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1. Introduction

1.1 Purpose

This document is the Deficiency Management Process for the <Project Name> Project. The purpose of the process is to log and track system problems or issues directly related to the contract terms
 and provisions, such as system performance, availability, and services.  Concerns typically are identified through other processes and forwarded to the Deficiency Management Process once the item has been validated. 

This document will be reviewed at least annually and updated, as needed, as a result of continuous process improvement efforts by the project management team. Lessons learned as a result of continuing deficiency management efforts will be captured at the end of each project phase and used to improve the division-level standards. 
1.2 Scope

This Deficiency Management Process identifies the procedures used to manage contractor deficiencies throughout the project. In addition to documenting the approach to deficiency identification and analysis, the plan covers who is responsible for tracking the deficiency, and how resolutions are documented, implemented and verified. 

This process is meant to clarify the deficiency process described in the contract. In case of conflict, the process described in the contract takes precedence.

1.3 References

1.3.1 Best Practices Website

For guidance on the Office of Systems Integration (OSI) deficiency management methodology refer to the OSI Best Practices website (BPweb) (http://www.bestpractices.cahwnet.gov).  The deficiency management materials are available through the Contract Management area via the “By Function-Phase” link.

1.3.2 Project iManage Repository

Refer to the iManage repository located at < path and/or server > for all project-specific documentation associated with deficiency management. 
1.3.3 Project Deficiency Database

The current list and status of contract deficiencies are kept in a deficiency tracking database located at < path and/or server >. The project uses < MTS II > as their deficiency tracking tool. 

1.4 Glossary and Acronyms

	BPSG
	Best Practices Support Group

	BPweb
	Best Practices for Systems Acquisition web site 

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

	Deficiency 
	A concern or issue with the system or its associated documentation specifically related to the contract terms, particularly in the area of system performance, services and deliverables.  There can be some overlap between Problem Tracking/Management and Deficiency Management.

	Dispute
	A disagreement with a contractor. Disputes may arise from several areas including change control, deficiencies, configuration management, and invoice management.

	Help Desk Ticket
	A question, concern, issue or error involving the use of the automated system or the implementation of the system. Often the help desk is used as the central collection mechanism for issues, problems, questions and change requests. Once the item is categorized into one of these groups, it is forwarded to the appropriate process for resolution. 

	IT
	Information Technology

	MS
	Microsoft

	Problem
	A concern, issue or error in the automated system or its documentation such that the system does not meet its requirements or does not correctly perform all aspects of the requirements. Sometimes referred to as defect, bug or anomaly. 

	OSI
	Office of Systems Integration


2. Participants Roles and Responsibilities

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

2.1 Operations Manager

The Operations Manager is responsible for overseeing the deficiency management process and for periodic reporting on deficiency status and process metrics. The Operations Manager works with the Contract Manager to ensure the terms of the contract are correctly interpreted and followed. 

2.2 Contract Manager

The Contract Manager assists the Operations Manager to ensure the deficiency clauses described in the contract are followed. The Contract Manager also monitors the deficiencies to determine when and if financial penalties such as liquidated damages and payment withholds should be invoked. 

2.3 Customer Services Manager

The Customer Services Manager coordinates communications with the users/local offices to monitor actual impacts to the users and their business as well as providing updates and workaround assistance to the users. 

2.4 Legal Staff

Legal staff may assist with the interpretation of contract clauses and terms in the event there is disagreement or questions about the required service or performance.

2.5 Help Desk Staff

The help desk is responsible for collecting issues, problems, concerns, possible deficiencies and questions from the project staff, users and stakeholders. The help desk performs basic validation and forwards the item to the appropriate process. 

2.6 Participants

Any staff member, contractor staff member, user or stakeholder may generate a deficiency. Typically, deficiencies would be reported to the help desk as a problem, question or deficiency. 

3. Deficiency Management Approach

The deficiency management process consists of five steps.

· Identification 

· Validation 

· Analysis 

· Resolution of Deficiency

· Implementation of Penalties and Closure

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

Figure 1. Deficiency Management Process Flow Chart

< insert chart here >

3.1 Identification 

Deficiency management may begin as soon as the first deliverable is submitted, although it is more commonly associated with system performance problems once the system is in production. Deficiencies may result from deliverables, system performance and availability, and functionality problems with the delivered system. 

Concerns, problems or issues are typically reported directly to the help desk. The help desk staff validates and prioritizes the item. Items may be reported to the help desk by phone, fax or e-mail. Severe performance problems should be reported by phone for the fastest response. For more information on reporting a new problem or deficiency, refer to the help desk process (iManage #xxxx). 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.2 Validation 

The help desk reviews the new items and checks the help desk database to ensure the item does not already exist. For obvious deficiencies such as system outages or severe performance problems that prevent the user from working, the deficiency is escalated to the contractor’s technical manager and project manager for immediate resolution.

If the item is a potential deficiency that is not a severe performance impact, the help desk reviews the item to ensure it is clearly worded such that the desired resolution or concern is clear, and forwards the item to the Operations Manager and contractor for preliminary analysis. 

The Operations Manager reviews the potential deficiencies each morning and discusses the new items at the < daily technical managers meeting >.  The potential deficiencies are discussed and the contractor provides any updates based on the preliminary analysis. The managers decide which items are potential deficiencies and prioritize the items, if appropriate. Non-deficiency items are forwarded to the appropriate other process for resolution (e.g., problem tracking, issue resolution, etc.). 

The contractor presents a synopsis of the impacts of the deficiencies, any known workarounds, and estimated time for correction. The Operations Manager approves the synopsis at the meeting and forwards the synopsis to the Customer Services Manager for distribution to the users. The Operations Manager updates the deficiency management database with the synopsis and any other updates from the meeting. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.3 Analysis 

The Customer Services Manager distributes the synopsis to users/local offices, tracks the actual impacts to the user and their business, and provides the users with periodic status updates, as appropriate. 

The Operations Manager works with the Contract Manager to identify the specific requirements and penalties for the deficiency based on the contract terms. If appropriate, Legal staff assist with the review and interpretation of the appropriate terms and penalties. The Contract Manager and Legal determine if there are penalties such as liquidated damages or payment withholds associated with the deficiency. The Contract Manager and Operations Manager then begin tracking the appropriate data which will be used to assess damages upon resolution of the item (typically the date of deficiency start, date of resolution, and sometimes the user impacts).

Actual penalties are calculated upon resolution of the deficiency and/or interim penalties may be assessed against the contractor’s invoice for the month in which the deficiency occurred (if the deficiency extends over several months).

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.4 Resolution of Deficiency 

The status of the deficiency is reviewed at the < daily technical managers meeting > until the resolution is completed. Upon resolution of the item, the contractor develops an Incident Report summarizing the problem, impacts and resolution. The Incident Report is delivered to the Operations Manager and includes a description of any document updates or other corrections to delivered products which are still pending or need authorization or approval (such as users manuals, help screens, test environment, etc.). 

The Customer Services Manager works with the users to confirm the deficiency has been resolved and to collect the remaining data on impacts to the user’s business. The consolidated list of impacts is forwarded to the Operations Manager and Contract Manager. 

3.5 Implementation of Penalties and Closure

Upon resolution of the deficiency or at the end of the month, the Operations Manager, Contract Manager and Legal, if appropriate, meet to discuss the penalties and the actual impacts collected by the Customer Services Manager. The actual penalties are calculated in accordance with the terms of the contract. If the deficiency extends over several months, interim penalties may be assessed until the item is resolved. The Operations Manager drafts a letter to the contractor indicating the amount and type of penalty to be assessed because of the deficiency. If the contractor disagrees with the deficiency the Dispute Process (iManage < xxxx > ) may be invoked to resolve the disagreement. 

The Operations Manager updates the deficiency management database with the resolution, penalties and date of letter, and closes the item. Any materials related to the deficiency are stored in iManage and referenced in the deficiency management database. 

Any pending items from the Incident Report (e.g., document updates, follow-on problem reports) are forwarded to the appropriate process for resolution (e.g., change control process, issue process, etc.). 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

4. Deficiency Management Tracking Database

4.1 Deficiency Management Tool

The project uses < MTS II  > (version x.xx), < an MS Access-based tool connected to an SQL database > to track contractor deficiencies.  < MTS II > is a tracking database designed to describe, organize, track and report contractor deficiencies, their status, and their resolutions. The application provides standard database functions to add and delete items, as well as maintaining a log of historical events related to a particular item.  

The < Natomas Park IT Staff > are responsible for administration and maintenance of the deficiency management tool and its associated database.   

The < MTS II > User Manual is located on the Best Practices website (http://www.bestpractices.cahwnet.gov).

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

4.2 Reports and Notifications

The following are the primary deficiency reports provided by the tool.

Table 1. Deficiency Management Reports

	Title
	Frequency
	Content
	Usage

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


< Refer to Tailoring Guide for suggestions on entering project-specific information. >

4.3 Deficiency Management Database Customizations

The following are the specific settings and project data customizations. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >







�For this document, the contract terms and provisions include the requirements and processes dictated by the contract, the statement of work, service level agreement, request for proposal and contractor’s proposal. 
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