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1 Introduction

1.1 Purpose

This document is the tailoring guide for the OSI Deliverable Management Process Template. It provides guidelines for the development of a project Deliverable Management Process, as the project progresses through the Office of Systems Integration (OSI) Acquisition Life Cycle Phases, as described on the OSI Best Practices web site  (BPweb) (http://www.bestpractices.cahwnet.gov).    

In most cases, the Deliverable Management Process will be created during the Planning life cycle phase. The Deliverable Management Process Template and this tailoring guide should be consulted during the initial creation of the process, and should be consulted again at the beginning of each life cycle phase and used in the update of the project’s deliverable management process.  
1.2 Scope  

This tailoring guide describes general instructions for using the guide, instructions for the initial creation of the Deliverable Management Process, and tailoring considerations as the project moves through the life cycle phases. Instructions are provided for completing or updating each of the sections of the project’s Deliverable Management Process (based on the OSI template). 

1.3 Acronyms

	BPweb
	Best Practices for Systems Acquisition web site 

(http://www.bestpractices.cahwnet.gov) 

	DED
	Deliverable Expectation Document

	Deliverable
	A contractually required work product produced by a contractor or consultant and delivered to the state. A deliverable may be a document, hardware, software or other tangible product. 

	DTS
	Deliverable Transmittal Sheet

	FM
	Functional Manager

	M&O
	Maintenance and Operations

	MTS II
	Management Tracking System II (two)

	RFP
	Request for Proposal

	OSI
	Office of Systems Integration

	SM
	State Administrative Manager

	SOW
	Statement of Work

	TOC
	Table of Contents


2 Using This Tailoring Guide

The following items describe general instructions for using the OSI template and tailoring guide. Items referenced in this tailoring guide and other deliverable management references are available from the BPweb, via the Contract Management Function and Topics. 

· This document does not have to be a stand-alone document. The process must be described somewhere, but it may be combined with the Contract Management Plan as an appendix, if desired. 

· If the process is combined with the Contract Management Plan, the document does not need to follow the exact format of the template (e.g., does not need to be paragraph-based). The process may be described in a tabular format, process flow chart or “swim-lane” chart format as long as the first and second level headings are maintained as major process activities. The content of the template (and this tailoring guide) must be covered, though the presentation format (“look and feel’) may be different. 

· If the process is being presented in a paragraph form, DO NOT delete the first and second level headings of the template as part of the tailoring process (e.g., Section 1 – Introduction and Section 1.1 – Purpose must always be present in the Deliverable Management Process).  Identify unneeded sections as “not applicable”.  Heading 3 sections or lower may be deleted or may be combined with other sections as appropriate. 

· If this is your first time using this tailoring guide, start in Section 3 (The Deliverable Management Process Template) of this document. 

· Develop the project’s Deliverable Management Process with emphasis on how the project will implement the OSI methodology.  

3 The Deliverable Management Process Template

The following describes considerations and guidance for completing each specific section of the Deliverable Management Process. Each section’s title refers to the corresponding section of the Deliverable Management Process (e.g., Section 3.1 corresponds to Section 1 – Introduction in the Deliverable Management Process/Template). 

When developing the process, focus on specific actions and responsibilities. Refer to other processes, as appropriate. This process should be referenced in the project’s Vendor Handbook and Contract Management Plan(s). 

Where appropriate discuss required timelines, process metrics and quality metrics. Typical metrics might include number of days to review, number of deliverables accepted on their “first review”, number of rejected deliverables, etc. Quality metrics might include number of comments per deliverable, number of reviews needed to accept a deliverable, number of on-time deliverables, number of late deliverables, etc. These metrics may be discussed here or referenced here and discussed in the Quality Management Plan. 

This process does not discuss the development, review or approval of Deliverable Expectation Documents (DEDs), development or review of project work products, or interfaces to the invoice and performance monitoring processes.

3.1 Section 1 – Introduction

Sections 1.1 and 1.2 are standard and should not need much modification. 

Section 1.3 – References should be updated to indicate the iManage database name and location. If the project is not using iManage, indicate the location of the project’s electronic document repository as well as the project’s hardcopy library. Also indicate which tool is used to track contract deliverables and action items, usually MTS II. If the project is not using MTS II, indicate the tool or file name and where it is located. 

Section 1.4 is standard and should be updated only to include project specific acronyms used in the process.  

3.2 Section 2 – Participants Roles and Responsibilities

Section 2 should be fairly standard. The focus is on the roles for the process, not overall roles for the project. 

Discuss who has the authority to approve or reject deliverables and any required reviewers. Discuss who leads the review and who tracks the review progress. If appropriate, refer to an appendix or separate table which shows the reviewers for different types of deliverables. At a minimum, Quality Management staff should review all prime contractor deliverables.  

The Deliverable Monitor should have at least one backup. Generally this is the Project Librarian, the Contract Manager or one of the Administrative Support staff. Clearly indicate who the backup staff are. In many cases, the Deliverable Monitor and Librarian are the same person. 

Either the Contract Manager or Functional Manager may facilitate the review of the deliverable. During the System Development, Implementation and M&O phases of the project, the Functional Manager often facilitates the review of deliverables due to the additional Contract Manager workload during this phase. 

A state manager must perform the final review and signoff of approval or rejection. 

3.3 Section 3 – Deliverable Management Process Approach

A process flowchart would be helpful to depict the overall flow of the process. 

In the sections below, discuss required time frames and documentation, as appropriate. If there are quality checks or measures for each step, discuss these also. 

Note that the process may vary slightly between prime contract deliverables and non-prime contract (usually consultant) deliverables. Be sure to indicate when and where these differences are. 

It may be helpful to indicate how deliverables are submitted to the project. Either include a discussion in the process or reference the procedure or Vendor Handbook, as appropriate. Indicate the timeframe (number of hours/days) within which a deliverable must be logged. 

The template currently focuses on review of deliverable documents, which constitutes the majority of deliverable items. If the project will be receiving other types of deliverables (e.g., software, hardware, other equipment, etc.), indicate how these items will be verified, reviewed and tracked. 

This process assumes a single review period such that the first submittal should be mostly acceptable. Any draft reviews are assumed to have occurred informally prior to this step. The goal is to make the formal review as straightforward and efficient as possible. If separate formal draft and final reviews are necessary, be aware of the impacts to the schedule that this will cause and the risks associated with (essentially) two formal reviews. Often during the “final” review, additional significant comments will be raised which were not considered during the draft review and which cause significant delays and force a third set of reviews and meetings. 

3.3.1 Section 3.1 – Receive Deliverable 

Indicate the steps required to log and receive a deliverable. The deliverable due date and actual submission date must be tracked for historical purposes. 

Indicate where the Deliverable Transmittal Sheet may be obtained. Indicate if there are different DTS templates for the prime and non-prime deliverables. Indicate where any delivered media is stored. 

The required number of copies to be submitted will have been indicated in the respective contract, along with any other delivery requirements. Refer the reader to the appropriate contract, but do not attempt to duplicate delivery requirements for each contract. 

Indicate what areas of the contract tracking database must be updated as well as the action item and deliverable review tracking areas which must be updated (if different from the contract tracking area).  

Discuss required deadlines for process steps and any metrics or quality measures which are collected or initiated for this process. 

3.3.2 Section 3.2 – Prepare and Route Deliverable 

Discuss the actions required to prepare the deliverable for review. Indicate who gathers the materials and submits the information to the reviewers. Indicate how the deliverable is prepared and routed (e.g., by email, by fax, in paper folders, etc.). Indicate if the review is sequential or simultaneous. Indicate if there are draft and final reviews or only a single review (the template currently provides for a single review). 

Discuss how and where the reviewers are identified and documented. Indicate who determines if sponsor, user or other stakeholders need to participate in reviews and who coordinates their inclusion in the review. 

Discuss required documentation and how the action item is updated with status. Discuss required deadlines for process steps and any metrics or quality measures which are collected.

3.3.3 Section 3.3 – Functional Review of Deliverable 

If appropriate, this section may be split into subsections describing prime and non-prime deliverable reviews. 

Generally, the Contract Manager facilitates the review with the Functional Manager focusing on the technical review and consolidation of comments. The Functional Manager determines which comments are duplicative or not applicable to the deliverable and provides a technical recommendation of whether to accept or reject the deliverable to the Contract Manager. The Contract Manager reviews the document to determine if contractual obligations and DED expectations have been met. 

Discuss the criteria and requirements used to review the deliverable. At a minimum, the review should consider the DED (if applicable), any applicable contract requirements (including requirements from the RFP), and industry standards, as well as adherence to mandated templates or state formats. Where applicable, pre-defined acceptance criteria should be referenced and used in the review. Other general quality requirements may be included such as completeness of discussion, clarity of discussion, and consistency with other already delivered items. 

Discuss how the review is performed (e.g., individually or group walkthrough) and who leads the review (usually the Contract or Functional Manager). Indicate if any of the reviewers are considered mandatory and if comments must be received from all reviewers (or a subset of key reviewers) before the process can proceed.

If outside participants (e.g., sponsor, users, stakeholders) are included in the review, indicate any special coordination or required responses to their comments. Also indicate if they participate in the decision to approve or reject the deliverable. 

Indicate how comments are consolidated and documented. Indicate who makes the recommendation to accept or reject the deliverable, and who participates in the recommendation decision. 

Discuss required documentation, such as approval or rejection letters, and how the action item is updated with status. Discuss required deadlines for process steps and any metrics or quality measures which are collected.

3.3.4 Section 3.4 – Project Manager Review of Deliverable

If appropriate, this section may be split into subsections describing prime and non-prime deliverable reviews. 

Discuss the criteria used in the Project Manager’s review, if different from the functional review. Discuss how the review is performed (e.g., individually or through a meeting with the Contract and Functional Managers and/or Prime Contractor). Indicate if the Project Manager must consider the Sponsor, User or Stakeholder recommendations in conjunction with the Contract and Functional Managers’ recommendation. 

If the Project Manager has additional comments, indicate how the comments are documented and how this affects the decisions to reject or accept. Indicate if a conditional acceptance is allowed (and what conditional acceptance means
) or if the only choices are accept or reject. Discuss what happens if the Project Manager disagrees with the Contract and Functional Managers’ recommendation. 

Generally the Project Manager has the ultimate authority to approve deliverables. This is preferable when possible to limit the amount routing and waiting for other signatures. In some cases, it may be necessary to obtain the sponsor’s signature on key prime contractor deliverables. If this signature is delayed, attempt to obtain an informal or e-mail approval to allow contractor notification and to avoid impacting the schedule. 

Discuss how the contractor/consultant is notified of the deliverable decision and any follow-up or required next steps required of the contractor. 

Discuss required documentation, such as approval or rejection letters, and how the action item is updated with status. Discuss required deadlines for process steps and any metrics or quality measures which are collected. 

3.3.5 Section 3.5 – Closing a Deliverable after Approval

Discuss the actions required to close the deliverable and end the review. Discuss how the action item and contract tracking database are updated both if the deliverable is accepted and if it is rejected. The approval (or rejection date) must be recorded in the contract tracking tool for historical purposes. 

Indicate which materials from the review (e.g., DTS, e-mail regarding comments, comment forms, etc.) are retained in the iManage and project (hardcopy) library. At a minimum a copy of any signed correspondence must be retained. 

E-mail should not be used for formal communication of deliverable rejection, but may be used as an informal early response if followed by formal correspondence. Formal letters of acceptance and rejection are required for prime contractor deliverables. A formal letter of rejection is also required for consultant deliverables.  

Indicate if the permissions on the electronic files are changed or if the files are moved to a secure or restricted area.

Discuss any required distributions or postings regarding the acceptance and availability of the deliverable. It is preferable to make the document available electronically (via the web or iManage) than to distribute paper copies. 

Discuss how process metrics and quality measures are collected, analyzed and who they are forwarded to for trend analysis. Discuss how often metrics are reported and to whom. 

3.3.6 Appendices

The following are suggested appendices that may be included to aid in understanding the process. Refer to the samples at the back of this tailoring guide. 

· Sample Consultant Services Deliverable Transmittal Sheet

· Sample Prime Contractor Deliverable Transmittal Sheet. Often the DTS for the prime contains a large list of reviewers and may require sponsor or federal approval, as well.

· A “Life of a Prime Contractor Deliverable” Flow Chart. If appropriate, a flow chart may help describe the process flow and possible additional reviews associated with prime contractor deliverables. 

· Sample Deliverable Comment Form

· Sample or Blank Letter of Deliverable Acceptance. The letter should indicate the acceptance and specify the deliverables title and, if appropriate, contract or SOW reference number. 

· Sample or Blank Letter of Deliverable Rejection, The letter should indicate the rejection and specify the deliverables title and, if appropriate, contract or SOW reference number. It should identify the required next steps, expected time frames, and reference any other specific comments (e.g., the Deliverable Comment Form may be attached).

· General Deliverable Review Criteria. If desired, a list of general review criteria to assist reviewers. These criteria may include general quality criteria (e.g., is the document clearly written, is it complete, does it follow the defined style guide or template) as well as content criteria (e.g., does the document meet its contractual requirements, does it meet the DED expectations, is it consistent with other previously delivered documents).

4 Tailoring By Life Cycle Phase

4.1 Initiation 

There is no Deliverable Management Process created during this phase because a formal project has not yet been established. 

4.2 Planning

During the Planning phase, the Deliverable Management Process is created to address managing consultant deliverables. Refer to Section 3 of this document for instructions on creating the initial process. 

Since there is no prime contract in place yet, Sections 3.3.1 and 3.4.1 of the template may be omitted or marked as not applicable. 

During the Planning phase, the Contract Manager often facilitates the review of consultant deliverables. 

4.3 Procurement

The primary focus is to address consultant deliverables. The process should be reviewed in this phase, but any updates generally are minor.  

Sections 3.3.1 and 3.4.1 of the template may be omitted or marked as not applicable. However, these sections should be updated at the end of the Procurement phase in preparation for the contractor’s arrival during Development. It may be appropriate to develop these sections and include them as an appendix to the Request for Proposal. 

4.4 System Development

The primary focus is to address the prime contractor deliverables. The process should be reviewed and compared to the terms and conditions of the prime contract and associated Statement of Work, and updated to accommodate review of both consultant and prime contractor deliverables. The process also needs to address how to handle deliverable updates as a result of changes and problem fixes. 

If appropriate, the process may need to discuss review, validation and approval of non-document deliverables such as hardware and other equipment. 

During the System Development phase, the Functional Manager often facilitates the review of deliverables due to the additional Contract Manager workload during this phase. If separate Prime Contract and Consultant Contract Managers exist, either the Functional Manager or Contract Manager may facilitate the review.  

4.5 System Implementation

The process should be reviewed in this phase, but any updates generally are minor. 

During the System Implementation phase, the Functional Manager often facilitates the review of deliverables due to the additional Contract Manager workload during this phase. If separate Prime Contract and Consultant Contract Managers exist, either the Functional Manager or Contract Manager may facilitate the review.

4.6 Maintenance and Operations (M&O)

The primary focus is to manage deliverables associated with the ongoing maintenance and operations of the system including periodic system releases and problem fixes.   

The Deliverable Management Process will need to be updated to reflect the change in participants for the M&O phase. The process must still address both consultant and prime contractor deliverables, and in some cases equipment and non-document deliverables. 

During the M&O phase, the Functional Manager often facilitates the review of deliverables due to the additional Contract Manager workload during this phase. If separate Prime Contract and Consultant Contract Managers exist, either the Functional Manager or Contract Manager may facilitate the review.

4.7 Closeout

The focus is to manage any final deliverables related to project closure and to close all other deliverable records. Deliverable documentation is archived, as appropriate. 

The process should be reviewed in this phase, but any updates generally are minor and usually are related to participants in the process. The Contract Management Plan and/or Configuration Management Plan should address the archiving and storage of all deliverable materials, records and tool data. 

APPENDICES

Appendix A: Sample Deliverable Transmittal Sheets 

Prime Contractor Deliverable Transmittal Sheet
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Appendix B: Sample Prime Contractor Deliverable Process Flow
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requested

FM sets due date

for comments,

reviews deliverable

FM ensures

requested revisions

were made

Is deliverable

acceptable?

FM notifies QA  of

intent to

recommend

acceptance of

deliverable, drafts

letter of acceptance

for Project

Manager's signature

Yes

No

Deliverable logged

into MTS as

received, routed to

FM and copied to

sub reviewers

Letter is proofed by

support staff, delivered to

Project Manager

FM needs to keep

copies of all

pertinent supporting

documentation in

purple folder

QA compiles Task

Report on final version

of all deliverables

(excluding DEDs) for

Project Manager

QA reviews all

deliverables

MTS shows FM, sub

reviewers and if CDSS

approval is needed

FM enters events in

MTS documenting

status of deliverable

FM drafts letter of

non-acceptance for

Project Manager's

signature

Rejected

Letter is proofed by

support staff, delivered

to Project Manager

Letter is signed, copies

made and delivered;

Deficiency process begins

Letter is signed, copies

made and delivered

Purple folder returned to

Librarian for closeout of

deliverable in MTS; filed in

hardcopy library

Project Manager

meets w/FM (and QA,

if needed) to discuss

acceptance

Project Manager meets w/

FM (and QA, if needed) to

discuss non-acceptance


Appendix C: Deliverable Comment Form

Deliverable Review Sheet

<Deliverable Name>

<Version Number>

<Deliverable Date>

<Contractor Company>

	No.
	Page
	TOC #
	Reviewer Name
	Issues/Concerns
	Recommendations
	Response

	1. 
	
	
	
	
	
	

	2.
	
	
	
	
	
	

	3.
	
	
	
	
	
	

	4.
	
	
	
	
	
	

	5.
	
	
	
	
	
	

	6.
	
	
	
	
	
	

	7.
	
	
	
	
	
	

	8.
	
	
	
	
	
	

	
	
	
	
	
	
	


Appendix D: Letter of Deliverable Acceptance

Acceptance Letter

Date

To:

< Contractor >
From:

< Project Manager >
Re: 

Acceptance of Deliverable < #XXX, Deliverable Name >
This letter serves as notification that your deliverable < deliverable name and number > has met our agreed upon expectations and is accepted as of  < acceptance date >.
< Special instructions or next step specific to the deliverable and/or vendor go here if applicable > 

Please retain a copy of this letter for your records.  Any questions can be directed to < Person Name >, < Contract Manager or State Administrative Manager >.
Thank you for your valued contributions to our joint success,

< Project Manager Name >

< Project Name > Project Manager

Appendix E: Letter of Deliverable Rejection

Rejection Letter

Date

To:

< Contractor >
From:

< Project Manager >
Re: 

Rejection of Deliverable < #XXX, Deliverable Name >
This letter serves as notification that your deliverable < deliverable name and number > has not met our agreed upon expectations and is rejected as of  < rejection date >. You have < xx days/weeks/months > to rectify the defects noted below. 

< Specific reasons for rejection go here. Reference the deliverable comment form as appropriate. >

< Special instructions or next step specific to the deliverable and/or vendor go here. Describe the process to resubmit the corrected deliverable.  > 

Please retain a copy of this letter for your records.  Any questions can be directed to < Person Name >, < Contract Manager or State Administrative Manager >.
Thank you for your valued contributions to our joint success,

< Project Manager Name >

< Project Name > Project Manager

Appendix F: General Deliverable Review Criteria

Deliverable Review Instructions

The < xxx >  Project has selected you to review the attached deliverable. The process for reviewing deliverables is simple.  Attached to this folder is the Deliverable Transmittal Sheet which indicates when your review is due to the < next Reviewer / Functional Manager >.
Please review the attached document for the following criteria:

	Criteria
	Description

	Content
	Ensure that the content is appropriate and meets the intent. Verify the document meets the requirements specified in the contract/Statement of Work and Deliverable Expectation Document (DED), if appropriate. If applicable, verify the document conforms to the specified industry and/or government standards.   

	Correctness
	Ensure the deliverable is technically correct, clear, consistent, and testable or verifiable (if appropriate).  Although typographical errors found during the analysis will be identified, the emphasis of the review is technical issues, not editorial issues.

	Completeness
	Ensure the topic is covered in a comprehensive fashion and no sections are incomplete.


Approval:  If you approve the deliverable, please indicate this by signing the Deliverable Transmittal Form.  If there are minor contingencies upon your approval, please indicate this in the comments section above your signature.

Changes Needed:  If you do not approve the contents of the deliverable, please indicate your comments on the Deliverable Comment Form.  

Using the Comment Form, indicate the Page and Table of Contents (TOC) section number of each issue or concern.  If the matter spans multiple pages, please indicate the page on which it starts and include the extent of the problem in the Issues/Concerns column.  If the comment applies to the document as a whole, put “GENERAL” in the Issues/Concerns column.  Include your name in the Reviewer Name column for each comment you make.

After completing the Deliverable Comment Form, please print the document and include it in the Deliverable Folder for the < next reviewer / Functional Manager to view >. The < Project Name > project encourages collaboration between reviewers during the approval process to ensure deliverables are finalized within the project schedule.

If you have any questions regarding the process please contact < Name >, the < Project Name > Deliverable Monitor at xxx-xxxx.

Thank you for your participation in the < Project Name > Project Deliverable Process. 







� Conditional acceptance should only be used for minor corrections. For conditional acceptance, the contractor must make the corrections or provide the additional materials and resubmit the document. In these cases, the deliverable does not necessarily go through a full review again. Sometimes the Functional Manager performs a review of the corrections and a spot check of the remaining document to ensure no other errors were introduced. The deliverable is not considered closed until the corrections are made. Often the contractor has only a limited amount of time to make the corrections or the deliverable may be considered rejection. 
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