbursement. When facilities have a release, the fee payment history is taken into account when determining eligibility and how much they must pay prior to ELTF reimbursing eligible costs.
This Tanks Management sub-system shall allow authorized users to initiate and complete all procedures for an ELTF eligibility determination via an online portal. The sub-system shall allow UST parties to submit information to IDEM for a determination as to whether or not they qualify for ELTF funds for a given release. The sub-system must automatically make eligibility calculations as well as send preliminary letters and determination notices to the appropriate parties. 
Detailed draft functional requirements and process maps for this sub-system can be found in Attachment K - Bidders Library. Use cases for this sub-system can be found in Attachment K - Bidders Library. The Contractor will be expected to validate these requirements, maps, and use cases and may provide feedback to enhance any of these documents. The following relevant ELTF Eligibility Determination form can be found in Attachment K - Bidders Library:
· 03_ELTF Eligibility Application
4.5 ELTF Claims Processing
IDEM seeks to implement cost control guidelines and pre-approval to expedite the reimbursement process and to eliminate fraud, waste, and abuse.
A huge challenge in implementing ELTF is the lack of deadlines for submittal. ELTF lacked deadlines for claims submittal until March 2011. However, in March of 2011, ELTF had the first no further action (NFA) deadline implemented. Now, any LUST incident from April 1, 1988 to June 30, 2016 has a 9 month after no further action (NFA) to submit all costs. In August of 2018, a 365 day deadline was added for new releases on or after July 1, 2016. This allows for the submittal of costs incurred from the discovery of the release through a NFA determination.
Additionally, the claim review process utilizes rates that were in place at the time costs were incurred so older costs have to be reviewed with earlier versions of 328 IAC. Although all of this information has been stored in the agency’s document archival system, it is not easy to data mine to determine average costs for common corrective action work.  
In an effort to better understand the costs being submitted to ELTF, a new application has been implemented that requires the applicants to enter information by phase of the project, so costs could be tracked across different phases of remediation for each eligible release.  
This Tanks Management subsystem shall enable authorized users to initiate and complete all procedures for ELTF claims processing via an online portal. The sub-system shall allow eligible UST parties to have upcoming remediation costs related to a LUST release pre-approved for reimbursement through an online portal. The external user will submit relevant information which will be reviewed by IDEM personnel to determine if the costs are reasonable and necessary. In addition, the sub-system shall allow eligible UST parties to file an ELTF claim for release remediation work that occurred at one of their sites following a release through an online portal. The system shall guide the user through the information collection process and automatically make a decision as to the reimbursement of specific claims, with options for auditing by IDEM.
Detailed draft functional requirements and process maps for this sub-system can be found in Attachment K - Bidders Library. Use cases for this sub-system can be found in Attachment K - Bidders Library. The Contractor will be expected to validate these requirements, maps, and use cases and may provide feedback to enhance any of these documents. The following relevant ELTF Claims Processing forms can be found in Attachment K - Bidders Library:
· 04_ELTF Claims Application
· 04_ELTF Scope of Work for Leaking UST Sites
· 04_ELTF Site Categorization for Prioritization of Claims
· 04_ELTF Confirmation of Emergency Response Status

4.6 Additional General Requirements
4.6.1 TEMPO/RM Integration 
TEMPO/RM is the agency’s current enterprise system for environmental regulatory management. It is used by several programs in the agency for tracking and data management and is used by nearly all for facility, site, and owner management. The Vendor’s proposed solution must be able to integrate with services for keeping the two systems synced.
4.6.2 Virtual File Cabinet (VFC) Integration and Archiving
The vendor’s system shall be able to pass document information with defined metadata to the VFC system with the ability to retrieve and store a corresponding VFC identifier for the document stored in VFC. The vendor system shall have the ability to convert documents generated by the system to PDF format prior to submission to VFC, in addition to required VFC system data (indexing. Forms will be stored in IDEM’s existing document management system (known as VFC - Virtual Filing Cabinet).
4.6.3 Cross Media Reporting Rule (CROMERR) Implementation
The Tanks Management System must adhere to the Environmental Protection Agency (EPA)’s Cross-Media Electronic Reporting Rule (CROMERR) and CROMERR Shared Services in accordance with 40 CFR 281 (https://encromerr.epa.gov/shared-cromerr-ws/services/). This includes identify proofing using LexisNexis or similar service, capture of electronic signatures, storage of a copy of record (COR), and two-factor authentication (2FA). Specifically, the system must meet the performance-based criteria surrounding the following topics:
· Criteria for establishing a copy of record,
· Integrity of electronic document,
· Opportunity to review and repudiate copy of record,
· Validity of electronic signature, and
· Determination of the identity of the individual uniquely entitled to use a signature device.

The EPA is responsible for approving the system’s adherence to the above criteria. For more information on CROMERR, please see: https://www.epa.gov/cromerr. 
4.6.4 Rules and Regulations Library Management
The Vendor system shall be able to create and manage a library of state and federal Environmental Regulations, rules, requirements, and guidance documents, such as effective dates and historical changes. The Vendor system shall have the ability to modify specific Environmental Regulation records that have been applied to an existing records, making the version on the record different from the original version in the library. The Vendor system shall have the ability to control and modify the outline structure of the Environmental Regulations that have been applied to a record identifying one as the parent of others, establishing sequencing, etc.
4.6.5 Reporting, Monitoring, Auditing, and Miscellaneous System Tools
The Contractor must ensure that the Tanks Management System has built-in internal reporting, monitoring, and auditing tools and capabilities. The capabilities shall allow IDEM to engage in a more informed and timely decision-making process. Specifically, the Tanks Management System must be able to flag sites, tanks, claims, and invoices where logical discrepancies exist through data entered into the system. The Tanks Management System shall have built-in dashboards and robust auditing functionalities (including the ability to view audit change history). IDEM shall have full access to all data within the Tanks Management System, enabling the agency to build and run standard and ad-hoc reports. 
5. Project Methodology, Sprint Cadence, and Sprint Schedule
5.1 Sprint Cadence and Project Methodology
5.1.1 Project Methodology
This project will follow a hybrid methodology approach using the standard waterfall and agile methodology together.  The project as a whole will be managed using the waterfall methodology.  This will allow the project to move through distinct phases step by step toward ultimate completion and release of the new system.  The software development will use agile methodology following a Sprint Schedule.  The agile approach during development will allow the team to quickly deliver sub-systems for UAT and evolve through a collaborative effort meeting user needs.  
5.1.2 Sprint Cadence
Each sprint will be used to develop subsystems within each program area completing functionality of the system, integration with current systems, and data migrations from current systems.  UAT will be completed at key milestones in the project to test and delivery completed subsystems to the users.  The sprint cadence is as follows:
· Sprint planning: Planning of the upcoming sprint to remain one step ahead.
· Functionality: Build/Test of the subsystem for the specific program area.  This will include IDEM internal testing of the subsystem and IDEM SME users to confirm the build is correct.  The Technical Architect will be key to driving this portion of each sprint.  
· Integration: Documenting, mapping, and connecting systems for integration of current databases/software with the new platform.  This will include documenting both systems architect, connecting the Dev environments of both systems, and testing connections between systems.  The Data Architect will be key to driving this portion of each sprint.  
· Migration: Data migration from current system for each subsystem.  This will include identifying objects to migrate, populating templates for data, preparing the destination in the new system and validating the data.  This step will likely have 2 iterations to capture any data that didn’t migrate per the exception report.  
5.2 Sprint Schedule
The following section outlines the planned preliminary sprint schedule to complete the project. This schedule is subject to change and the Contractor shall submit their feedback to this schedule. The sprint schedule will be finalized after IDEM has received the Contractor’s feedback. 
5.2.1 Phase 0
The purpose of this Sprint is to ensure all resources are onboarded and understand the implementation solution; as well as, draft, review, approve and transfer of ownership the Design / Configuration document to IDEM.
Phase 0 Pre-Sprint Work
IDEM will have developed preliminary drafts of the following documents at or shortly after Contract execution:
· Project Implementation Plan (see Attachment K)
· Implementation Requirements (see Section 4 and Attachment K)
· Process Maps (see Section 4 and Attachment K)
· Use Cases (see Section 4 and Attachment K)
· Change Management Plan
· Project/Sprint Schedule 
· CROMERR Application
These documents are all preliminary. The Contractor will be expected to review and validate each document and should provide feedback to enhance the documents. 
Sprint 0
The Contractor shall develop the following deliverables:
· Design, Technical Requirements and Specifications
· Data Migration Plan
· Data Migration Forms and Templates
For information on Deliverable Acceptance and Review, please see Section 8.2. 
5.2.2 Phase 1
The purpose of this Phase is to implement system components related to the UST functionalities. 
Sprint 1
The Contractor shall implement the UST Operations and Billing sub-system and successfully convert data from the following sources: 
UST Operations and Billing data integration sources:
· The Secretary of State database (to certify newly created businesses)
· Value Payment System (VPS)
· Indiana Department of Homeland Security database (for contractor validation and certification)
· Tools for Environmental Management and Protection Organizations (TEMPO/RM) (for AI number check/assignment)
· VFC (which is manually performed today with a backlog)
· SAML and/or OpenIDConnect for system log in
UST Operations and Billing data migration sources:
· ULCERS (for inspection information)
· SharePoint (for inspection information)
· TRACS (for inspection information)
· AI/TEMPO (for site contact information)
· GIS (ESRI) (mapping information)
Sprint 2
The Contractor shall implement the UST Compliance sub-system and successfully integrate the systems and migrate the data for Pre-Inspection and Inspection/RTC workflows from the following sources: 
UST Compliance data integration source:
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
UST Compliance data migration source:
· TRACS for Pre-Inspection and Inspection information
· ULCERS for Pre-Inspection and Inspection information
Product Backlog
The objective of the product backlog is to address any changes to existing features, bug fixes, or infrastructure changes that may need addressed to complete UST/UAT testing for Phase 1. By the end of the product backlog period, the Contractor shall ensure that:
· All features have been successfully integrated and are ready for UAT
· All bug fixes have been deployed
· All infrastructure changes have been verified and are ready for UAT
[bookmark: _Hlk28327699]Deployment for Sprint 1, 2
Preparation and deployment of sub-systems for Sprint 1, 2 will be deployed from the DEV to TEST environment for UAT
Milestone - User Acceptance Testing for Sprints 1 and 2
Quality Gate 1: Acceptance of all quality criteria (as determined by the IDEM project management team)
Phase 1 Internal Go-Live: 
5.2.3 Phase 2A 
The purpose of this phase is to implement the system components related to the LUST Remediation program and activities, as well as to support the External Go-Live of Phase 1 functionalities. 
Sprint 3: 
The Contractor shall implement the release confirmation and emergency release components of the LUST Remediation sub-system and successfully integration systems and migrate data from the following sources:
LUST Release Confirmation and Emergency Release Integration Source:
· AI/TEMPO (previously integrated)
· VFC (previously integrated)
LUST Release Confirmation and Emergency Release Data Migration Source:
· TRACS for Release Information
· ULCERS for Release Information
Phase 1 External Go-Live
Sprint 4
The Contractor shall implement the site investigation components of the LUST Remediation sub-system and successfully integrate systems and migrate data from the following sources:
LUST Remediation integration source:
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
· GIS (ESRI)/Satellite/Topographic mapping (previously integrated; for dropping map points, label map features)
LUST Remediation data migration source:
· TRACS for remediation information
· ULCERS for remediation information
Sprint 5
The Contractor shall implement the risk assessment components of the LUST Remediation sub-system and successfully integrate systems and migrate data from the following sources:
LUST Risk Assessment Integration Source:
· GIS (ESRI)/Satellite/Topographic mapping (previously integrated)
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
LUST Risk Assessment Data Migration Source:
· TRACS for Risk Assessment information
· ULCERS for Risk Assessment information
Product Backlog
The objective of the product backlog is to address any changes to existing features, bug fixes, or infrastructure changes that may need addressed to complete UAT testing for Phase 2. By the end of the product backlog period, the Contractor shall ensure that:
· All features have been successfully integrated and are ready for UAT
· All bug fixes have been deployed
· All infrastructure changes have been verified and are ready for UAT
Deployment for Sprint 3, 4, 5
Preparation and deployment will be completed for sub-systems for Sprint 3, 4, 5 from DEV to TEST environment for UAT.  
Milestone - User Acceptance Testing for Sprints 3, 4, and 5
Quality Gate 2 - Acceptance of all quality criteria (as determined by the IDEM project management team)
Sprint 6
The Contractor shall implement the remedy plan components of the LUST Remedy Plan sub-system and successfully integrate systems and migrate data from the following source:
LUST Remedy Plan integration source:
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
LUST Remedy Plan data migration source:
· TRACS for Remedy Plan information
· ULCERS for Remedy Plan information
Sprint 7
The Contractor shall implement the implementation and monitoring components of the LUST Remediation sub-system and successfully integrate systems and migrate data following sources:
LUST Implementation and Monitoring integration source:
· GIS (ESRI)/Satellite mapping (previously integrated)
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
LUST Implementation and Monitoring data migration source:
· TRACS for Implementation and Monitoring information
· ULCERS for Implementation and Monitoring information
Sprint 8
The Contractor shall implement the remediation close out components of the LUST Remediation sub-system and successfully integrate systems and migrate data from the following sources:
LUST Remediation Close Out integration source:
· VFC (previously integrated)
· GIS (ESRI)/Satellite mapping (previously integrated; for GIS review)
· VPS (previously integrated)
· AI/TEMPO (previously integrated)
LUST Remediation Close Out data migration source:
· TRACS for Remediation Close Out information
· ULCERS for Remediation Close Out information
Product Backlog
The objective of the product backlog is to address any changes to existing features, bug fixes, or infrastructure changes that may need addressed to complete UAT testing for Phase 2. By the end of the product backlog period, the Contractor shall ensure that:
· All features have been successfully integrated and are ready for UAT
· All bug fixes have been deployed
· All infrastructure changes have been verified and are ready for UAT
Quality Gate 3 - Acceptance of all quality criteria (as determined by the IDEM project management team)
Deployment for Sprint 6, 7, 8
Preparation and deployment will be completed for sub-systems for Sprint 3, 4, 5 from DEV to TEST environment for UAT.  
Milestone - User Acceptance Testing (UAT) for Sprint 6, 7, and 8
LUST (Sprint 3 - 8) Internal Go-Live
LUST (Sprint 3 - 8) External Go-Live
5.2.3 Phase 2B 
The purpose of this Phase is to implement system components related to the ELTF functionalities. 
Sprint 9
The Contractor shall implement the ELTF Eligibility sub-system and successfully integrate the systems and migrate the data from the following sources: 
ELTF Eligibility data integration source:
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
ELTF Eligibility data integration source:
· TRACS for eligibility information
· ULCERS for eligibility information
Sprint 10
The Contractor shall implement ELTF Cost pre-approval processes and successfully integrate systems and migrate data from the following sources:
ELTF Cost Pre-Approval data integration source:
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
 ELTF Cost Pre-Approval data migration source:
· TRACS for Cost Pre-Approval information
· ULCERS for Cost Pre-Approval information
Sprint 11
The Contractor shall implement remaining ELTF Claims Processing functionality and successfully integrate systems and migrate data from the following sources:
ELTF Claims Processing system integration source:
· VFC (previously integrated)
· AI/TEMPO (previously integrated)
ELTF Claims Processing data migration source:
· TRACS for claims processing information
· ULCERS for claims processing information
Product Backlog
The objective of the product backlog is to address any changes to existing features, bug fixes, or infrastructure changes that may need addressed to complete UAT testing for Phase 2. By the end of the product backlog period, the Contractor shall ensure that:
· All features have been successfully integrated and are ready for UAT
· All bug fixes have been deployed
· All infrastructure changes have been verified and are ready for UAT
Quality Gate 4: Acceptance of all quality criteria (as determined by the IDEM project management team)
Deployment for Sprint 9, 10, 11
Preparation and deployment for Sprint 9, 10, 11 sub-systems from DEV to TEST environment for UAT.
Milestone – User Acceptance Testing (UAT) for Sprint 9, 10, and 11
Executive Quality Gate - Acceptance of all quality criteria determined by IDEM project management team
[bookmark: _Hlk33778974][bookmark: _GoBack]ELTF (Sprint 9, 10, 11) Internal and External Go-Live
6. On-Going Support and Enhancements 
6.1 Warranty Period
The Contractor will warranty the Tanks Management System against any defects for a period of 90 days that starts after each Go-Live. Defects are errors or issues found after UAT that are rooted to an original requirement of the system. Defects can range from system failure (where no further processing is possible) to minor cosmetic changes (e.g., usability errors). All defects that are identified after UAT shall be covered by the warranty period.[footnoteRef:3]   [3:  This does not include defects that are identified prior to UAT but flagged to be remedied after go-live. Nevertheless, those defects shall also be remedied as part of the Contractor’s duties.] 

Determination of defects after implementation will be reviewed by IDEM. Review will consist of analyzing the system issue with tools to determine if the cause is a true defect. Any resulting work effort to fix a defect or make changes to the system will follow IDEM-approved processes. IDEM has a 90-day window (from each Go-Live) to identify defects, however, the warranty period will be extended until the defect and any connected defects are remedied.
6.2 On-Going Support
The Contractor must also provide as-needed Maintenance & Operations (M&O) support for implemented sub-systems (while fulfilling the rest of the responsibilities outlined in this Scope of Work), which entails supporting the processes of the system’s infrastructure to ensure availability to stakeholders. 
The Contractor shall manage and complete M&O activities associated with the Tanks Management System beginning after the implementation of the first sub-system and ending at the Contract end date base period. IDEM reserves the right to take over M&O responsibilities at any point during the Contract. This work shall not include the responsibilities of the Contractor related to the warranty period (i.e., defect resolution shall be covered by the warranty period) (see Section 6.1). 
The Contractor shall designate one (1) staff member (for a list of required staff members, please see Section 9.2) to be the point person for M&O activities. To be clear, IDEM does not wish to have resource dedicated to M&O who is idle at any time during the term of this Contract. This staff member’s primary focus shall be on the development and implementation of the system and he/she shall not work on M&O tasks unless his or her services are needed specifically. IDEM may request to have M&O support staff available on retainer after the base contract ends. The Contractor shall, at a minimum, provide the following M&O services:
1. [bookmark: _Hlk21012553]System Maintenance. The Contractor must plan and execute tasks required to ensure that all solution components stay relevant and useable. This support includes resolution of functional issues, application of patches, preventative maintenance, planning/execution of upgrades, and regular performance monitoring and performance reporting. 
2. [bookmark: _Hlk21012595]System Performance Monitoring and Reporting. The Contractor must utilize an IDEM identified issue tracking and management system to monitor and troubleshoot all solution components. The Contractor shall work with the designated IDEM business analyst to plan and communicate scheduled maintenance or emergency maintenance as soon as the Contractor knows that maintenance will be needed. 
3. [bookmark: _Hlk21012679]Incident Management. The Contractor shall work with IDEM to generate an agreed upon incident and disaster response plan that explicitly defines roles/responsibilities and actions to be taken to respond to incidents and disasters. The Contractor shall properly plan and conduct services to minimize the occurrence of incidents and/or problems with the solution components and service delivery. If incidents and/or problems arise, the Contractor shall work with IDEM to resolve issues in a timely manner based on the severity/priority levels determined by IDEM.

6.3 Enhancements 
[bookmark: _Hlk30061617]The Contractor shall provide a capped Enhancements Pool of 2,000 hours throughout the duration of the Contract. It is anticipated that these hours will primarily be used for out of scope major upgrades, changes, and additional work that is not stipulated in this Scope of Work and the Project Implementation Plan but vital to the project’s success. If an upgrade, change, or additional piece of work will take a significant period of time, IDEM will determine whether the activity will be completed using Enhancements Pool hours or through a contract amendment. This determination is to be made solely by IDEM.    
This work shall not include the responsibilities of the Contractor related to the warranty period (see Section 6.1). The Contractor may propose enhancements, however, these hours may only be utilized with IDEM approval and sign off. 
The Contractor shall complete enhancements as requested within the IDEM-approved budget. Changes that are needed to fix an enhancement after it is implemented and that are brought to the Contractor during the Warranty Period will not count towards the Enhancements Pool. Please see Section 6.1 for information about the Warranty Period.
6.4 Time Tracking for On-Going Support and Enhancements
The Contractor shall track the time spent by each team member on warranty, M&O, and enhancement activities. The Contractor shall submit this information in a clear report with each invoice. The Contractor shall develop and maintain a tool to track this information and work with IDEM to finalize the reporting format and content. Fields will include, at a minimum:
· Document must indicate it is an official invoice
· Staff member name and title
· Role on project
· Task / Justification of Hours Expended
· Rate / Hour
· Hours and dates

IDEM will allow the Contractor to determine the best tool to generate the required content.  For example, the tool may be an Excel file, or it can be a time tracking/HR tool. If a staff member is working on two activities at once, the Contractor must clearly distinguish the time spent on each activity. After the completion of an activity, the Contractor will provide an activity-specific report of actual hours worked by position and activity within fifteen (15) days of the completion of the enhancement. IDEM will check invoice details before the invoice is processed.
7. Project Deliverables and Key Activities
The Contractor will be responsible for submitting the following deliverables or participating in the following key activities. The proposed deliverables below are subject to change and will be listed in the Project Implementation Plan. Please see the Project Implementation Plan for key dates associated with each deliverable or key activity. The Contractor must adhere to the schedule laid out in the finalized Project Implementation Plan (that will be updated after the Contractor’s feedback is received). For information on the Deliverable Review and Acceptance process, please see Section 8.2.
Phase 0 Deliverables and Key Activities
	Deliverable or Key Activity
	Document Description
	Author /Reviewer

	Project Implementation Plan and the Sprint Schedule
	Edits to the preliminary Project Implementation Plan and Sprint Schedule
	Author – IDEM IS PMO
Reviewer - Contractor

	Implementation Requirements, Process Maps, and User Stories
	Functional and user requirements for the system
	Author - IDEM IS PMO
Reviewer - Contractor

	Change Management Plan
	Plan for process and system adoption for internal and external users
	Author – IDEM IS PMO
Reviewer - Contractor

	CROMERR Application
	eSignature, eReporting, and eDocuments application submitted to EPA
	Author - IDEM IS PMO

	Proposed Design, Technical Requirements and Specifications Document
	Necessary and sufficient architecture required for platform install ERDs, DFDs, integration architecture, etc.
	Author – Contractor
Reviewer - IDEM IS 

	Data Migration Plan
	Plan for specific data migrations including fields, tables, formats, etc. 
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Data Migration Verification Form Templates 
	Data migration verification templates
	Author – Contractor
Reviewer – IDEM IS PMO



Phase 1 Deliverables and Key Activities
	Deliverable or Key Activity
	Document Description
	Author/Reviewer

	Data Migration Verification Forms
	Data migration verification results
	Author - Contractor
Reviewer - IDEM IS and IDEM IS PMO

	Phase 1 Product Backlog
	Fixes for outlined problems Sprints 1, 2
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Prepare User Acceptance Test Cases 
	User Acceptance Test Cases are approved
	 Author – IDEM IS PMO
Reviewer – Contractor

	User Acceptance Test Cases and UAT Summary
	UAT testing documentation
	Author – IDEM IS PMO
Reviewer - Contractor

	Quality Gate #1 – Sprints 1 and 2
	Go-live preparation approval for internal use 
	Author – IDEM IS PMO
Reviewer - Contractor

	Deployment for Sprint 1 & 2
	Preparation for deployment and team trained.  Deploy from DEV to TEST environment
	Author – Contractor and IDEM IS PMO
Reviewer - IDEM IS

	(Sprint 1&2 - Phase 1) Go-live Internally
	Go-Live Internal
	Author – IDEM IS PMO
Reviewer - Contractor

	(Sprint 1&2 - Phase 1) Go-live Externally
	Go-Live External
	Author – IDEM IS PMO
Reviewer - Contractor



Phase 2A Deliverables and Key Activities
	Deliverable or Key Activity
	Document Description
	Author/Reviewer

	Project Implementation Plan Update
	Documented plan with milestones, deliverables, RACI, and RAID/C
	 Author – IDEM IS PMO
Reviewer - Contractor

	Change Management Plan Update
	Documented plan of process and system adoption for internal and external users
	 Author – IDEM IS PMO
Reviewer - Contractor

	Project Schedule Updates
	Official Project Schedule (MS Project file)
	Author – IDEM IS PMO
Reviewer - Contractor

	Initial Design Document Updates
	Necessary and sufficient architecture required for platform install (assumes phase 1 implementation is necessary and sufficient; assumes on premise solution; not applicable if cloud-based)
	 Author – IDEM IS PMO
Reviewer - Contractor

	Implementation Requirement updates from Phase 1 findings
	Functional and user requirements for the system (assumes all action items are complete from LUST stakeholders)
	 Author – IDEM IS PMO
Reviewer - Contractor

	Revised Process Maps
	Business process maps revised for accuracy and clarity
	Author – IDEM IS PMO
Reviewer - Contractor

	Technical Specifications Update
	 ERDs, DFDs, integration architecture, etc.
	Author – Contractor
Reviewer – IDEM IS

	Data Migration Verification Forms
	Data migration verification results
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Phase 2A Product Backlog
	Fixes for outlined problems Sprints 3, 4, 5
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Prepare User Acceptance Test Cases (Sprint 3, 4, 5)
	User Acceptance Test Cases are approved
	Author – IDEM IS PMO
Reviewer – Contractor

	Deployment for Sprint 3, 4, 5
	Preparation for deployment and team trained.  Deploy from DEV to TEST environment
	Author – Contractor and IDEM IS PMO
Reviewer - IDEM IS

	User Acceptance Test Cases and UAT Summary (Sprint 3, 4, 5 UAT)
	UAT Testing Documentation 
	Author – IDEM IS PMO
Reviewer - Contractor

	Quality Gate #2 – Sprints 3, 4, 5
	Go-live preparation approval for internal use 
	Author – IDEM IS PMO
Reviewer - Contractor

	Phase 2A Product Backlog
	Fixes for outlined problems Sprints 6, 7, 8
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Prepare User Acceptance Test Cases (Sprint 6, 7, 8)
	User Acceptance Test Cases are approved
	Author – IDEM IS PMO
Reviewer – Contractor

	Deployment for Sprint 6, 7, 8
	Preparation for deployment and team trained.  Deploy from DEV to TEST environment
	Author – Contractor and IDEM IS PMO
Reviewer - IDEM IS

	User Acceptance Test Cases and UAT Summary (Sprint 3, 4, 5 UAT)
	UAT Testing Documentation 
	Author – IDEM IS PMO
Reviewer - Contractor

	Quality Gate #3 – Sprints 6, 7, 8
	Go-live preparation approval for internal use 
	Author – IDEM IS PMO
Reviewer - Contractor

	Phase 2A Internal Go-Live
	Internal Go-Live for Sprint 3-8
	Author – IDEM IS PMO
Reviewer - Contractor

	Phase 2A External Go-Live
	External Go-Live for Sprint 3-8
	Author – IDEM IS PMO
Reviewer - Contractor



Phase 2B Deliverables and Key Activities
	Deliverable or Key Activity
	Document Description
	Author/Reviewer

	Project Implementation Plan Update
	Documented plan with milestones, deliverables, RACI, and RAID/C
	 Author – IDEM IS PMO
Reviewer - Contractor

	Change Management Plan Update
	Documented plan of process and system adoption for internal and external users
	 Author – IDEM IS PMO
Reviewer - Contractor

	Project Schedule Updates
	Official Project Schedule (MS Project file)
	Author – IDEM IS PMO
Reviewer - Contractor

	Initial Design Document Updates
	Necessary and sufficient architecture required for platform install (assumes phase 1 implementation is necessary and sufficient; assumes on premise solution; not applicable if cloud-based)
	 Author – IDEM IS PMO
Reviewer - Contractor

	Implementation Requirement updates from Phase 1 findings
	Functional and user requirements for the system (assumes all action items are complete from LUST stakeholders)
	 Author – IDEM IS PMO
Reviewer - Contractor

	Revised Process Maps
	Business process maps revised for accuracy and clarity
	Author – IDEM IS PMO
Reviewer - Contractor

	Technical Specifications Update
	 ERDs, DFDs, integration architecture, etc.
	Author – Contractor
Reviewer – IDEM IS

	Data Migration Verification Forms
	Data migration verification results
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Phase 2B Product Backlog
	Fixes for outlined problems Sprints 9, 10, 11
	Author – Contractor
Reviewer – IDEM IS and IDEM IS PMO

	Prepare User Acceptance Test Cases (Sprint 9, 10, 11)
	User Acceptance Test Cases are approved
	Author – IDEM IS PMO
Reviewer – Contractor

	Quality Gate #4 – Sprints 8, 9, 10
	Go-live preparation approval for internal use 
	Author – IDEM IS PMO
Reviewer - Contractor

	Deployment for Sprint 9, 10, 11
	Preparation for deployment and team trained.  Deploy from DEV to TEST environment
	Author – Contractor and IDEM IS PMO
Reviewer - IDEM IS

	User Acceptance Test Cases and UAT Summary (Sprint 9, 10, 11 UAT)
	UAT Testing Documentation 
	Author – IDEM IS PMO
Reviewer - Contractor

	Executive Quality Gate – Sprints 9, 10, 11
	Go-live preparation approval for internal use 
	Author – IDEM IS PMO
Reviewer - Contractor

	Go-Live ELTF
	Internal/External Go-Live for ELTF
	Author – IDEM IS PMO
Reviewer - Contractor



8. Project Governance
8.1 Oversight Support and Collaboration
IDEM’s Project Governance approach includes the organizational structure, processes, and tools established to ensure projects are completed in a consistent manner. The organizational structure of the IDEM Tanks Modernization Project is comprised of both functional and matrix structures.  The implementation project team (collectively known as the IDEM Tanks Modernization Project Team) is a matrix structure which contains resources connected to the traditional functional IDEM structure. A visual depiction of the Project Governance structure, including a breakdown of the IDEM Tanks Modernization Project Team, can be found in Exhibit 2 of Attachment K - Bidders’ Library. This project is supported by the following functional teams within IDEM and the Governor’s Office:
· IDEM/GOV Executive Steering Committee
· IDEM Finance Team
· IDEM Information Systems Team
· IDEM Office of Land Quality Team
The roles of each team in the IDEM Tanks Modernization Project Team are listed in the below chart. Tanks project team contains the above groups and the Contractor will report into the IDEM IS team. 
The Project Team will review the Contractor’s work and certain deliverables. IDEM IS PMO Project Manager will oversee the Contractor’s daily operations throughout the duration of the Contract and report the Contractors work to the Executive Steering Committee. The name and contact information of the IDEM IS PMO Project Manager will be disclosed to the Contractor upon Contract execution or shortly thereafter.
8.2 Deliverable Review and Acceptance
Deliverables will be reviewed by the IDEM Tanks Modernization Project Team, specifically the IDEM IS PMO Project Manager and team. The Contractor is expected to ensure all deliverables are submitted complete, error-free, and meet the requirements for the defined deliverable prior to hand-off to IDEM. Any rejected deliverables will require attentive correction. 
9. Project Management
9.1 Project Management Activities
The Contractor will collaborate with the IDEM IS PMO for the project management activities outlined in this section. 
9.1.1 Project Implementation Plan and Sprint Schedule
The IDEM Tanks Modernization Project Team has developed a preliminary Project Implementation Plan, as well as a Sprint Schedule. A copy of the most updated Project Implementation Plan can be found in Attachment K - Bidders Library. The preliminary Sprint Schedule can be found in Section 5. Contractor is expected to collaborate with IDEM on the project management approach. IDEM is open to the feedback on both the Project Implementation Plan, project deliverables, and the Sprint Schedule. The Contractor should use the experience gained on other IT systems projects to review and propose feedback to the Sprint Schedule that are reasonable and attainable based on the requirements. The Project Implementation Plan and Sprint Schedule will be finalized after the Contractor’s input is received. Once these documents are finalized, the Contractor will be held accountable to both the plan and schedule. The plan schedule will be reviewed consistently to ensure the Contractor is completing the activities, deliverables, and milestones according to plan.  
9.1.3 Meetings, Status Reports, and Milestone Announcements
The Contractor shall be available for on-site meetings throughout the duration of the contract. Such meetings may revolve around the overall progress of the project or a specific milestone (e.g., a product handoff within a sprint). The Contractor staff must further be available for in-person meetings or remote calls within the agreed upon days of request.
9.1.4 Training
The Contractor will be responsible for developing and conducting knowledge transfer to technical users of the system throughout the duration of the contract.  For example, knowledge transfer is required at product hand-off within a sprint, in preparation for UAT, and preparation for Go-Live. 
IDEM has a training facility that can be leveraged for training (if available) that can accommodate 21 people. Technical training and knowledge transfer for technical staff is expected to commence as soon as possible after each sprint is completed, with ongoing, advanced and refresher training throughout the Contract period (if needed). Prior to project close out, the Contractor will ensure the designated IDEM training personnel are fully capable of training technical users so they can perform on-going trainings. 
IDEM IS PMO will train users of the Tanks Management System, but may request the Contractor’s assistance in developing materials and leading training sessions. 
9.2 Staffing
The Contractor shall designate qualified staff members with experience in information systems to this Contract. It is preferred that the Contractor’s staff have background and experience working with government agencies, specifically in the field of information systems. 
The Contractor must maintain an administrative and organizational structure that supports effective development and implementation services. The Contractor is responsible for appropriately managing staff and staff resource levels throughout the duration of the Contract.
If IDEM deems a staff member unfit, the Contractor shall replace the staff member with another staff member who meets IDEM’s approval within the agreed upon days per the contract.
9.2.1 Vital Positions
The Contractor shall provide the following Vital Positions to provide the services set forth in this Contract.  Contractor shall provide personnel to meet the needs of the customer and bring forth to IDEM IS PMO any risks, assumptions, issues, dependencies, and constraints associated with the build and long term maintenance of the final product/system.  
	Vital Position
	Description
	Required Experience

	Engagement Manager / Customer Success Manager
	Manages engagement and project oversight for the Contractors activities, liaises with IDEM IS PMO.  Manages Contractor’s team to ensure key Contractor activities and Contractor owned deliverables meet IDEM standards.
	7+ years of experience in IT delivery management of large-scale system implementation projects

	Technical Architect
	Create and/or read and translate the documented user stories, requirements, business processes, into a viable full system design document approved by IDEM

Must assist and provide input to Sprint planning as it applies to building out the approved technical design

Shall have the knowledge and ability to propose an alternative design, troubleshoot or configuration if there is a more efficient way of meeting business objectives.




	Must have lead competencies to the Contractors certification in the proposed technologies.  Experience as lead Architect with current competencies.  

	Technical Project Manager
	Is responsible for the technical quality of the product the IDEM receives within each Sprint.

Will provide direction for the technical team to the Contractor management development team. Will take direction directly from the Technical Architect and collaborate with the IDEM IS PMO. Will work directly with the IDEM Business Analyst and Project Manager.

Assist with preparing for Sprint planning and provide updates as requested and required by the IDEM IS PMO.

Ability to translate the documented user stories, requirements, business processes and design in the system build.  
	5+ years’ experience developing solutions with complex integrations and migrations



	Developers/Configuration Specialists (4-5 people)
	Will work to carry out the build according to Sprint plans.

Will report directly to the Technical Project Manager.

Ability to translate the documented user stories, requirements, business processes and design in the system build.  
	2+ years’ experience with implementing solutions with complex integrations and migrations




	Data Architect
	Assist and provide input to Sprint planning as it applies to building out the data architecture and technical design.

Must have the ability to oversee and provide guidance to the Data Integration / Migration Team(s).

Ability to create and/or read and translate the documented data architecture design/flow, data integration and migration plans based upon user stories, requirements, business processes, and design.

Ability to translate an existing defined data model into the solutions common data model. Understand the common data model and any impacts migrations may have on user interfaces.  

	5+ years’ experience with serving as the main data architect within implementation solutions with complex integrations and migrations.

5+ years’ experience creating and/or reading and translating documented data architecture design/flow, data integration and migration plans


	Data Integration / Migration Specialists (3-4 people)
	Assists the Data architect with planning and executing integration and migration plans.

Will report directly to the Data Architect.

Ability to perform the mapping existing defined data model into the solutions common data model.

Ability to read documented data architecture design / data flows and translate them into action.  
	2+ years’ experience with implementing solutions with complex integrations and migrations.





The Contractor may propose additional key roles when responding to this RFP.  
The Contractor must provide IDEM with written notification of anticipated vacancies of Vital Positions within the agreed upon days of receiving the individual’s resignation notice, the Contractor’s notice to terminate an individual, or the position otherwise becoming vacant. Vacated Vital Positions must be refilled within the agreed upon days (of the vacancy) with a person who has the same or higher qualifications and experience.
10. Payment
At the end of each sprint, the Contractor shall invoice for ninety percent (90%) of the payment due. The remaining 10% is not forfeited, but will be held by IDEM until all work across all sprints has been completed to IDEM’s satisfaction. The Contractor may invoice for the total amount held by IDEM upon successful completion of all sprints contemplated by the Contract.
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