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1 Introduction

1.1 Purpose

This document is the tailoring guide for the OSI Governance Plan Template. It provides guidelines for the development of a project Governance Plan, 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 Governance Plan will be created during the Planning life cycle phase. The Governance Plan Template and this tailoring guide should be consulted during the initial creation of the plan, and should be consulted again at the beginning of each life cycle phase and used in the update of the project Governance Plan.  
1.2 Scope  

This tailoring guide describes general instructions for using the guide, instructions for the initial creation of the Governance Plan, tailoring considerations as the project moves through the life cycle phases, and typical risks for each life cycle phase. 

This guide uses life cycle phase and project size as a consideration when tailoring the plan. Instructions are provided for completing or updating each of the sections of the project’s Governance Plan (based on the OSI template). 

1.3 Acronyms

	APBJ
	Alternative Procurement Business Justification

	APD
	Advance Planning Document

	ASP
	Acquisition Service Program

	BCC
	Budget Change Concept

	BCP
	Budget Change Proposal

	BPweb
	Best Practices for Systems Acquisition web site 

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

	CHHS
	California Health and Human Services Agency

	DGS
	Department of General Services

	DOF-TOSU
	Department of Finance’s Technology Oversight and Security Unit

	FSR
	Feasibility Study Report

	IA
	Interagency Agreement

	IPOC
	Independent Project Oversight Consultant

	IT
	Information Technology

	ITPP
	IT Procurement Plan

	IV&V
	Independent Verification and Validation 

	M&O
	Maintenance and Operations

	MOU
	Memoranda of Understanding

	MPP
	Master Project Plan

	PIER
	Post Implementation Evaluation Report

	PMO
	Project Management Office

	RFP
	Request for Proposal

	OSI
	Office of Systems Integration 

	SPR
	Special Project Report


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 governance references are available from the BPweb, via the Communication Management Function and Topics. 

· Choose the appropriate tailoring model that fits the current profile for the project. 

	Streamlined Model
	Typical Model

	Between 5-20 state and consultant staff
	If the project office is large (over 20 state and consultant staff)

	System (or service) is somewhat complex and has minimal impact to/from external interfaces
	The system has many complexities and interfaces with external entities

	Stakeholder pool requires a moderate level of regular interaction with the project office
	Stakeholder pool is large, very active in the project, and/or requires regular interaction with the project office

	A prime contractor has not been acquired OR 

A prime contractor is on contract AND requires minimal management oversight
	A prime vendor has been acquired or will start shortly and requires a high level of management oversight

	The project is in the Planning, Procurement, or Closeout phase 
	The project is in the Development, Implementation or Maintenance and Operations (M&O) phase


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

· Develop the project’s Governance Plan with emphasis on how the project will implement the OSI methodology.  Make reference to the methodology presented on the BPweb and do not duplicate it.

· DO NOT delete the first and second level headings of the template as part of the tailoring-out process (e.g., Section 1 – Introduction and Section 1.1 – Purpose must always be present in the Governance Plan).  Identify unneeded sections as “not applicable”.  Heading 3 sections or lower may be deleted or may be combined with other sections as appropriate. 

3 The Governance Plan Template

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

When developing the plan, focus on specific roles and responsibilities; the specific levels of authority, and stakeholders which will be involved in the project. The Governance Plan should build on the high-level roles and responsibilities established in the Interagency Agreement. 

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. 

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

3.2 Section 2 – Participants 

Section 2 should be updated to reflect the actual list of stakeholders and organizations involved in the project. Avoid listing specific names as this will lead to frequent maintenance updates to the plan. 

The focus of this section is on external organization responsibilities, particularly as they relate to level of authority, governance and decision-making. Do not list staff roles and responsibilities, as they should be described in the project’s Staff Management Plan. 

Section 2.1 – Office of Systems Integration (OSI)

Section 2.1 focuses on the participants from the project office’s parent organization.  The key participants typically include the following. 

· Project Office/Project Manager

· OSI Executives

For each applicable organization, summarize their role and responsibilities. Indicate their level of authority and whom they defer to in case of a dispute. Identify the specific decisions they are empowered to make. 

In the case of the Project Manager, specifically indicate what decisions may be made without involvement of the sponsor and which decisions must be made in coordination with the sponsor. 

Section 2.2 – Project Sponsor

The title of Section 2.2 should be updated to reflect the name of the sponsor organization.  Refer to the roles and responsibilities in the Interagency Agreement as a starting point. The key participants typically include the following.

· Program Sponsor

· Sponsor Project Management Office (PMO)

· Sponsor IT Division

· Sponsor Legal Department

· Sponsor Executives

· Independent Verification and Validation (IV&V) and/or Independent Project Oversight Consultant (IPOC)

For each applicable organization, summarize their role and responsibilities. Indicate their level of authority and whom they defer to in case of a dispute. Identify the specific decisions they are empowered to make. 

Section 2.3 – Customers

The title of Section 2.3.1 should be updated to reflect the user/customers’ organization.  If Memoranda of Understanding will be established with the customers, be careful not to duplicate or develop conflicting responsibilities. Clearly indicate the level of authority the users and user advisory groups have with regard to the direction of the project and implementation and prioritization of proposed changes. 

The key customers typically include the following.

· User Organization

· County/Local Offices

· California Welfare Directors Association (CWDA)

· Public Clients

Section 2.4 – Control Agencies

The key control agency participants typically include the following.

· Department of Finance

· Budget Office

· Technology Investment and Review Unit

· Technology Oversight and Security Unit

· Department of General Services

· Procurement Division

· Legal Division

Section 2.5 – Other State Stakeholders

The key control agency participants typically include the following.

· Project Executive Committee

· California Health and Human Services Agency (CHHS)

· California Legislature

· Governor’s Office

· Legislative Analysts Office

Section 2.6 – Federal Stakeholders

Update the title of Section 2.6 to include the name of the federal stakeholder. If there is no federal stakeholder, leave the title as “Federal Stakeholder” and indicate there is no federal stakeholder. 

Section 2.7 – Bidders/Prime Contractor

If the project is in the Procurement phase or has already acquired a prime contractor, discuss the primary contacts and participants from the prime’s organization (typically the Prime’s Project Manager and Executive Management). 

If the project is not yet in the Procurement phase, this item may be marked as not applicable. 

Section 2.8 – Advocates and Advisory Groups

If there are advocacy or advisory groups involved in the project, indicate the title of the group and the nature of their involvement. If they do not exert any authority over the project or influence the project, they do not need to be listed.

If the project does not have any advocacy or advisory groups, this section may be marked as not applicable. 

Section 2.9 – Unions

If there are unions or labor organizations involved in the project, indicate the title of the group and the nature of their involvement. If they do not exert any authority over the project or influence the project, they do not need to be listed.

If the project does not have any unions or labor organizations involved in the project, this section may be marked as not applicable. 

Section 2.10 – Interfacing Organizations

List any other organizations with which the system will interface, including any other data center or service provider.  Discuss whom they report to and what kind of agreement has been established between them and the project (e.g., Memoranda of Understanding, Interagency Agreement, Contract, etc.). 

Additional sections may be added to address other types of stakeholders and external participants, as necessary.

3.3 Section 3 – Project Governance

Discuss which organization participates and makes the final decision/approval for the following topics. If appropriate, discuss key reviewers/participants and indicate when reviews/discussions must be sequential instead of simultaneous (e.g., workgroup must make a recommendation before a final decision by the manager). Indicate if decisions are made by consensus (and which groups participate), voting, or dictatorship. Discuss if staff make recommendations for manager approvals or if staff are empowered to make certain decisions themselves. 

Additional topics may be added, as appropriate to the project.  

For streamlined projects with few stakeholders, a Responsibility Assignment Matrix (RAM) can be used to summarize this section. 

3.3.1 Section 3.1 – Project Approvals

· Who is responsible for creating, approving and submitting IT Procurement Plans (ITPPs), Feasibility Study Reports (FSRs), and Special Project Reports (SPRs)?

· Who is responsible for creating, approving and submitting an Alternative Procurement Business Justification (APBJ), if appropriate?

· Who is responsible for creating, approving and submitting a delegation request, if appropriate?

3.3.2 Section 3.2 – Project Funding

Section 3.2.1 – State Funding

· Who is responsible for creating, approving and submitting Budget Change Concepts (BCCs) and Budget Change Proposals (BCPs)?

· Do companion BCPs need to be coordinated? Who has the primary responsibility?

· Who is responsible for creating, approving and submitting subvention documents, if appropriate?

· Who is responsible for responding to questions from the state control agencies?

· Who is responsible for assisting with budget hearings and in what capacity?

· Who is responsible for coordinating reviews of Budget Bill language and assisting with other legislation?

Section 3.2.2 – Federal Funding

· Who is responsible for creating, approving and submitting Advance Planning Documents (APDs)? 

· Who is responsible for coordinating and responding to federal questions on funding and expenditures?

Section 3.2.3 – County/Local Office Funding
If the project will be reimbursing the county/local offices for some costs related to the project, describe the following. If the project is not providing funding for the counties/local offices, this section may be omitted. If this information is contained in other plans or documents, reference the appropriate document. 
· Who is responsible for establishing Interagency Agreements (IA) or Memoranda of Understanding (MOUs) with the counties/local offices?

· Who is responsible for budgeting for funding for the counties?

· Who is responsible for developing claiming instructions?

· Who is responsible for approving and tracking county claims?

· Who is responsible for authorizing payment of county claims?

· Who is responsible for handling disputes of county claims?

· Who is responsible for reconciling county claims and payments?

· Who is responsible for reviewing, tracking, approving and paying county travel expenditures?

Section 3.2.4 – Expenditure Tracking and Project Expenditures

· Who is responsible for tracking project expenditures?

· Who is responsible for billing the sponsor for project services?

· Who is responsible for approving payment of project invoices?

· Who is responsible for providing project financial information to the IV&V/IPOC?

3.3.3 Section 3.3 – Project Management

Discuss the key types of project management decisions and activities and who participates in what manner. The following items are typical.

· Who is responsible for creating and approving the Project Charter?

· Who is responsible for creating and approving the project management plans (e.g., Master Project Plan (MPP), Communication Plan, Risk Management Plan, etc.)?

· Who is responsible for creating and approving key project strategies (e.g., Implementation strategy, M&O strategy, etc.)?

· Who is responsible for creating, approving and submitting project status reports to the control agencies (e.g., OSI monthly status report, agency status reports, DOF-TOSU IPOC report)?

· Who is participates in the various Go/No-Go decisions? Who makes the final decision?

· Who participates in interim project reviews and milestone reviews? 

· Who participates in the Dispute Resolution Process?

· Who participates in the Escalation Process?

· Who has the primary responsibility for communicating with the users and clients?

· Who has the primary responsibility for communicating with external project stakeholders?

· Who has the primary responsibility for communicating with the public and media?

· Who participates in decisions regarding scope and requirements? 

· Who participates in decisions regarding scope/schedule/cost tradeoffs? Who is empowered to make such decisions?

· Who is empowered to make commitments to the stakeholders and interfacing organization regarding system functionality and schedule deadlines?

· Who participates in the project Change Control Process? Who makes the final decision to approve/disapprove a change? 

· Who makes the final decision regarding the system’s readiness for acceptance testing? For pilot operations? For implementation? 

· Who makes the final decision to accept the system?

· Who is responsible for reviewing proposed and pending legislation for system impacts? Who is responsible for responding to proposed legislation?

3.3.4 Section 3.4 – Contract Management

Discuss the key types of project management decisions and activities and who participates in what manner. The following items are typical.

Section 3.4.1– Consultant Contract Management

· Discuss who is responsible for creating and executing consultant contracts. Discuss the types of consulting contracts that will be pursued.

· Who is responsible for approving the consulting invoices?

· Who is responsible for directing and supervising consultant staff?

· Who is responsible for reviewing, tracking and approving consultant deliverables?

· Who is responsible for resolving disputes with the consultants?

Section 3.4.2 – Prime Contract Management

If the project has completed the procurement for the prime contractor, complete this section. If the project has not completed the prime contractor procurement or does not have a prime contractor, this section may be omitted. 

· Discuss who is responsible for reviewing and approving contract amendments and work authorizations.

· Who is responsible for reviewing and approving the prime contract invoices?

· Who is responsible for directing and supervising prime contractor staff?

· Who is responsible for reviewing, tracking and approving prime contractor deliverables?

· Who is responsible for resolving disputes with the prime?

Section 3.4.3 – Other Contracts

Discuss any other contracts such as with a data center or service provider. 

3.3.5 Section 3.5 – Phase Specific Items 

Update the title of this section to reflect the project’s current phase.  Discuss the key decisions and approvals for the project’s current phase(s). Refer to Section 4 of this tailoring guide for assistance in completing this section. 

3.4 Section 4 – Issue Resolution Process

Discuss the stakeholders’ level of participation and visibility into the project’s issue resolution process. Refer to the Issue and Action Item Process and provide the iManage number.  

3.5  Section 5 – Escalation Process

Discuss the stakeholders’ level of participation and visibility into the project’s escalation process. Refer to the project ‘s Escalation Process and provide the iManage number. Indicate who is responsible for making the final decision for escalated items. 

4 Tailoring By Life Cycle Phase

4.1 Initiation 

There is no Governance Plan created during this phase because a formal project has not yet been established. However, the project may begin discussions with the sponsor and key stakeholders to discuss governance expectations and roles. 

4.2 Planning

During the Planning phase, the Governance Plan is created for the first time. Refer to Section 3 of this document for instructions on creating the initial plan. 

The Governance Plan focuses on how the project will implement the OSI methodology.  

Section 2.7 – Bidders/Prime Contractor

This section may be marked as not applicable. 

Section 2.10 – Interfacing Organizations

This section should be completed based on current information. Other interfaces should be added as they become known, and their level of authority and role should be documented and communicated to affected parties. If appropriate, IAs and/or MOUs may be established with the organization to formalize the roles and responsibilities. 

Section 3.2.3 – County/Local Office Funding

If the project is not participating in county/local office funding, this section may be marked as not applicable. 

Section 3.4.2 – Prime Contract Management

This section may be marked as not applicable.

Section 3.5 - Phase Specific Items 

Update the section to reflect items specific to the Planning phase and project’s needs. Typical items include:

· State staff hiring and interviews

· Funding and procurement of project office equipment and infrastructure items

· Responsibility for project office tools, e-mail and IT needs and administration

· Briefing staff on Conflict of Interest and Confidentiality and responding to issues and questions

· Development of the procurement strategy and coordination of approvals

4.3 Procurement

The primary focus is to address specific roles and decision-making authority surrounding the procurement and contract award. 

The following describes considerations and guidance for updating specific sections of the Governance Plan. 

Section 2 – Participants Roles and Responsibilities

Update this section to reflect any other participants who will be assisting with the procurement and decisions. 

Section 2.7 – Bidders

This section should be updated to indicate whom the bidders may contact and who may respond to bidders questions. 

Section 2.10 – Interfacing Organizations

This section should be completed based on current information. Other interfaces should be added as they become known, and their level of authority and role should be documented and communicated to affected parties. 

Section 3.2.3 – County/Local Office Funding

If the project is not participating in county/local office funding, this section may be marked as not applicable. 

Section 3.4.2 – Prime Contract Management

This section may be marked as not applicable.

Section 3.5 - Phase Specific Items

Update the section to reflect items specific to the Procurement phase and project’s needs. The following items are typical. 

Some of this information may already be discussed in an ITPP, FSR or the MPP. Refer to the appropriate documents, but do not duplicate them. 

· Prime Contract Procurement

· Who participates in requirements development, validation and review?

· Who approves the final set of identified requirements?

· Who participates in the Request for Proposal (RFP) development, validation and review?

· How will RFP reviews be conducted?

· Who approves the final RFP and authorizes its release?

· Who is responsible for reviewing and approving RFP addenda?

· Clarify the levels of authority for DGS vs. the Project Manager related to the procurement.

· Proposal Evaluation

· Who will participate in proposal evaluations?

· Who will make the final selection decision?

· Who will approve the selection?

· Contract Preparation and Approval

· If contract negotiations will occur, indicate who will participate and who will lead the negotiations?

· Who will approve the negotiated contract?

· Who are the signatories of the contract?

· Preparation for Development

· Who is responsible for any additional infrastructure, facilities and tools related to the prime contractor?

Section 4 and 5 – Issue Resolution Process and Escalation Process

Update these sections, if necessary, to reflect the current process as it relates to the Procurement phase. 

4.4 System Development

The primary focus is to address the development of the system, the coordination of implementation efforts and the preparations for M&O.  

The plan must be reviewed and updated to include the prime contractor and the users, counties and/or local offices. 

The following describes considerations and guidance for updating specific sections of the Governance Plan. 

Section 2.1 – Office of Systems Integration 

Update to add any other divisions who may be assisting with the development and implementation. 

Section 2.3 – Customer

Update, as necessary, to reflect additional user inputs or participation such as county fiscal, county IT staff, etc.

Section 2.4.2 – Department of General Services

If there are no other procurements needed, DGS Procurement Division and Legal Division may be omitted. It may be appropriate to add DGS Records Retention to assist with establishing retention schedules for system data and documents. 

Section 2.7 – Prime Contractor

Update this section to indicate the participation of the prime and their company. Indicate if they participate in the Executive Committee, Change Control Board, and any other project workgroups.

Section 2.10 – Interfacing Organizations

This section needs to be completed to indicate the organizations who will be interfacing with the system. Indicate who controls which interfaces and how changes to interfaces are coordinated and approved (e.g., by a change control board or working group, by a particular organization, etc.). 

Section 3.2.3 – County/Local Office Funding

If the project is not participating in county/local office funding, this section may be marked as not applicable. 

Section 3.4.2 – Prime Contract Management

This section should be updated to reflect prime contract management responsibilities.

Section 3.5 - Phase Specific Items

Update the section to reflect items specific to the System Development phase and project’s needs. The following items are typical.
· Who is authorized to direct the prime contractor?

· Who is responsible for participating in prime contractor performance and milestone reviews?

· Who is responsible for tracking, managing and verifying requirements traceability?

· Who is responsible for the management and coordination of the various test phases?

· Who participates in the various phases of testing?

· How will interface tests be conducted?

· Who will provide and certify data to be used in testing?

· Who is responsible for managing and tracking the configuration of the test environment?

· Who is responsible for preparing the users and their environment for implementation?

· Who is responsible for coordinating pilot activities, if appropriate? 

· Who is responsible for the creating/update and operations of the system help desk?

· If a pilot is being conducted, who is responsible for approving the system for pilot implementation? 

· If a pilot is being conducted, who participates in the pilot evaluation? 

· In case of a problem, who makes the decision to remove/shutdown the system and return to legacy operations? Who is responsible for executing the back-out and contingency plans?

· Who makes the decision to accept the system and place it in production?

· Who is responsible for data conversion efforts? Who is responsible for certifying the data conversion is correct and complete (may be different people for different sites)?

· If appropriate, who is responsible for coordinating federal certification for the system?

Section 4 and 5 – Issue Resolution Process and Escalation Process 

Update these sections, if necessary, to reflect the current process and additional participants for the System Development phase. 

4.5 System Implementation

The focus is to address the installation, configuration and success of the system in the production environment.  Most of the roles and responsibilities are the same. Minor changes may be needed to reflect customer and data center involvement in implementation. 

Section 2 – Participants Roles and Responsibilities

Update, as necessary, to reflect the current participants and specific changes to roles and responsibilities. 

Section 3.5 - Phase Specific Items

Update the section to reflect items specific to the System Implementation phase and project’s needs. The following items are typical.

· Who participates in the site readiness check and decision?

· In case of a problem, who makes the decision to remove/shutdown the system and return to legacy operations? Who is responsible for executing the back-out and contingency plans?

· Who is responsible for the development, review and submittal of the Post Implementation Evaluation Report (PIER)?

· If appropriate, who is responsible for coordinating federal certification for the system?

Section 4 and 5 – Issue Resolution Process and Escalation Process 

Update these sections, if necessary, to reflect the current process and additional participants for the System Implementation phase. 

4.6 Maintenance and Operations

The primary focus is to operate and maintain the system now that it is in production. The Governance Plan will need to be updated to reflect the change in participants for the M&O phase. Often the reports and decision-making authority will change.

Section 2 – Participants Roles and Responsibilities

Review and update this section to reflect the change in participants. Typical changes include a change to the customer profile and a greater customer involvement in strategic and prioritization decisions, less frequent interactions with the control agencies, less frequent involvement of the Executive Committee, and, in some cases, the departure or replacement of the prime contractor.  

Section 3.1 – Project Approvals

This section should be updated to “Project Strategic Direction” and should discuss who sets the strategic direction for the project, including new initiatives, technical refresh schedules, and themes for improvement. 

Section 3.2 – Project Funding

This section should be updated to reflect changes in funding sources and approvals now that the system is in M&O.

Section 3.4 – Contract Management

This section should be updated, as appropriate, to reflect any changes in contractors, contract strategies, and new contracts. If appropriate, this section should be expanded to address monitoring of a data center/service provider service level agreement, as well as periodic review and updates of the Interagency Agreements and Memoranda of Understanding with users and interfacing organizations. 

Section 3.5 – Phase Specific Items 

Update the section to reflect items specific to the M&O phase and project’s needs. The following items are typical.

· Who participates in the review and resolution of help desk/trouble tickets?

· Who participates in the change control board? 

· Who prioritizes the approved changes and help desk/trouble ticket fixes?

· Who determines the strategic direction for the project/system?

· Who schedules the system releases?

· In case of a problem, who makes the decision to remove the system release and return to legacy operations? Who is responsible for executing the back-out and contingency plans?

· Who is responsible for approving a system release?

· Who sets the maintenance schedule?

· Who is responsible for requesting funding for technical refresh and maintenance activities?

· Will the project be providing funding to the users/counties/local offices for ongoing maintenance and operations? 

· Who is responsible for developing, reviewing and approving work authorizations?

· Who is responsible for reviewing and approving payment for work authorizations?

· Who is responsible for tracking, managing and validating requirements traceability to system releases?

· Who is responsible for developing, reviewing and approving changes to system reports, forms and screens?

· Who is responsible for reviewing, coordinating and approving interface changes?

· Who is responsible for monitoring and managing the service level agreements?

Section 4 and 5 – Issue Resolution Process and Escalation Process

Update to reflect the current process and participants, as appropriate. 

4.7 Closeout

The focus is to manage the closure of the project, including the shutdown of the system, removal of equipment from the counties/local offices, the archiving and disposition of system data, and the termination of project services. Project records, documentation and tools are archived, as appropriate. 

If the Closeout phase is scheduled to be less than one year, the Governance Plan is not updated. If the Closeout phase is expected to last more than one year, the Plan should be updated to address key roles and responsibilities related to system and project shutdown. 













	
	


1
SIDdocs 3303_2.DOC

