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	REQUEST FOR PROPOSAL: PENSION ADMINISTRATION SOFTWARE SYSTEM
	



[bookmark: _Toc158008876][bookmark: _Toc158104596][bookmark: _Toc158723992][bookmark: _Hlk163515036]Attachment 11 – Implementation Plan and Staffing Questionnaire
Instructions:
1. Provide your detailed proposed project approach for implementation of your Solution, ensuring your plan covers all areas and questions listed below. Please provide your response using the sections provided in the table below.
	Project Management

	1
	Based on the requirements of the RFP:
a. What is the scope of the implementation?
b. What is considered out of scope for you, but still necessary for the project?
c. What are the project assumptions? 

	
	


	2
	Project duration, effort, and phasing: 
a. Please provide a detailed proposed project plan (may be attached as an MS Project schedule) for the implementation as you see it happening. Be sure it addresses:
· How long will the overall project take?
· Are you proposing a single go-live date for all functionality or a phased implementation?
· What are the main project phases?
· How long will each phase take?
· What are the major activities/ tasks in the project?
· What are the hour estimates for each phase?
b. Will there be software releases during the implementation, and will we be required to accommodate those releases during the implementation or is there a period before go-live when these are implemented?

	
	


	3
	Does your project schedule and/or implementation approach account for contingency?  Please explain.

	
	


	4
	Deliverables and milestones:
a. What are the major milestones in the project?
b. What are the project deliverables for each milestone? Please include a detailed enough description to give SamCERA a good expectation of content and include completion criteria.
c. Show all gates and decision points in your plan.

	
	


	5
	Approach and Methodology:
a. Describe the project approach and implementation methodology (i.e. Agile, hybrid, waterfall) and why you believe this is the best approach for SamCERA.
b. Describe any tools, environments you use (e.g. Kanban boards, sandboxes).
c. SamCERA is looking for an iterative implementation approach that allows for SamCERA SME’s to access and/or test elements of the Solution functionality throughout the project.  Given the inter-dependency of overall pension operations, however, we want to ensure that final sign-off is only provided when full Solution functionality is delivered.  Please explain how your approach will support and balance SamCERA’s desire to oversee Solution setup progression and ensure that overall functional requirements are met.  In addition, please reflect this approach in your Solution Cost and SamCERA resourcing responses.
d. Please explain your approach to client resource planning. How do you handle peak operational periods? How do you approach shared project resources?
e. Please explain your approach to task delays within the project.
f. What formal methods and disciplines will be employed to effect high-quality releases of functionality?

	
	


	6
	Change Requests:
a. Describe the change request process during the implementation period. 
b. Do you commonly see change orders or requests during an implementation process?
· If so, what kind of change orders or requests are common during an implementation?
· If so, how are costs handled?
c. What is the process for SamCERA to request increased functionality during the implementation?

	
	


	7
	Risk and Issue Management:
a. Identify the risks you see for this implementation and discuss what SamCERA and the selected Bidder need to do to help mitigate these risks. 
b. Give one example of a successful risk mitigation during one of your prior implementations. What made the project work well?
c. Give one example of an implementation that did not go as planned. What happened? What were the lessons learned?
d. What is your process for incorporating a product upgrade that occurs mid-implementation?

	
	

	8
	Dependencies:
a. Identify the factors both inside and outside of the project that are required to be in place to successfully complete this project.

	
	


	9
	Constraints
a. Identify the factors that put restrictions on the Bidder’s ability to execute this project.

	
	


	10
	Project / Deliverable Quality Management:
a. Describe the process that will be used to ensure that the project delivers the desired outcome at the agreed-upon level of quality.

	
	


	11
	Success Criteria:
a. Describe, as precisely as possible, the criteria that will be used to determine project success. 

	
	


	12
	Completion Criteria:
a. Describe, as precisely as possible, the criteria that will be used to determine that the project work has been finished, independent of whether the project is successful. 
· Please note, the outlined criteria should be Specific, Measurable, Achievable, Relevant, and Time-bound.

	
	




	Project Governance and Staffing

	13
	Project Governance:
SamCERA is expecting the Bidder to assign a team that has significant experience working with the Solution. The team assigned will be required to come to Solution demonstrations and will be interviewed by staff. The Bidder should only present staff that are available to work on the project for an extended period. SamCERA reserves the right to designate certain members of the Bidder’s team as ‘key personnel’ who cannot be removed from the project without a prior SamCERA approval.

Provide a governance model and staffing plan for the project that includes the items below.
a. Outline the project governance model, including the people, meetings, reporting, decision, and escalation frameworks (including definitions).
b. Please note that SamCERA leaders are, and will continue to be, very active in the project. As such, we would expect a similar level of engagement from the Bidder executive assigned to the project. The individual(s) will be expected to maintain this relationship when we transition from project to operational mode.
c. Provide a diagram that illustrates the proposed project organization, including both the Bidder and SamCERA. Ensure that it is clear who is leading the project.

	
	


	14
	Bidder Resources:
Provide a project team matrix for your resources.  Not that at the time we identify the shortlisted Bidders, we may be requesting references for key personnel. In the matrix, include:
a. Name
b. Length of employment with company
c. Location
d. Project role
e. Role description
f. Key activities
g. Time allocation
h. Years of experience in assigned role
i. Years of experience in other relevant roles (role and years)
j. Years of experience in pension administration industry
k. Number of pension administration system implementations involved in
l. Identify the key roles in the project and provide more detail about these roles and the people assigned to them. This should include information on their experience in a similar role on projects like SamCERA’s, as well as their experience working with the proposed Solution.
m. Who are the back-up resources for these key roles?
n. Identify any subcontractors that will be used and their role(s).
o. Describe the process for replacing an assigned resource.

Assignment priority:
Include a statement that for the length of the implementation and warranty period:
a. You warrant that any key personnel identified in your Proposal and accepted by SamCERA will be dedicated to SamCERA’s project as that person’s primary assignment for the duration of such person’s employment with the Bidder and that any change in assigned key personnel is subject to SamCERA’s prior approval in writing.
b. You warrant that the project manager identified in your Proposal and accepted by SamCERA will be fully dedicated to the project.

The key personnel identified in your Proposal will attend the product demonstrations and interviews, should you be one of the shortlisted Bidders.

	
	

	15
	SamCERA Resources:
Provide a project team matrix for the SamCERA resources required for this implementation.  In the matrix include:
a. Role
b. Role description
c. Key activities
d. Pre-requisite skills
e. Time allocation
f. Number needed

	
	


	16
	Other Resource Requirements:
Are there other resources required beyond Bidder and SamCERA resources?

	
	


	17
	Teamwork and Collaboration:
Give us a sense of your team’s approach to work and how you see the partnership with the SamCERA team working. 
a. Provide real examples to demonstrate your key points.
b. What are your approaches to team collaboration and cohesion when working remotely vs. on-site?



	Business Process Reengineer Analysis

	18
	[bookmark: _Hlk160493167]SamCERA has incorporated objectives for business process reengineering as part of its overall technology modernization project with the understanding that the future PASS solution will be a key component of improved process efficiency.  Therefore, SamCERA requires that the successful Bidder participate in reviewing SamCERA’s business processes to ensure that processes make optimal use of the Bidder’s solution and that the solution facilitates process efficiency and automation.  Please explain how you can accommodate this request within your implementation process and ensure that your Solution Cost includes this process.  Include the following information:
a. What is your approach to this process (methodology, process etc.)?
b. How will the effort be structured (sequence, phases)?
c. What roles will be involved in this process from your team?
d. What roles will be involved and time commitment from SamCERA team?
e. What do you anticipate is the duration of this phase?

	
	




	Requirements Gathering and Analysis

	19
	Requirements Confirmation:
a. Requirements analysis is an iterative and time-intensive process that requires substantial involvement by SamCERA staff. Explain in detail the process to be used for reviewing, analyzing, confirming, achieving mutual understanding of all requirements, and sign-off on requirement fulfillment. (Please note, SamCERA requires all requirement fulfillment and design documentation to be in writing for review and sign-off.)
b. Please detail the expected level of SamCERA staff involvement in these tasks.
c. Please explain how the requirements analysis will be influenced and/or impacted by the business process review and improvement process.
d. Please explain the process followed if a change is required in requirements after sign-off.

	
	





	Quality Assurance and Testing

	20
	Please explain your approach and methodology to testing and quality assurance and include the following:
a. An overview of the testing process, all testing required, and resources involved.
a. How are test cases and test scenarios identified?
b. Who is responsible for identifying test cases and scenarios?
b. A description of the testing tools to be used, including any automated test tools, testing matrices, documents, etc.
c. Describe your practice for providing proof of readiness for testing.
d. What certification do you provide for each release?
e. How are the test results documented and delivered to SamCERA?
f. Based on the requirements of the RFP, what formal methods and disciplines will be employed for testing each build (unit, regression, system, QA, performance, stress, etc.)? 
g. How is converted data tested? When does this occur? How will testing of released functionality and converted data be synchronized?
h. When will you test large population batch processes (payroll files, COLA, interest, annual statements, etc.) on the full data set? 
i. What do you consider to be a reasonable defect rate for the delivered builds?
j. How do you manage version control and build releases? How are these documented?
k. Describe SamCERA’s role in testing.

	
	






	
Training and User Documentation 

	21
	Please explain your approach and methodology to training and documentation.  Include the following for SamCERA employees and employers:
a. What types of training are offered? Include a description of your training approach including your assumptions for numbers of SamCERA staff to be trained, train-the-trainer versus direct end-user training, and optional training available. 
b. Describe the training and resources provided for the various categories of users; members, employers and other external end users, administration staff, and technical staff (these categories of users are understood here to mean the commonly applied understanding of such groups).
c. How is training coordinated with incremental deliveries? 
d. Do you offer online and in-person training? What do you recommend? Describe your online and in-person training, and how they differ. 
e. What online training and user documentation will be provided? Describe/provide examples of the online materials. 
f. To what extent is the training and user manual customized to the Solution provided to SamCERA?
g. How do you ensure that training and user documentation is continually updated as the product evolves in the future? 
h. How will technical staff be trained?
i. Is follow-up training recommended post go-live?  If so, at what intervals? 
j. What topics are covered in your training? (reporting/analytics dashboard, tools, member portal, employer portal, and any other system component.)  Are these discreet training or imbedded in a general training?
k. Does your training, at any time, rely on train-the-trainer methodology?
l. What is the best practice number of training hours an individual in each of the various user categories would receive:
· prior to go-live 
· in the first three (3) months post go-live 
· in the first year after live operation
· annually thereafter?  
m. Are all of these best practice hours included in your quality and cost proposal response?
n. Is your training reliant on any resource not directly employed by you?  If so, please describe.

	
	


	22
	Besides the user and training documentation described above, what other types of documentation will be provided during the project?  Examples might include functional and technical specifications, workflow diagrams, etc.

	
	


	23
	Please confirm if employer and/or member training is included in your proposal.  If so, please outline the training approach for these populations.

	
	






	
Go-Live and Transition to On-Going Operations

	24
	Go-Live and Warranty Period:
a. Describe pre-go-live planning activities, go-live support activities, and post go-live activities provided by the Bidder.
b. What are your typical “go-live” criteria?
c. Describe the warranty you provide after “go-live”. What is provided during this period? 

	
	


	25
	Transition and Warranty Period:
a. What is the division of support responsibilities between you and SamCERA in the production environment? 
b. How will you ensure that SamCERA’s IT resources understand how to maintain the system in production?
c. How have you managed this transition successfully in the past?
d. What can SamCERA do to ensure this transition will be successful?

	
	


	26
	Describe your approach to Change Management for this project, particularly as it applies to ensuring SamCERA’s readiness for the transition to using your solution.
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