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Il. Introduction ~

l. This Prospectus:

VI.

VII.

Is intended for an Executive audience, to highlight the vast scope, technical
complexity considerations, cross-county coordination challenges, vendor and
project management methodologies, and key resource requirements from both the
County, Vendor, and the CCAITA JPA Board (herein known as the “Authority”).
Aims to inform the “Authority” and Director of the large-scale size and complexity
of the project, outlining the essential planning and response factors to increase
probability for a successful execution/implementation.

Demonstrates how this project represents a significant IT modernization effort with
far-reaching implications, cross-county interoperability, reduction in operational
costs, increased user experience (public, Assessor Offices) for property tax
administration and regulatory compliance.

Offers a candid risk profile for the Authority’s decision-making, including industry
examples and quantified analysis.

Details the extensive manual report generation, integration efforts, potential data
migration effort, a multi-style (Hybrid) Project Management delivery methodology,
and the simultaneous cohort model for execution of 58 unique and various sized IT
projects.

Provides schedule estimates, engagement risks, and a cost analysis (approach) for
the Proposition-19 IT Modernization Project.

Is not a Project Plan, but an overview of an industry-proven oversight/managerial
approach, detailing the minimum requirements needed (from technical to
administrative), for a successful Project.

. The Board of Commissioners:

Should understand the project's scale, technical complexity, logistical and
coordination challenges, potential costs, resource demands, and planning
requirements for this state-wide initiative.

Should reject sentiments of low-risk, low-complexity, or overly optimistic
assertions of success. This is a significant endeavor, and it is the author’s aim to
highlight the dynamic vectors of risk and challenge with a data-driven objective
solution.

[ll.  Experienced Oversight & Authority Dedicated Resources:

With dedicated Authority resources, this project will have the minimal requisite
skillset and experience to enable the various 58 California Assessors to implement
an integrated property tax administration and cross-county communication
system, with a public-facing portal.

Will ensure compliance with Proposition 19, and the plan to implement a
modernized interoperable state-wide solution.

Provide substantial benefits and increase the user-experience for property and
property/homeowners across California.

Increase County Assessors operational efficiencies and reduce workloads through
automation and cross-county integration.

38.9 million people

U.S. Census data released in December showed California with a
population of 38.9 million people as of July 1, 2023. The Newsom
administration’s estimate is higher, they said, because it includes more

updated data from driver's licenses changes and tax filings.

dfty capradio.org

R

apradio.org > articles

2024/04/30 » calif

California’s population grew in 2023, halting 3 years of decline
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[l1l. Problem Statement ~

l. Complexity:
l. The Proposition 19 State-Wide Inter-County Property Transfer System + Public Portal Projectis a
highly complex, large-scale IT modernization initiative aimed at integrating disparate property tax
systems across all 58 counties in California into a unified, compliant public-facing platform.

[I.  Regulatory Mandates:

l. This project is essential to meet the regulatory demands of Proposition 19.

1. The solution requires significant modifications in current Assessor property tax base client
management systems.

Ill.  The solution directly impacts regulatory compliance and administrative operations for property
transfers, and an immediate need to enhance state-wide and cross-county communication and
operational efficiencies.

IV.  The solution shall simultaneously standardize, streamline, and increase the user-experience
through a modern public facing Assessor Portal.

lll. Notables:

l. Stakeholder Engagement & Compliance: The project involves 58+ Key Stakeholders, including
county tax Assessors, IT departments, state regulatory bodies, land/homeowners, and 3" Party
Vendor(s). FOCAL: This is identified as “Key Risk No. 1”. (Many, many “cooks in the kitchen”.)

1l. Scope, Scale, & Logistics: The project's scope involves the development, integration, testing,
training, and deployment of a system that will synchronize multiple legacy systems, each with
unique functionalities and configurations, across counties of varying sizes and technological
maturity. The system must handle substantial data volumes, ensure real-time updates, and provide
accurate tax base transfer information, house critical forms and documents, impacting hundreds of
thousands of property tax transactions annually. FOCAL: This is identified as “Key Risk No. 2”.

lll. Risk Management: Given the project's complexity, there are high risks related to data
integrity/migration, dynamic system downtime, and uncertain stakeholder buy-in. These risks are
mitigated through early and hyper-communication from the Authority, rigorous planning, extensive
testing, and phased/programmatic deployment to support a smooth transition.

IV. Technical Complexity: The system will integrate with more than 58 distinct county systems, each
with different data structures, operational processes, and technological infrastructures. This
integration requires advanced solutions for report generation, data migration, real-time
synchronization, and interoperability across multiple platforms. The challenge is compounded by
the need to maintain system integrity, security, and compliance with state and local regulations
throughout the process.

V. Resource Requirements: A project of this magnitude requires extensive resources: Vendor,
Authority, and County. The Vendor will mobilize a large, multi-disciplinary team to handle hundreds
of county-specific forms, simultaneous multi-county: system design, development, testing,
training, deployment, and support. The Authority will provide dedicated IT Specialists, and the
Counties will provide support and volunteer staffing (where available, contingency planning).

VI. Business & Operational Impact: Training, training, training: Significant time required. Smaller
counties, which often lack robust IT infrastructures and skilled personnel, may face significant
challenges in adapting to the new system and unable to fund their integration. Conversely, larger
counties with more complex regulatory and financial structures may have ample funding but
require extensive coordination and approval processes, potentially slowing down implementation.

< $330,000,000.00 >

N N 'l ol e N N

Oregon Health Insurance Exchange Failure:
Blame Runs Deep

Postmortem report confirms diagnosis of weak project oversight, unrealistic goals,
and poor performance by Oracle.

b David F Carr, Editor, InformationWeek Government/Healthcare
' March 21, 2014

First Data's summary of that meeting does include a defense of Oracle's
role in the project, which Screven said suffered from:

The lack of well defined, stable requirements

The lack of discipline in the change-control process (too many
undocumented, ad hoc changes)

The absence of a system integrator, which Oracle said was
unprecedented for a project this complex

The lack of timely test cases, some of which were not provided until mid-
October 2013, according to Oracle

First Data reported a common theme in interviews with project staff "was
that both Rocky King and Carolyn Lawson were perceived as supremely
confident. The interviews also confirmed that the overly optimistic
schedule/scope projections were based on continued trust in Oracle and
the HIX-IT leadership (Rocky King, Carolyn Lawson, and Bruce Goldberg),
despite repeatedly missed deadlines." Only very late in the process, in
August and September, did any of these leaders acknowledge that the
initial
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IV. Executive Summary ~

I-

V.

The Approach:

This prospectus outlines a sober and detailed approach toward the development of a State-
Wide Inter-County Assessor System that complies with the CCAIT JPA Proposition-19 Charter.
The awarded Vendor shall be the Project Management Team of Record (contractual ownership
of successful delivery), and will manage all engineering, development, and project
management activities (Controls, Deliverables, Schedule, Plan), with the contractual obligation
(by objective requirements) to deliver a working state-wide cross-county interoperable solution
to the satisfaction of the Authority.

The Authority will have final approval of the Solution Design, Solution Options, Management
Team, Scope, Schedule, Budget, and Vendor Project Management methodologies.

The Authority shall provide skilled professional IT Program/Project Management support for
coordination and integration across all 58 counties.

Background:

Proposition 19 mandates changes in property tax rules, requiring a modern system for property
tax base transfers with a public-facing portal. The Vendor will engineer, co-design, develop,
test, train, deploy, and manage the new system.

The Authority will facilitate collaboration with The Vendor across all phases of the Project,
coordinating the activities of all 58 County Stakeholders.

The RFP and Contract Language are critical Risk Vectors, and the Greatest Moment for
increasing the Value Proposition and potential for success.

The CCAIT JPA Board significantly influences success probability with ample opportunity for
planning, and clearly defined and objective Requirements.

Key Objectives (100K’ Level, Primary Objectives):

Vendor to develop the Inter-County Property Transfer System and Public Portal.

Vendor to create a State-Compliant, cross-county integrated data system.

The Authority to coordinate communication, system design and integration activities, formalize
current-state diagrams, document unique requirements, and gain engagement decisions for all
58 counties.

The Authority to provide the management team to control, inform, and provide expertise in
large-scale IT Deployments, and Vendor Management.

Major Deliverables (Primary “Core” Deliverables, not an exhaustive list):

.
V.

V.

Proposition 19 Compliant Inter-County Property Transfer System + Public Portal.

County Specific Integration of all required Forms (FOCAL: This is identified as “Key Risk No. 3”.)
Training plan, schedule, and training materials.

Testing plan, schedule, and testing scripts.

Current-state diagrams, Requirements (pLanguage or equiv.), Gap-Analysis (Workflow,
Technology, Staffing, Infrastructure, Software, Current-System Contractual Obligations &
Restrictions, Funding), and Cross-County Cohort-Model Integration & Release/Deployment
plans.
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“The Key” ~

(Overview of the Enterprise Project Plan)

=  The above graphic provides a comprehensive
overview of the Enterprise IT Modernization Project
Plan.

= |toutlines the key Phases of the Project, from
Enterprise Ideation to Post-Implementation Review,
detailing the Critical Activities and Milestones for
each phase.

=  This visual guide serves as a Roadmap (The Key) for
understanding the project’s structure, what’s
happening and when, simultaneously ensuring all
stakeholders are aligned and informed.

=  Adetailed breakout of The Key is provided herein.
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V. Principled Best Practices ~

This prospectus integrates ITIL® and PMI PMP® best practices as foundational principles to ensure a
comprehensive and structured approach to enterprise project management.

* ITIL® Best Practices
* ITIL® provides a framework for IT Service Management (ITSM) that emphasizes aligning IT services
with the needs of the business. Key processes such as service delivery, support, and continuous
improvement are structured to ensure optimal IT operations and value delivery. ITIL’s focus on
standardization, service lifecycle management, and best practices for incident, problem, and
change management provides a robust foundation for developing reliable and efficient IT systems.
o Value: ITIL® enhances operational efficiency and service quality, promotes standardized
processes, and supports continuous improvement.
. Source: AXELOS ITIL® Foundation

* PMIPMP® Best Practices
* PMIPMP ® best practices focus on the methodology of project management, encompassing
initiation, planning, executing, monitoring, and closing of projects. PMI's framework emphasizes
areas such as scope, time, cost, quality, and risk management, and provides a structured approach
for managing and delivering projects successfully. It ensures that projects are aligned with
business objectives, managed efficiently, and delivered within scope, time, and budget constraints.
o Value: PMI PMP® provides a structured approach for managing complex projects,
enhances project alignment with business goals, and ensures effective stakeholder
management and resource utilization.
. Source: Project Management Institute - PMP Certification

* Combined Industry Value
* Combining ITIL® and PMI PMP® best practices in an enterprise project provides a synergistic
approach where ITIL's service management excellence complements PMI PMP's project
management rigor. This integration ensures that IT services are not only managed and delivered
effectively but also aligned with strategic project goals and operational excellence. The holistic
approach fosters a seamless transition from project execution to operational service management,
enhancing overall project success, operational efficiency, and stakeholder satisfaction.

o Industry Value: The combined application of ITIL® and PMI PMP® best practices ensures
comprehensive project and service management, leading to improved project outcomes,
efficient resource utilization, and sustained operational excellence.

. Source: Combining ITIL® and PMP® for Better IT Project Management

* References
o AXELQOS. (n.d.). ITIL® Foundation. Retrieved from https://www.axelos.com/certifications/itil-
service-management
o Project Management Institute. (n.d.). PMP® Certification. Retrieved from
https://www.pmi.org/certifications/project-management-pmp
o AXELOS. (2021, September 6). Combining PMP and ITIL for Better IT Project Management.
Retrieved from https://www.axelos.com/resource-hub/blog/combining-pmp-and-itil
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VAST ENDLESS SEA.
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6. Assumptions

N
- . . . Detailed Example
1. Preliminary Project Scope Overview (Executive Level)* ( ple)
1. Objectives & Goals
1. Vendor: Deyelop anq man.age all technical‘ resources and asp‘)e'cts including in ﬁ;ﬂ“g
system deS|g‘n, configuration, documentation, testing and training of County THE "CONE OF UNCERTAINTY" REFERS TO THE EVOLVING ACCURACY OF
Assessor Office and Staff. ' - N PROJECT ESTIMATES AS MORE INFORMATION BECOMES AVAILABLE OVER TIME,
2. Authority: Coordinate engagements and build relationships to facilitate
success; gather county-level preliminary requirements, current state T NITRAL
analysis and documentation, hard commitments for support, and BACKLOG THE MORE WE KNOW, THE DREAM
collaborate on every Project related task with County Assessor — THE MORE ACCURATE WE BECOME
Stakeholders. — —
rewry REFINEMENT * WORK
. 35 i
2. Expected Outcomes & Benefits i
1. Vendor: Efficient system development and deployment. WERN You START. YOU WANT TO BE
. ; . ) . INCREASE YOUR +f- 4078 HERE ON THAT
2. Authority: Enhanced county collaboration and integration, standardized ESTIMATE BY > 40% \ CURVED LINE Z6NE OF HIGH
state-side Assessor System, increased public user experience and sy CONFIDENCE IN
efficiencies through a public portal automated system. z ITERATION 1 %CF#? ESTIMATES
(W) E 5 ITERATION 2 nry
. I
3. Impacted Departments & Functions . T g e fFC‘EE.qu;
I
1. Vendor: To engage with County IT departments and Assessors for the — sd
duration of their specific solution/integration. - A TERATIGN N pone
2. Authority: To manage the Vendor-to-County communication, tasks, E .
deliverables, scope, schedule, risks/issues, decisions, and coordination. 1.. A Y x of- ¥
—_— ESTIMAATE Color ZONE =
. o OVERCONFIDENCE CAN WE CONVERT
4. Interdependencies — “ﬂﬁmm"ﬂ
1. Vendor: Dependent on accurate planning documentation, requirements, R
and current-state diagrams and timely engagement from each county. YES! HERE! BUT (T WON'T HAPPEN.
2. Authority: Dependent on Vendor’s system development timelines and AR ; -
delivery capacity in training, forms, and product. / WHY?
. . ASSUMING THE STAKEHOLDER HAS COMPLETE
5. Major Components & Phases (The Cone of Uncertainty) KNOWLEDGE MAKES THE PROJECT LINEAR WITH
1. Vendor: Planning, development, testing, training, form/report generation, A FIXED SCOPE. PM AVOIDS DEVIATIONS IN A->B
deployment, documentation, and sustainability. == BUT
i : T : : C
2. Authority: Requirement gathering, integration planning, stakeholder :‘TFIIEE PR'DJEC; 5 PLE 2
S . o . . . RATIONS EMARBL VERY, PIVOTING TO FIND
coo.rd‘lnatlon (requwemen.t finalization, gap analysis, testing, training, = SR _ ERATION N OPPORTUNITIES, AND DELIVERING BETTER VALUE IN A->c
decision making, and project management processes).
EVERY TIME YOU PIVOT, UNCERTAINTY =
INCREASES DRASTICALLY DUE To™ ) T
FORECASTING EY CONVERTING
® CHANGING PRIORITIES
1. Vendor: Leads all technical and project management governance related to ® UNEXPECTED 155UES ~ ‘-;TBC'E“"':_““'“LS TR U a
; o * ENTERNAL DEPEMDENCIES ENT WORK.
the dev.elopmerjt, testing, ‘tralr.nng,' deployment, and support of‘the systfam. ey ——
2. Authority: Provides coordination, integration support, and provides project
management governance related to the coordination the Vendor needs from IRONICALLY, WHEN A TEAM IS UNDER PRESSURE, THEY TEND TO REVERT N
. ) FROM STORY POINTS TO HOURS. THEY INVESTIGATE BY COMPLETING THE <
the 58 County Assessors Offices and Staff. Approval governance with [_WAHNIH@J WORK IN ORDER TO GIVE AN ACCURATE ESTIMATE FOR THE SAME WORK. E
iterative stage gates and Enterprise project status reports. —— BEST PRACTICES BECOME OBSOLETE. =
(= PR o
* See Appendix for the “Expanded Project Scope Overview (Initiation/Planning Level)” https://www.linkedin.com/posts/ephou_agile-scrum-estimation-activity-7155140798278221824-AszP/ é
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2. Project Timeline (Aggressively Realistic)

1. Comprehensive Timeline (24-36 months)

1.

NooRrwDd

Enterprise Ideation: Q3 - Q4 2024

Initiation: Q1 2025

Planning: Q2 - Q3 2025

Executing & Development (lterative): Q3/Q4 2025 - Q3 2026
Training & Testing: Q4 2025 - Q4 2026

Deployment: Q4 2025 - Q4 2026

Post-Implementation Review: Q3 - Q4 2026

2. Phases & Milestones

1.

2.
3.
4.

Requirements Gathering (Authority): End of Q1 2025
Development (Vendor): End of Q4 2026

Testing & Training (Vendor): End of Q4 2026
Deployment (Vendor): End of Q3 2026

3. Gantt Chart

1.

Afinalized detailed Gantt chart will be co-developed by the
Vendor + Authority + County collaboration, during the first three
micro-Phases (Enterprise Ideation, Administrative Initiation, &
Project-Initiate) using Industry standard Project Management
Software/Applications.

4. Dependencies

1.

2.

Vendor: On-time delivery of current state diagrams,
requirements, and solution selection by each County.

Authority : Accurate and timely feedback from counties,
dedicated county resources for Single Points of Contact (SPOC).

5. Critical Path

1.

2.

Completion of current state diagrams & Requirements
(Authority).

Solution Defined by County, Development, Testing, Training, Data
Migration, and Form Generation for integration (Vendor).

6. Potential Bottlenecks & Mitigation

1.
2.

Vendor: Delays in receiving accurate requirements.
Authority : Coordination challenges among counties.

COHORT 1
Modoc

San Joaquin

Sacramento
Los Angeles
Riverside

COHORT 2
TBD.

COHORT 3
TBD
15 Counties

COHORT 4

TBD
15 Counties

COHORT 5

15 Counties

Project Closure |

Post-Implementation Support [

Full Rollout |

Training and Support

Pilot Implementation |

Testing

Project Phases

System Development|

Solution Design

Detailed Project Plan|

Requirement Gathering [

Project Kickoffr =

Project Timeline - Gantt Chart

Em Cohort 1

mmm Cohort 2 = - = B |
EEm Cohort 3

o == = om o=

= [ = = =
= = = = =
= = = = B
= = = = =
= = = = =
= =] = = =
= = = =
= = = = =
= =
é lb 1I5 2!0 2I5 3I0 35

Months

Post-Implementation Review

High-Complexity Deployment (Track 3)

High-Complexity Testing (Track 3)

High-Complexity Development (Track 3)

Medium-Complexity Deployment (Track 2) A

Medium-Complexity Testing (Track 2) 4

Tasks

Medium-Complexity Development (Track 2) 4

Low-Complexity Deployment (Track 1) 4

Low-Complexity Testing (Track 1)

Low-Complexity Development (Track 1) 4

Planning - System Design -

Planning - Requirements Gathering

Gantt Chart for Prop-19 IT Modernization Project

EEm Vendor Tasks
Bl CCAITA Tasks
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2. Project Timeline (Continued...)

1. Comprehensive Timeline (24-36 months)

1. Enterprise Ideation: Q3 -Q4 2024
Initiation: Q1 2025

Planning: Q2 -Q3 2025

Executing & Development (Iterative): Q4 2025 - Q3 2026
Training & Testing: Q4 2025 - Q3 2026

Deployment: Q4 2025 - Q3 2026

Post-Implementation Review: Q3 - Q4 2026

NoOohkod

COHORT 1

Modoc
San Joaquin
Sacramento
Los Angeles

Riverside

COHORTZ
TBD

I.Iﬂﬁ -
COHORT 3

TBD
15 Counties

COHORT 4

TBD
|15 Counties
S

COHORT 5

TBD
|| 15 Counties

BIpris. Administrative Iteration Rteration A,__A,J
0 Initiation Planning Development Mrupocﬁv- “Go-Live™
CONTROLLING = Scope Management (Backlog) * Risk s
(Vendor) . felocity * Issues . Reporti

2004 2028 20
A [ Ao | wp [ ocT | wov | o6c | AN | rus | AR | asm | MAY | A | AR | AUO | sep | OCT | WOV | DEC | MAN | FEB | MAR | APR | MAY | AN | AR | Ao | sp | ocT | mov | oec

Activities

Incremental Delivery Cycle
* Propect o Foa .  Post Go-Lve
® Opt-in ClswMication * - Leved Project Kk Iterative Development Cycle Warraey
* Opt-in Timing e © Comtract Award ® Key Control Story * Change Contrel * Lessons Leamed
» Preaminary County * Mg Levet Training o Finst Project Chaner D""'-Uﬂ * UserStory Tasks ® Oally Ssnd-wps * UsasShory * Update Repository csar
Raqueements Pun / vision * Mallaed * Completed User T ® imgerment ® Project Pertormance
* Pretiminary Gap & * Hgh-Level Project * Low-Level Progect . D-lr-l)u-s:wn Priontizaton: User $ones and Lasky © Lessons Learned Sohution P
Cufrent-State Charter A S.O.W. Plan * Estimate Story Sories * Clnfied User Stanes.  Velocity Tracking * Lessons Learmed » Project Acceptance
Oningram * 30 Leved Business Final & Approved: Ponty * Acceprance * Cuntomer Vabdated * Reraton Summary InCorpoe ated » Project Traciing/
P o Susiness . ruo-wcau.xuot Criteria User Stories Report  Entergrse Progect Reposhory Closeout
D«mmrunm o High-Level Process 'W(“Nﬂ » Risk Tracking Ragont
® Prevminacy Progect Flow * Cost Estimates - . WHC-“‘
Charter & S.OW. * Migh-Level Cost * Cobert Schedule -Mbmhm !HMMM - Re
* High-Leved Project Estimates * Scope of Work
Puan * Mgh-Leved Project * Project Mgt Pan
*HgpLewiTraming | Scheoue - sl  — '
Pan * REP Compietion
* RFP Generation
CONTROLLING * Co. Relationship Management * End-User Training Plan * End-User Rollout Plan * Post-Production Support Plan
(Cohort Mgmt.) = Vendor Coordination = torative QA & Tosting Plan - Change L oy
Major Reviews & Doliverables
CohortPlan & Project Projoct RFP/ Tosting & Training Financial QA Check Financial QA Check Points Production Financial Lessons ‘Operational
Commitments Plan Charter SOow. Stategy & Schedule  Report @1 Point 81 Report #2 2483 Readness Report#3  Learned Hang-Off(s)

Authority: Stage Gate Reviews

ENTERPRISE & Project Pwpcl Prohr.l
COMORT o Pertormance
Readiness Review Review #1 Mow Lr3 M'w 3

— B ——

N

“The Key” provides an overview of the various minimum Phases and
Milestones and by “when” during the Enterprise Project.

The Key does not provide the County Specific and/or finalized details
that will come during the various County-progressions through the
Waterfall (Enterprise Ideation - Planning) Phases and the lterative
approach (Executing = Closing Phases).

_ _/

v
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ENTERPRISE IDEATION

ERterpr Administrative

ideatic

Initiation

2024

JUL AUG SEP OCT NOV DEC

e —

= ProjectIntroduction * Final Commitments
= Opt-In Classification = Mid-Level Project
* Opt-In Timing Plan
* Preliminary County = Mid-Level Training
Requirements Plan
* Preliminary Gap & = High-Level Project
Current-State Charter &S.0.W.
Diagram = Mid-Level Business
* Commitments & Requirements
Demand Planning = High-Level Process
* Preliminary Project Flow
Charter&S.0.W. ® High-Level Cost
* High-Level Project Estimates
Plan ® High-Level Project
* High-Level Training Schedule
Plan = RFP Completion

= RFP Generation

CONTROLLING = Co. Reg
(Cohort Mgmt.) = VVendqg

Major Reviews & Deliverables

Cohort Plan & Project Project
Commitments Plan Charter

.
|
.

Authority: Stage Gate Reviews

ENTERPRISE &
COHORT
Readiness Review
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2. Project Timeline (Cont...)

1. Comprehensive Timeline (24-36 months)
1. Enterprise Ideation: Q3 -Q4 2024

NoOokoN

COHORT 1

Modoc
San Joaquin
Sacramento
Los Angeles

Riverside

COHORT 2
TBD

COHORT 3

TBD
15 Counties

COHORT 4

TBD
15 Counties
——

COHORT 5

TBD
15 Counties

Initiation: Q1 2025
Planning: Q2 -Q3 2025

Executing & Development (Iterative): Q4 2025 - Q3 2026
Training & Testing: Q4 2025 - Q3 2026

Deployment: Q4 2025 - Q3 2026

Post-Implementation Review: Q3 - Q4 2026

J 3¢ fORATION EXROUTY SLeeo
BIpris Administrative Release Rteration Iteration W Iteration W Reloase
o Initiation Planning Planning Development m 'b";-bu‘

CONTROLLING = Scope Management (Backlog) -
(Vendor) * Schedule / Velocity Management quu - [
20

2004
A | auo | s» | ocT | mov | o6c | JAN | Fen | MAR | APR | MAY | AN | AR | AUG | SEP | OCT | NOW | DEC | MAN | FEB | MAR | APR | MAY | AN | AR | Ave | mP | ocT | wov | oec

Activities

Incremental Delivery Cycle
* Projectintroduction | ¢ Finsl Commitments ¢ Eeterprise Project  Post Go-Uve
®* Opt-in Clssification | ® Mid-Leved Project Ken-0m Sstve Development Cyole Warsasty
* Key Controt Story * Change Contret
* User Story Tasks

* Opt-in Timing Pun * Comtract Award P
® Preumesey Cousty * Mg Leved Traiming * Final Project Chaner * Oefine Team * Daily Stand-ups. * Usar Story * Update Repotitary » CSAT
Requrements P rvaion Morws © Rafined * Compreted User T * imptermant * Prosect Pertormance
* Pretminary Gap & * High-Level Project * Low-Level Project * Define User Stores. Priontzaton: User Srones and Lasky * Lessons Loamed Sokution e
Cutrent-State Charter 8 S.0.W. Plan * Estimate Story Sories * Curified User Stones * Velocity Tracking * Lesscns Leamed » Project Acceptance
Ousgram » Mg Loved Business Finst & Approved: Points * Acceptance * Cuntomer Vabdated ® Iterateon Summary Incorporated * Project Traciong/
* Commameets & Reqarements o Business * Priontized Backiog Critenia User Stores Report * Enterprise Project o .
Demard Plnnng © Mgh Level Process Roqu remerts o Length & rumbes * Task Estimates ® Risi Tracking Rapont
* Pretminary Proect Flow o Cost Estimates of mesatony * Velocity [stimate e
Charter 4S.O.W. © Mgh-Level Cost o Cobort Schedule o Retease Plan * Reration Pan » Ae-seviow
» Hagh-Lived Project Estimates e ane aiak
i A o Project Mgt Plan
L ) * Prfect A s '
Pan . RFP tion
* RFP Generation

CONTROLLING * Co. Relationship Management * End-User Training Plan * End-User Rollout Plan * Post-Production Support Plan
(Cohort Mgmt.) = Vendor Coordination = torative QA & Tosting Plan - Change L oy
Major Reviews & Doliverables

Cohort Plan & Project Projoct RFP/ Testing & Training Financial QA Check Financial QA Check Points Production Financial Lessons Oporational

Commitments Plan Charter SOW. Strategy & Schedule  Report#1 Point 81 Regport #2 a0 Reodness Roport#3  Learned Hang-Off(s)

Authority: Stage Gate Reviews

ENTERPRISE & Plan Project Project Project Project
COHORT Review Performance Performance Performance Close
Readiness Review Review #1 Review #2 Roview #3 Review

. e )

“The Key” provides an overview of the various minimum Phases and
Milestones and by “when” during the Enterprise Project.

The Key does not provide the County Specific and/or finalized details
that will come during the various County-progressions through the
Waterfall (Enterprise Ideation - Planning) Phases and the lterative
approach (Executing = Closing Phases).

_ _/
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INITIATING

CONTROLLING
(Vendor)

JAN FEB MAR AP

= Enterprise Project
Kick-Off

= Contract Award

® Final Project Charter
/Vision

= Low-Level Project
Plan

Final &Approved:

= Business
Requirements

= CostEstimates
= Cohort Schedule
= Scope of Work

* Project Mgt. Plan
= Project SLA(s)

slationship Managemen
r Coordination

RFP/ Testin
S.O.W. Strateg

Vendor Plan
Review
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2. Project Timeline (Cont...)

Release Iteration
1. Comprehensive Timeline (24-36 months) Planning Planning
1. Enterprise Ideation: Q3 -Q4 2024
2. Initiation: Q1 2025 = Scope Management (Backlog)
3. Planning: Q2-Q3 2025 > = Schedule / Velocity Management
4. Executing & Development (lterative): Q4 2025 - Q3 2026
5. Training & Testing: Q4 2025 - Q3 2026 2025
6. Deployment: Q4 2025 -Q3 2026 \FR MAY JUN JUL AUG SEP OCT
7. Post-Implementation Review: Q3 - Q4 2026

BIpris Administrative Release Rteration Iteration W Iteration W Reloase
Modoc > Initiation Planning Planning Development Mrulpocb\n -;;,.b,,w

San Joaquin ey 7 » Key Control Story i
{Vendor) = Schedule / Vielocity Management luuu = R -
Sacramento - = = » Define Team = User Story Tasks
Los Angeles A | auo | s» | ocT | mov | o6c | JAN | Fen | MAR | APR | MAY | AN | AR | AUG | SEP | OCT | NOW | DEC | MAN | FEB | MAR | APR | MAY | AN | AR | Ave | mP | ocT | wov | oec N ’Rf d
Riverside 2 e m,e_ .
» Define User Stories Prioritization: User
® Propect Introded ton ¢ fnal Commitments ® [rterprise Project e s i i o ® Post Go-Live H Stories
COHORT 2 i || Miidicaii oy o _— P rative Development Cycle e Warranty = Estimate Story
DT || I, | iy s [ o B syt | commten g s | . e Points * Acceptance
Roquiresments 5 :" i . ::f:dh . . :;:Wy,., B ::::nw User : Huwia:t':s . mwn\'u'::m i Solution ; mﬂam. s et Criteria
| 8Counties I Rlumeriindllllli~onrrsslli-watall [y s " aticrteetinie | AN L | St | & e Prioritized Backlog
— am . 3 Ponts Coptance * Cuntomer Vabdated ® Iteration Summary Incorporated - 2 Tracking/ i
Commmetss | heasremens . vounen [ - roseavocen [J]| orem ererrie m - e Pl g/ Length &number = Task Estimates
Domand Panning * High-Level Process Requrements  Length & numbes " e * Risk Trac 2 :
coHorTs Wl = e Rl e e of Iterations - Rl i
. vl v Estimates - -
TBD e | Sl e e | Release Plan * Iteration Plan
15 Counties | i | CrWhawA —————— J
* RFP Ganeration ‘
COHORT 4 i
TBD CONTROLLING * Co. Relationship Management * End-User Training Plan * End-User Rollout Plan * Post-Production Suppor Plan 1
TR (Cohort Mgmt.) * Vendor Coordination » Itorative QA & Tosting Plan . Change * Loarnin ! | ] [
— Major Reviews & Doliverables
Cohort Plan & Project Projoct RFP/ Tosting & Training Financial QA Check Financial QA Check Points Production Financial Lessons Oporational
COHORT 5 Commitments Plan Charter SOow. Strategy & Schedule Report 81 Point 81 Regort #2 2an Readness Report &3 Learned Hand-Off(s)
Authority: Stage Gate Reviews
T BD ENTERPRISE & Vendor Plan Project Project Project Project
Performance Performance Performance C
15 Counties O cicrp Raviow 0 Review #1 0 Roview o2 Review #3 arad

nt = End-User Training Plan
——— — ﬂ = |terative QA & Testing Plan
“The Key” provides an overview of the various minimum Phases and
Milestones and by “when” during the Enterprise Project.
ing & Training Financial QA Check
gy & Schedule Report #1 Point #1

The Key does not provide the County Specific and/or finalized details
that will come during the various County-progressions through the
Waterfall (Enterprise Ideation - Planning) Phases and the lterative
approach (Executing = Closing Phases).

Project
Performance
Review #1

\ N Y,
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2. Project Timeline (Cont...)

1. Comprehensive Timeline (24-36 months)
1. Enterprise Ideation: Q3 -Q4 2024

NoOokoN

COHORT 1

Modoc
San Joaquin
Sacramento
Los Angeles

Riverside

COHORT 2
TBD

COHORT 3

TBD
15 Counties

COHORT 4

TBD
15 Counties
——

COHORT 5

TBD
15 Counties

Training & Testing: Q4 2025 - Q3 2026
Deployment: Q4 2025 - Q3 2026
Post-Implementation Review: Q3 - Q4 2026

Initiation: Q1 2025
Planning: Q2 -Q3 2025
Executing & Development (Iterative): Q4 2025 - Q3 2026

v

J 3¢ fORATION EXROUTY SLeeo
BIpris Administrative Release Rteration Iteration W Iteration W Reloase
o Initiation Planning Planning Development m 'b";-bu‘

CONTROLLING = Scope Management (Backlog) -
(Vendor) * Schedule / Velocity Management quu - [

2004 2028 20
A | auo | s» | ocT | mov | o6c | JAN | Fen | MAR | APR | MAY | AN | AR | AUG | SEP | OCT | NOW | DEC | MAN | FEB | MAR | APR | MAY | AN | AR | Ave | mP | ocT | wov | oec
Activities
Incremental Delivery Cycile
* Projectintroduction | ¢ Finsl Commitments ¢ Eeterprise Project » Post Go-Uve
« OptinCussification | ® Mc-Leved Project Kick-On rative Development Cycle Warrarty
« Opt-in Timing e * Contract Award * ey Controt Story * Change Contret * Lessons Learmed
« Pretiminary County o Mg Level Training o Finst Project Charter * Define Team * User Snory Tasks ® Daiy Stand-ups ® Usar Story * Update Repository » CsaT
Requrements P rvaion Morws © Rafined * Compreted User T * imptermant * Prosect Pertormance
* Pretminary Gap & * High-Level Project * Low-Level Project * Define User Stores. Priontzaton: User Srones and Lasky * Lessons Loamed Sokution Sumniry
Cutrent-State Charter 8 S.0.W. Plan * Estimate Story Sories * Curified User Stones * Velocity Tracking * Lesscns Leamed » Project Acceptance
Ousgram » Mg Loved Business Finst & Approved: Points * Accepeance * Cuntomer Vabdated ® Iterateon Summary Incorporated * Project Traciong/
« Commameets & Reqarements « Business * Prioeitized Backiog Criteda User Stores Raport * Entergrise Project Repository Closecut
Demard Plnnng © Mgh Level Process Roqu remerts o Length & rumbes * Task Estimates ® Risi Tracking Rapont
® Pretminary Progect Flow * Cost Estimates of Rerations * Velocity [stimate: * Busness Case
Charter & S.OW. © Mgh-Level Cost  Cobort Schedule o Retease Plan * Reration Pan = Rereview
» High-Leved Project E3timates e ane aiak
Pan * Hgh-Leved Propect * Project Mgt Pan
*HgpLewiTraming | Scheoue - sl  — '
Pan * RFP Compietion
* RFP Generation
CONTROLLING * Co. Relationship Management * End-User Training Plan * End-User Rollout Plan * Post-Production Support Plan
(Cohort Mgmt.) = Vendor Coordination = torative QA & Tosting Plan - Change L oy
Major Reviews & Doliverables
Cohort Plan & Project Projoct RFP/ Testing & Training Financial QA Check Financial QA Check Points Production Financial Lessons Oporational

Commitments Plan Charter SOW. Strategy & Schedule  Report#1 Point 81 Regport #2 a0 Reodness Roport#3  Learned Hang-Off(s)

Authority: Stage Gate Reviews

ENTERPRISE & Plan Project Project Project Project
COHORT Review Performance Performance Performance Close
Readiness Review Review #1 Review #2 Roview #3 Review

. e )

“The Key” provides an overview of the various minimum Phases and
Milestones and by “when” during the Enterprise Project.

The Key does not provide the County Specific and/or finalized details
that will come during the various County-progressions through the
Waterfall (Enterprise Ideation - Planning) Phases and the lterative
approach (Executing = Closing Phases).

_ _/
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Iteration

Development

= Risk Management
= |[ssues Management

EXECUTING

Iteration
Retrospective

= Financial

= Project Status Reporting

Release
“Go-Live”

Management

2026

NOV DEC JAN

FEB3

MAR APR MAY

JUN JUL AUG SE

Incremental Delivery Cycle

= Daily Stand-ups

= Completed User
Stories and tasks

= Clarified User Stories

® CustomerValidated
User Stories

! f * Change Control

= UserStory * Update Repository
Demonstration * Implement

= LessonsLearned Solution

* Velocity Tracking

® |teration Summary
Report

® Risk Tracking

= Business Case

= Re-review

= Lessons Learned
Incorporated

= Enterprise Project
Report

Project
Performance
Review #2

= End-User Rollout Plan
= Enterprise Change Management

Financial QA Check Points Production
Report #2 #2 & #3

Readiness

Project
Performance
Review #3

= Post-Production Supp
= | earning Organization

Financial Lessons
Report #3 Learned

Project
Close
Review
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2. Project Timeline (Cont...)

1. Comprehensive Timeline (24-36 months)
1. Enterprise Ideation: Q3 -Q4 2024

NoOh~OD

COHORT 1

Modoc
San Joaquin
Sacramento
Los Angeles

Riverside

COHORT 2

8 c«:uﬂes

COHORT 3

TBD
15 Counties

COHORT 4

TBD
15 Counties
e ———

COHORT 5

TBD
15 Counties

Post-Implementation Review: Q3 - Q4 2026

Initiation: Q1 2025

Planning: Q2 - Q3 2025

Executing & Development (Iterative): Q4 2025 - Q3 2026
Training & Testing: Q4 2025 - Q3 2026

Deployment: Q4 2025 -Q3 2026

Administrative eloase Iteration Iteration ) g;;f'“"j Close
Initiation Planning Development o.p-cuu ' “GoLlive™ | Sustainability
CONTROLLING mmm * Risk .
(Vendor) felocity * Issues . Reporti

A | avo | sep [ oct | wov | oec | an | res | mam [ asm [ mav | wm | an [ avo | s | ocT | mov | ofc  maw | s | mam [ aem | may | am | an [ ave | s | oot | wov | oec
Incremental Delivery Cycile
« Project * Finat . » Post Go-Uve
» Opt-in Clsuification | ® Mid-Leved Project k-0 d D Cycle Warranty
* Opt-in Timing P * Comtract Award * Key Control Story * Change Control » Lessons Loamed
o PreminaryCounty | ° MdlevetTraining st progctcnane ] * D"'"M o W Sy Fusks ® DallySens apn ® UsarSiary * Update Repository csar
Raqueements Pun Vision * Mallaed * Completed User B * imploment ® Project Pertormance
* Pretminary Gap & * High-Level Project * Low-Level Project . D-lr-u-s:crn Priontzaton: User Stones and tasks * Lessons Learned Sokution
Current-State Charter 65.0.W. Puan * Estimate Story o * Clarified User Stornes * Velocity Traciing v Proec
Diagram " MgLevetBosiness  Final hApproved: Ponts pramp— * Customer Vabdated - s « Project Traciong/
.G s * Dusiness o Priontized Backiog Criteria User Storws Report * Enterprse Project Reposhory Closeout
Demard Plnnng o Hgh Level Process <@ . s * Faskotmates ® Risi Tracking Ragont
® Pretminary Project Flow » Cost Estimates of Rerationy. * Velocity [stimates. .p .
Charter & S.OW. © Mgh-Level Cost o Cobort Schedule o Retease Plan * meration Plan = Reseviow
* High-Leved Project Estimates * Scope of Work
Pan * High-Level Project o Projoct Mgt Plan
*Hghlowiianng | Scheoue - Prorct AR e ————|
Pan * RFP Comgiation
REP Ganeration
CONTROLLING * Co. Relationship Management » End-User Training Plan * End-User Rollout Plan * Post-Production Support Plan
(Cohort Mgmt.) = Vendor Coordination = torative QA & Tosting Plan - Change L oy

Major Reviews & Doliverables

Cohort Plan & Project Project RFP/ Teosting & Training Financial QA Check Financial QA Check Points Production Financial Lessons ‘Operational
Commitments Plan Charter sow. Strategy & Schedule Report 81 Point 81 Report #2 w2883 Readness Report &3 Learned Hand-Off(s)

Authority: Stage Gate Reviews

ENTERPRISE & Project Project Prohr.l
COMORT "'."'""'0 Mme 0 e
Readiness Review Review #1 Review #2 Roview #3

— B ——

N

“The Key” provides an overview of the various minimum Phases and
Milestones and by “when” during the Enterprise Project.

The Key does not provide the County Specific and/or finalized details
that will come during the various County-progressions through the
Waterfall (Enterprise Ideation - Planning) Phases and the lterative
approach (Executing = Closing Phases).

_ _/
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Close
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CLOSING
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= Project Tracking/
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2. Project Timeline (Cont...)
1. Comprehensive Timeline (24-36 months)

2. Phases & Milestones
1. Requirements Gathering (Authority): End of Q1 2025
2. Development (Vendor): End of Q4 2026
3. Testing & Training (Vendor): End of Q4 2026
4. Deployment (Vendor): End of Q3 2026

AN

a

\

N

“The Key” provides an overview of the various minimum Phases and
Milestones and by “when” during the Enterprise Project.

The Key does not provide the County Specific and/or finalized details
that will come during the various County-progressions through the

Waterfall (Enterprise Ideation = Planning) Phases and the lterative
approach (Executing = Closing Phases).

~

~

2024 2025

2026

JuL | AuG | sep | ocT | Nov | DEC | JAN | FEB | MAR | APR | MAY | JUN | JuL | AuG | sEp | ocT

NOV | DEC | JAN | FEB | MAR | APR | MAY | JUN | JUL | AUG | SEP | OCT | Nov | DEC

ENTERPRISE IDEATION INITIATING PLANNING

:m-jrp;]_w Admmlstratlve Release Iteration
jdeatio Initiation Plannlng Plannlng
CONTROLLING
(Vendor)

= Co. Relationship Management
= Vendor Coordination

= Scope Management (Backlog)
= Schedule / Velocity Management

= End-User Training Plan
= |terative QA & Testing Plan

CONTROLLING
(Cohort Mgmt.)

Major Reviews & Deliverables

RFP/
S.OW.

QA Check
Point #1

Financial
Report #1

Cohort Plan &
Commitments

Project
Plan

Testing & Training
Strategy & Schedule

Project
Charter

Authority: Stage Gate Reviews

Project
Perfarmance
Review #1

ENTERPRISE g
COHORT
Readiness Review

Vendor Pla
L Review 2

Gate

Gate Gate

EXECUTING CLOSING

Iteration Iteration Release Close
Development Retrospectlve “Go-Live” Sustainability
. I

= Risk Management
= |ssues Management

= Financial Management
= Project Status Reporting

= End-User Rollout Plan
= Enterprise Change Management

= Post-Production Support Plan
= | earning Organization Approach

QA Check Points
#2 & #3

Operational
Hand-Off(s)

Lessons
Learned

Financial
Report #3

Production
Readiness

Financial
Report #2

Project
Performance
Review #3

Project
Perfarmance
Review #2

Gate
5

Gate
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2. Project Timeline (Cont...)
1. Comprehensive Timeline (24-36 months)
2. Phases and Milestones “The Key” provides an industry best practices approach to the organization of
multiple agencies (Assessors) and the scheduling design to move similar sized
3. Gantt ‘?ha?t ] ) solutions through the Software Development Life Cycle, simultaneously.
1. Afinalized detailed Gantt Chart will be co-developed by the Vendor +
Authority + Assessors in collaboration/coordination using industry ) ) ] )
standard project management software. Thg Key does not provide the details that will cqme after Vendor selection, and
2. The final Gantt Chart will be a Deliverable (Cohort Schedule) of the during the subsequent Planning phases. We will resolve all gaps as we progress
Initiate Phase, prior to Gate 2, and only after commitments of timing, through the Cone of Uncertainty with Vendor participation.
solution option, and resources, relative to each participating County. k j
Enterprise Administrative Release Iteration Iteration Iteration Release Close
ideation Initiation Planning Planning Development Retrospective #Go-Live” Sustainability
CONTROLLING = Scope Management (Backlog) = Risk Management = Financial Management
(Vendor) = Schedule / Velocity Management = |ssues Management = Project Status Reporting
COHORT 1 2024 2025 2026
JUL | AUG | SEP | OCT | NOV | DEC | JAN | FEB | MAR | APR | MAY | JUN | JUL | AUG | SEP | OCT | NOV | DEC | JAN | FEB | MAR | APR | MAY | JUN | JUL | AUG | SEP | OCT | NOV | DEC
: |
San Joaquin
|
Sacramento | |
|
Los Angeles | | |
|
Riverside | | |
RIVERSIDE | | |
RIVERSIDE
I I |
CONTROLLING = Co. Relationship Management = End-User Training Plan = End-User Rollout Plan = Post-Production Support Plan
(Cohort Mgmt.) = Vendor Coordination = |terative QA & Testing Plan = Enterprise Change Management = Learning Organization Approach
Major Reviews & Deliverables
Cohort Plan & Project Project RFP / Testing & Training Financial QA Check Financial QA Check Points Production Financial Lessons Operational
Commitments Plan Charter S.OW. Strategy & Schedule Report #1 Point #1 Report #2 #2 & #3 Readiness Report #3 Learned Hand-Off(s)
Authority: Stage Gate Reviews g
pd
ENTERPRISE & Project Project Project Project A
Vendor Plan o
COHORT Review Performance Performance Performance Close z
Readiness Review Review #1 Review #2 Review #3 Review 8
Pg. 17 J
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1.
2.

2. Project Timeline (Cont...)
1. Comprehensive Timeline (24-36 months)
2. Phases and Milestones
3. Gantt Chart

4. Dependencies
Vendor: On-time delivery of current state diagrams and requirements.
Authority : Accurate and timely feedback from counties.

5. |Critical Path

COHORT 1
Modoc
San Joaguin
Sacramento

Los Angeles
Riverside

ENTERPRISE IDEATION INITIATING

2024

JUL AUG SEP OoCT NOV DEC JAN FEB MAR APR

O —

1.
2.
3.

Minimum: Completion of Requirements & Commitments (Authority).
Minimum: Cohort Schedule Finalized, S.O.W., Project Plan (Vendor).
Exhaustive details can only be uncovered with hard commitments by
each County, and the subsequent Vendor + Authority + Assessor
agreements to follow in the Planning phases.

“The Key” provides an overview of what must be
accomplished and/or completed and by when in the
Enterprise Project. This is known as The Critical Path.

The Key does not provide the “to be determined” details
that only come during the subsequent Planning phase, as

COHORT 2

= Project Introduction /- FinalCommitmentsI = Enterprise Project

= Opt-In Classification * Mid-Level Project Kick-Off
= Opt-In Timing Plan = Contract Award

= Preliminary County = Mid-Level Training = Final Project Charter

COHORT 3

TBD
15 Counties

we progress beyond the Initiate Phase.

The Critical Path applies only to the Ideation & Initiating
Phases as these are “Waterfall” tasks that happen
sequentially.

_/

COHORT5

TBD
15 Counties

Recipient agrees not to disclose, reproduce, or distribute any part of this prospectus without the prior written consent of the CCAITA JPA BOARD / DIRECTOR || 07.13.2024 v.2

Requirements Plan /Vision
= Preliminary Gap & = High-Level Project = Low-Level Project
Current-State Charter &S.0.W. Plan
Diagram = Mid-Level Business Final & Approved:
» Commitments & Requirements = Business

Demand Planning = High-Level Process Requirements

= Preliminary Project Flow = Cost Estimates
Charter & S.0.W. = High-Level Cost = Cohort Schedule

= High-Level Project Estimates = Scope of Work
Plan = High-Level Project = Project Mgt. Plan

= High-Level Training Schedule = Project SLA(s)
Plan = RFP Completion

= RFP Generation

Major Reviews & Deliverables

Cohort Plan & Project Project RFP/
Commitments Plan Charter S.OW.

Authority: Stage Gate Reviews

ENTERPRISE &
COHORT
Readiness Review

Vendor Plan
Review

Pg. 18
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2. Project Timeline (Cont...)
1. Comprehensive Timeline (24-36 months)
2. Phases & Milestones
3. Gantt Chart
4. Dependencies
5. Critical Path

6. Potential Bottlenecks & Mitigation
1. Vendor: Delays in receiving accurate Enterprise Ideation &
Initiating Phases Artifacts.
2. Authority : Coordination challenges among counties, resolve
through the Risk & Issues management process, as needed.

\
NTERPRISE IDEATION INITIATING PLANNING
[
ERterprise B Administrative @ - : Release :
3 : oy I : Initiate : ) :
deation : Initiation : : Planning :

Iteration

Planning

“The Key” provides an overview of the Hybrid Management & Delivery Model:

=  The Waterfall method will be used for the Enterprise Ideation, Initiating, and Closing
phases. (Delivering the preparation for the Project.)

= The Agile method will be used for the Planning & Executing phases. (Developing &
Delivering the Enterprise Software Solution — The Product.)

- Our highest probability for Bottlenecks is in the first two Phases (Enterprise Ideation &
Initiating), which are also our Greatest Opportunity zones/phases to increase our potential

EXECUTING

CLOSING

Iteration Iteration Release) Close
Development Retrospective “Go-Live” Sustainability

CONTROLLING = Scope Management (Backlog) = Risk Management = Financial Management
: (Vendor) = Schedule / Velocity Management * |[ssues Management = Project Status Reporting
2024 2025 2026

COHORT 1

JUL | AUG | SEP |:0OCT | NOV | DEC JAN FEB | MAR | APl MAY | JUN
Modoc : :

San Joaqguin

Sacramento
Los Angeles
Riverside

COHORT 2

COHORT 3

TBD
15 Counties

COHORT 4
S — Schedules

- TBD
15 Counties:

COHORT 5

15 Counties
. @ |

JUL AUG SEP OCT :

=

—— )
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" Incre entalDeliveryycle
‘ .

| T ] \ T |
Iterative Development Cycle 1

NOV DEC JAN FEB MAR APR MAY JUN JuL AUG SEP ocT NOV DEC

[

' Sustainability

& for successful and timely delivery. ‘/
— B
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-
3. Resource Requirements & Cost Analysis Approach (E.L.)
Cost Breakdown of Proposition 19 IT Project
1 . Pe rson nel Infrastructure and Deployment
1. }r/er?dor: Project Managers, Engineering, Developers, QA Specialists, Compliance and Reporting e ardichanpsisnmanet
rainers. , :
2. Authority: Program Managers, Project Managers, Business Analysts Sl e
(County Liaisons & IT Coordinators).
Testing and Quality Assurance
2. Technology & Infrastructure
1. Vendor: Servers, software, network.
2. Authority: Coordination tools, communication platforms.
3. Staffing Plan
1. Vendor: Allocate technical roles and responsibilities.
2. Authority: Assign county liaisons and coordinators.
Project Management and Coordination
4. Budget
1. Vendor: Technical and management costs.
2. Authority: Coordination and engagement costs.
5. Resource Constraints
1. Vendor: Potential delays in technical resource availability. System Development and Integration
2. Authority: Coordination challenges across counties.
6. ProcurementPlan
1. Vendor: Adhere to state procurement processes.
2. Authority: Facilitate procurement support and compliance.
Role Junior Junior Mid-Level Mid-Level Senior Senior Expert Expert
(W2 Salary) (1099 Salary) (W2 Salary) (1099 Salary) (W2 Salary) (1099 Salary) (W2 Salary) (1099 Salary)
Program Manager $110,000 - $130,000 $125,000 - $150,000 $130,000 - $150,000 $145,000 - $170,000 $150,000 - $170,000 $165,000 - $190,000 $170,000 - $190,000 $185,000 - $210,000
Project Manager $90,000-$110,000 $105,000 - $130,000 $110,000 - $130,000 $125,000 - $150,000 $130,000 - $150,000 $145,000 - $170,000 $150,000-$170,000 $165,000 - $190,000
Business Analyst $70,000 - $90,000 $85,000-$110,000 $90,000-$110,000 $105,000 - $130,000 $110,000 - $130,000 $125,000 - $150,000 $130,000 - $150,000 $145,000-$170,000
* Salaries and Roles Information:
* Average annual salaries for IT roles were referenced from industry reports and salary surveys, including data from:
* Glassdoor
e Payscale
* Bureau of Labor Statistics (BLS)
-
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3. Resource Requirements & Cost Analysis Approach (Cont...)

1.

2.

Personnel

1. Counties: Assessor, Business SME, IT SME (Where available)

2. Authority: Program Managers, Project Managers, Business Analysts
(County Liaisons & IT Coordinators).

3. Vendor (Black-Box): Vendor will determine the best fit for the
Enterprise project. The Vendor Team will represent their team and
approach for each phase of the Project and identify the Roles &
Responsibilities for each: Project Managers, Engineering, Developers,
QA Specialists, Trainers, etc.

Technology & Infrastructure
1. Vendor: Servers, software, network, project management tools.
2. Authority: Coordination tools, communication platforms.
1. Remote Workforce
Video Platforms (Zoom preferred)
Team Chat Platform (MS Teams, Slack, etc.)
File Share Platform
Document Repository
Email, Phone-Tree, etc.

L

Staffing Plan (TBD by “Opt-In” Selections)
1. Vendor: Allocate technical roles and define responsibilities per
Project needs and Cohort approach (burst/scalable approach).
2. Authority: Assign Project Managers and Business Analysts to each
County as Cohort liaisons and coordinators for all Phases of the
Project.

Budget (High-Level Cost Analysis in Appendix)
1. Vendor: TBD upon “Opt-In” selections and Vendor award. Technical
Development and Management costs.

2. Authority: Project Management, Coordination and Engagement costs.

Resource Constraints
1. Vendor: Potential delays in technical resource availability, depending
upon selections of “Opt-In” solution for the entire Project (scalable
approach is mandatory).
2. Authority: Where County’s don’t have access or availability for IT
Technical Support, Business/Assessor Expertise, and/or
Coordination/Scheduling challenges across counties.

Procurement Plan
1. Vendor: Adhere to state procurement processes.
2. Authority: Facilitate procurement support and compliance.

Counties:

Authority:
v" Program Mngr.
v" Project Mngr. x2

Assessor
Business SME

IT SME

Product “Owner”

v' Business Analyst x4

Vendor: (Scalable)
Program Mngr.
Project Mngr. x??
Engineer x??
Developer x??

Testers
Trainers

D NI N N N N

Component

Description

Value to Customer

YNNI NN

Coordinator x??

Black Box

Staffing Estimates

Recruiting
Strategy

John Doe, Program Manager

Summary of Qualifications

- Five years of relevant program management experience as the Program Manager

on the $200M ACD

- Contract, providing IT support services across 200 geographically dispersed sites

« 20 years of relevant IT experience

Vendor Must Scale
to Project Demand

« 15 years of experience supporting the U.S. Navy
+ Project Management Professional (PMP) Certificatiq

Onboarding

Education

+ MBA, Virginia Tech, 2000
- BS, Information Systems, George Mason University,

Clearance
« Secret

Training Plan

Relevant Work Experience

Multiple Roles, ABC Corporation (Ju

D M.

Project Roles and
Responsibilities

Organizational
Chart

Relevant and
Engaging
Graphics

g $200M U.S. Navy ACD Contract
Provides oversight and management for 400 personn
geographically dispersed sites. Staff includes site lea
2, and 3 service tect 1S, fully d th

Steps to Creating a Staffing Plan:

your staff will be working toward, you can identify the amount and type of support needed to meet

~
A.) Evaluate the RFP and project goals and understand the customer’s budget. By identifying the goals
expectations as well as develop a common commitment to excellence in delivery.

J

. 2

~
B.) Identify challenges to staffing for the project such as a tight labor market, changing regulations, and
evolution of a function either by new or emerging technologies and potential changes in scope.

L 2

C.) Analyze the current state if there is an existing contract or the operational environment if it is a new‘
contract and determine future functional needs. Is there incumbent staff that can be retained on the

new contract? Is the current staff effective? Do they require additional or remedial training to stay on
with the new contract? How much of the work is done by the contractor and how much by the

o

>

demonstrated by CPAR scores of I in all ev|

staff? Is the customer in the midst of or planning an organizational change?

Project Manager, $150M U.S. Navy BCA Contract (Juy
Provided oversight and management of 100 personnel p
geographically dispersed sites. Staff included site leads;

3 service technicians. Successfully managed the contrac|
CPAR scores of Very Good and Exceptional in all

v

D.) Conduct a Gap Analysis. If there is incumbent staff in place, compare what you have currently with

)
\.

Site Lead, $250M U.S. Navy MLP Contract (June 20(
Provided site leadership of 50 personnel providing IT
software engineers; and Tier 1, 2, and 3 service techn
on a regular basis. Successfully managed site-related

Service Technician, GRP Incorporatg

Service Technician, $50M U.S. Army IPN Contract (M
Responded to IT technical issues in accordance with

customer service, working to provide resolution to iss|
development of a troubleshooting database to suppo

what you need to succeed in the future.

g N
E.) Identify training that will be required before and after award. You can further enhance your staffing
plan by detailing an approach for training new and existing employees as well as how you will provide

L_or‘ugoing or remedial training.

(F.) Create the plan with cost estimates. Keep in mind that the Staffing Plan helps allocate costs and
meet the requirements through the right mix of LCATs to support a price to win. Note that in most
RFPs, you are told not to include any pricing in the Staffing Plan discussion which is usually part of the
Management Volume or Section. While it is important to know costs as you develop the right labor mix,

L|he actual pricing will go in the Cost Volume.

/
Certifications *
- ProjectM P i (PMP) Certifi - ~
- Six Sigma Black Belt G.) Leverage past experience. What is your relevant experience and past performance that

< ITIL

demonstrates the credibility and effectiveness of your approach? Where has your staffing approach
been successful before?

. J

L 2

[H.) Discuss how your staffing plan will sync with the customers’ organization and facilitate ]

communications and performance transparency.
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N
4. Risk Management Plan (Executive Level*) [Risk _|Likelihood | Impact | MitigationStrategy |
LTI TS Moderate  Minor  Early and ongoing engagement (Authority)
1. Risk Identification Unlikely Minor  Comprehensive testing and phased roll-out (Vendor)
1.  Vendor: Technical integration risks, data migration challenges. | Training Issues  RVLTTETY Minor  Regular audits and training (Vendor)
2. Authority: Coordination and communication risks.
2. Risk Assessment Matrix Likelyhood Consequences
1. Vendor: Collaborate, define, mitigate, document, and report. Insignificant Minor Moderate Major Catastrophic
2. Authority: Collaborate, define, mitigate, document, communicate, and Risk is easily Delays up to 10% |Delays up to 30% |Delays up to 50% |Project
report. mitigated by of Schedule of Schedule of Schedule abandoned
normal day to day |Additional cost up |Additional cost up |Additional cost
3. Mitigation Strategies process to 10% of Budget |to 30% of Budget |up to 50% of
1. Vendor: Phased testing, regular compliance checks. Budget
2. Authority: Frequent stakeholder engagement, clear communication, Certain
clear and defined escalation path. >90% chance High High eme
. i 5 Likely
4. Risk Monitoring and Management 50% - 90% chance Moderate High High
1. Vendor: Regular risk reviews, use of risk management tools,
collaborative approach. Moderate
2. Authority: Continuous collaboration, coordination, and Stakeholder 10% - 50% chance Low Moderate High
feedback/inform loops.
Unlikely
5. Contingency Plans 3% - 10% chance Low Low Moderate High
1. Vendor: Backup systems, rollback strategies, burst-capacity staffing if —
necessary. - "
2. Authority: Additional staffing, extended timelines if necessary. SSmican % — DG L High
_Risks &lssueslog |
Risk Defined: Arisk is anything that has the potential to impact the project. It could affect the schedule, cost, or quality.
Issue Defined: When arisk a realized, it is now considered anissue. Anissue is anything that currently impacts the project. It could affect the schedule, cost, or quality.
Purpose: Used to mitigate and track project risks and issues.
Iltems are color-coded by status: In-Progress (Amber); Open (Blue); Closed (Green); Escalate (Red)
Type Risk Or Issue (drop-down list)
ID Incremental Identifier of risk or issue
Status Drop-down: Open, In Progress, Escalate, and Closed
Description Detailed description of the risk or issue
Date Identified Date the risk or issue was identified
Identified by Individual that identified the risk or issue
Severity Defines the severity level of the risk or issue should it occur - Negligible, Minor, Moderate, Major, and Critical (drop-down list)
Risk Likelihood (risk only) Defines the Likelihood or Probability of the risk occurring - Rare, Unlikely, Possible, Likely, Almost Certain (drop-down list)
Risk Score (risk only) Impact * Probability (Calculated and auto-populated)
Risk Impact Risk only) Depending on the risk score, this auto populates. The riskimpact can be low risk, moderate risk, high risk, and extreme risk B
Strategy Defines how to address the risk or issue: Accept it, Mitigate it, Transfer it (Drop Down) '<:f
Mitigation Plan Describes the plan to address the risk or issue; include escalation resource/team if statusis "escalate" E
Responsible Party Individual that is responsible to complete the item %
Target of Mitigation Plan Date Date planned to close %
Progress Ongoing updates that address the risk or issue )
L Pg. 22 J
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5. Stakeholder Analysis (Executive Level)

1. Stakeholder Identification
1. Vendor: Technical teams, project managers, trainers.
2. Authority: County Assessors, IT departments, state agencies.

2. Roles and Responsibilities
1. Vendor: Technical development, testing, training, quality controls, ongoing
support.
2. Authority: Project coordination (beginning to end), current state
documentation, project preparedness, stakeholder engagement, quality
oversight, reporting.

3. Stakeholder Engagement Plan
1. Vendor: Regular Project/Progress Updates, Key Performance Indicators
(KPI’s - Leading & Lagging Indicators), Testing collaboration, and Training
sessions.
2. Authority: Regular coordination meetings, continuous feedback collection.

4. Key Decision-Makers
1. Vendor: Project leads, technical managers.
2. Authority: JPA, Program managers, Project managers, Delegates liaisons.
3. County: Assessor, Delegates, IT Leads, Product “Owners”

1.0 Initiate Phase

5. |RACI Matrix
1. Vendor: TBD dependent upon Vendor selection/award and output of Initiate
and Planning Phases.
2. Authority: Collaborate, Define critical tasks for RACI.

Defined: List of all resources assigned to the Project
Purpose: Used to track project team members
Name Name of resource
Department Department that resource reports to
Role Role on the project
Manager Leader that resource reports to
Email Email address of the resource
Phone Best phone number to contact resource
Subject Areas What area the resource are SME in
Type of Stakeholder Drop-down: Project Team, Business Unit, Executive, End-User
Comments Comments regarding resource (scheduled PTO, etc)

A 4
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1.1 Approve and Activate Project Request R 1 A n/a| n/a| n/a [SA n/a
1.2 Project Charter/Scope C [ R A O nal R|C| R
1.2.1 High-Level Business Process Flow Diagrams (Charter) R [ C A n/a|n/a| R |n/a| R
1.2.2 High-Level Business Requirements Document (Charter) R [ Cc A n/a|n/a| R |n/a| R
1.2.3 High-Level Estimate (PIF/Charter) cC C Cc C 1 R C A O na R/ C O
1.2.4 High-Level Project Schedule (Charter) (o] [of (o] 1 R | A O nal R| 1 R
1.2.5 Review - Project Charter R A n/a| n/a| R |n/a|n/a
1.3 Gate Review - Prujec( Sefection / Aullorication f.1:0.0:1-1-1-A-1 R I I A :nalnafAj Il R
2.0 Planning - Plg .
21 Business R SDLC RACI Matrlx R|n/a R|nla] R
2.2 Test Strateq Q n/al O nlal O
23 Infrastruciu R |n/a| R|n/a O
2.3.1 Review -in K n/al R|nla, O
24 ProjectPla 0 nal 0 nal 0
2.5 ProjectCor Q nal R na O
26 Revised Es O/nal R/ C O
27 Mid-Level P Legend olnal R 1 R
_2.7.1 Review - | R |Responsible, own the deliverable or task O |nal R BIH R
2.8 Business C a| n/a| R |FA | n/a
2.81 Review-B | A | Approver, MUST sign-off on the deliverable or task alna| R LA n/a
3;-; Ga‘?ReVg; C | Consulted, has information necessary to complete the task al va I R
= anning - .
a1 Busmgess A I | Informed, should be informed of the task olol rRIwal R
3.2 Create R(’Q é;\ nfal| R|nal A
3.3 Technical § |—— . L. A O R na R
331 System Re R |Required SDLC Activity R O|R|na R
3.3.2 Technica\‘E (o] Optiona| SDLC ACtIVIty R/ R|R|na R
3.3.3 Information R| R| R|n/a/n/a
3.34 Review-wD e L e T o = v T o T 7 ﬁ O R na R
3.3.5 Review - Architecture Review Board R C|I1 Cc 1 cCc| 1 | 1 Cc 1 I C A nal R|nal R
3.4 Revised Estimate (Commit) c C C C 1 R A O |nal R| C nla
3.5 Project Schedule (Baseline Commit; WBS Level 3-5) c C Cc C | R C C A O nal R I R
3.5.1 Review - Baseline Project Schedule (WBS Level 3-5) A R O|/na R I R
3.6 Test Strategy/Plan (Finish) cC C C cC C I R Cc O C| R|na R
3.6.1 Review - Test Strategy / Plan c C C c C I R Cc O/ C| R na R
3.7 TestScenarios / Cases / Scripts (Start) Cc Cc C I R Cc O n/al R|n/a] R
3.8 Gate Review - Design Approach I A 1R I 1A n/a|n/a|SAS 1 | R
4.0 Execute - Build Phase
4.1 Infrastructure Buildout R I | C C [of [of n/fal O |nla/n/a O
4.2 Code & Configuration Development I 1 Cc C R | n/a| R|n/ajn/a] R
4.2.1 Develop Code / Objects & Unit Test Scripts 1 (o4 R 1 n/al| R|n/aln/a| R
4.2.2 Check Code / Objects into Software CM R I R | n/a| R| R|n/a|n/a
4.2.3 Perform Unit Test (o3 R 1 1 nlal R| R|n/a| R
4.2.4 TestProgress & Defect Tracking 1 I R | nal R| R|n/a| R
4.2.5 Review - Code Review c \nGsl R e 2 BB R nal R
43 Tg R nia R
44 M R n/a|nia
45 S . R n/a|n/a
e Responsible: It
47 Py _ R nal R|
48 F Those who do the work to achieve the task. A val R
5.0 Exec There is at least one role with a participation type of responsible, o
51 S although others can be delegated to assist in the work required. Blnal R
51.1 | R n/a| R
5.1.2 R ?M n/a| R
1.3 R n/a
5123 Accountable: b
521 R . R nal R
53 T Also known as the approver or final approving authority. ETval R
54 The one ultimately answerable for the correct and therough completion R Tvalwal
55 & of the deliverable or task, and the aone who delegates the work to those responsible. B valmal
56 & Inother words, an accountable must sign off (approve) on work that responsible provides. L1 R
6.0 Execl There must be only one accountable specified for each task or deliverable.
6.1 N n/a| n/a
62 C “n/a| n/a|
63 E R n/a|n/a
6375 Consulted: e e
632 A n/a| R
64 H Those whose opinions are sought, val R
6.4.1 A typically subject matter experts,; S hial R
7.0 Close and with whom there is two-way communication. S
71 T a n/a R
711 R “n/a| n/a|
71.2 O 1 n/a| n/a
R Informed: vl al
721 C a n/a|n/a
73§ Those who are kept up-to-date on progress, S Tvala
74 P often only on completion of the task or deliverable; 2 valna
741 C and with whom there is just one-way communication. a nla| nja
742 C 1 R |nla
743 P 2 n/a|n/a
7.4.4 Project Conirols Close : i TR AE nfanja a nia| na
7.5 Gate Review - Project Closure L0 00 0 0 A 1T R I 1A rana A1 R
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6. Implementation Strategy (Executive Level)

1. Approach
1. Vendor: (Hybrid) Use Agile for Development of the Solution
(product), Waterfall for Deployment of Project, Agile with
Scheduling & Sequencing of Counties.
2. Authority: Facilitate coordination, support change
management.
2. Implementation Plan
1. Vendor: Define tasks and activities by phase.
2. Authority: Coordinate requirements gathering and integration.
3. Change Management Strategy
1. Vendor: Formalized Change Management Process,
Agreement/Methods, Manage technical changes, update
documentation/revision-controls.
2. Authority: Support communication and training for changes.
4. Pilot Testing
1. Vendor: Conduct pilot tests in selected counties.
2. Authority: Facilitate feedback collection and adjustments.
5. Transition Plan
1. Vendor: Plan for operational transition.
2. Authority: Support end-user training and adoption.
6. System Integration Plan

1. Vendor: Integrate with existing systems.
2. Authority: Coordinate integration tasks and support testing.

ENterprise
deation

Waterfall Phases

CScrum

Initial

Planning

design

Backlog &

[
]
)
L]
1)
L]
L]
]
L]
requirements {
Analysis & §
]

1]

]

1)

]

]

1)

]

1)

]

]

L]

Initial Project

Sprint Plan

ClScrum

Iteration
planning

CScrum

Review
working

Software

CScrum

AN
Process

Update Project
backlog &
Define
Iteration
Backlog

Deployment

1Y

Administrative & Initiate Release Iteration Iteration Iteration :
Initiation i i Planning i Planning H Development : Retrospective :
CONTROLLING ¥ = Scope Management (Backlog)

(vendor) ey - / y

Close

Sustainability

Release

“Go-Live™

= Financial Management
* Project Status Reporting

= Risk Management
= Issues Management

COHORT 1

2024

2026

AUG | sep |:ocT

JAN | FEB | MAR | APR

MAY JUN JuL AUG SEP NOV DEC JAN APR JuL SEP

MAY | JUN

Modoc
San Joaquin

Sacramento
Los Angeles
Riverside

COHORT 2

COHORT 3

TBD
15 Counties

COHORT 4
TBD.

COHORT5

TBD.
15 Counties

hedule

OCT ©

: Incremental Delivery ycle
1 2 | | 3

:| 1 S|
Iterative Development Cycle

NWDEC‘

Close Project

Sustainability

COHORT1 2024 2025 2026
JUL | AUG | SEP OCT | NOV | DEC JAN FEE | MAR | APR | MAY | JUN JUL | AUG | SEP | OCT | MOV | DEC JAN FEE | MAR | APR | MAY | JUN JUL | AUG | SEP | OCT | MOV | DEC
] L] ] ]
Modoe Hopoc B
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7. Quality Assurance Plan (Executive Level)

1. Outline Quality Assurance Processes:

Vendor
Define and document quality

Authority
Collaborate and provide

(676111414
Collaborate and approve of the

2. Testing, Validation, & Acceptance Criteria

Vendor
Develop comprehensive test plans

Authority
Review and approve validation

County
Collaborate and approve

Action assurance methodologies, adhering]lgovernance and oversight of QA |governance and oversight of the Action covering unit, integration, system, Jand acceptance criteria. acceptance criteria.
to industry standards (e.g., ISO, processes and Vendor's QA Process and user acceptance testing.
CMMI). Methodology/Approach. Role QA Te:.am Proj.ect Manager Assessor
Role Quality Assurance (QA) Team Program Manager Assessor Technical Lead. Business Analysts Business SME
Project Manager Business SME Specify detailed test cases and Collaborate with County 1. County stakeholders
1. Implement a structured 1. Review and approve QA Conduct regular reviews and acceptance criteria for each stakeholders to validate criteria |collaborate with QA to validate
approach to ensure that all methodologies and testing audits throughout the project testing phase. Ensure alignment align with business test cases against operational
deliverables meet predefined plans. lifecycle. County stakeholders with County requirements and Prop{requirements and regulatory scenarios and ensure alignment
quality standards. 2. Ensure compliance with Prop-|participate in reviews to provide 19 regulations. standards. with Prop-19 regulations and
Details 2. Conduct regular reviews and 19 regulations and insights into operational needs Details local requirements
audits throughout the project Authority/County Standards. and ensure alignment with 2. County representatives
lifecycle. County-specific quality participate in user acceptance
expectations. testing (UAT) to validate system
functionality and usability.
3. Comprehensive Testing Plan: 4. Criteria for Successful Completion:
Vendor Authority County Vendor Authority County
Create detailed schedules and Co-Create schedules and assign|Collaborate on creating detailed Define measurable criteria for Review and approve, and Collaborate in defining
assign responsibilities for responsibilities for conducting |schedules and assign Action passing each testing phase. guide/define measurable objective/measurable criteria
Action conducting tests. tests, and provide guidance on |responsibilities/resources for criteria for passing each testing |for passing each testing phase.
script details (objective, conducting tests. phase.
measurable). QA Lead Project Manager Assessor
: Role . . .
QATeam Project Manager Assessor Project Manager Business Analysts Business SME
Role Project Manager Business Analysts Business SME Establish clear thresholds for 1. Establish clear metricsand  |1. Approve thresholds for defect
Coordinate with County Liaisonto [1. Coordinate with County 1. Coordinate with Authority defect severity and acceptance thresholds for acceptance severity and acceptance
schedule testing activities around |representatives to schedule and |Team (County Liaisons) to criteria. Conduct formal criteria. criteria.
County operational timelines. prioritize testing activities based|schedule testing activities acceptance reviews with County ]2. Conduct formal reviews with |2. County stakeholders
Ensure testing environments mirror {on regulatory timelines and around County operational stakeholders. Authority stakeholders to collaborate in defining
production environments for milestones. timelines and peak usage validate compliance with acceptance criteria to ensure
accuracy. 2. Ensure testing environments |periods (ex.: Mid-FEB thru JUL). Details regulatory standards and project |they reflect operational needs
Details and are achievable within

align with regulatory compliance
standards and replicate Vendor-
to-County operational
environments for accurate
testing and validation.

2. Ensure testing environments
accurately mirror production
environments to simulate real-
world scenarios and validate
system performance under
varying conditions.

objectives.

3. Ensure all criteria are met to
ensure successful project
milestones and regulatory
compliance.

project timelines.

3. Participate in formal
acceptance reviews to verify
compliance with County-
specific requirements.

Recipient agrees not to disclose, reproduce, or distribute any part of this prospectus without the prior written consent of the CCAITA JPA BOARD / DIRECTOR || 07.13.2024 v.2

Pg. 25

\— CONFIDENTIAL




CONFIDENTIAL

7. Quality Assurance Plan (Cont...)

Take measures

l to improve \
Analyse the
Assessment
‘ Quality Assurance Process '

Identify
Indicators
\ Prepare ,
Criteria

Black Box

Vendor Must Scale
to Project Demand

5. Defect Tracking and Resolution:
Vendor Authority (076111414
Implement a robust defect tracking | Co-facilitate definition and Assist and approve Vendor's
Action system and workflow. Vendor's use of their defect defect tracking system and
tracking system and workflow. |workflow.
QATeam Project Manager Assessor
Role Development Team Business Analysts Business SME
ITSME
Log defects promptly, assign 1. Utilize a structured defect 1. Users/Testers to log defects
priorities, and track resolutions. tracking system to log, prioritize,|promptly, assign priorities based
Ensure County stakeholders are and resolve issues promptly. on County impact assessments,
informed of status updates and 2. Collaborate with Authority and track resolutions through to
resolutions. stakeholders to prioritize completion
defects based on regulatory 2. Ensure Authority
Details impact assessments. Team/Stakeholders are
3. Ensure transparent informed of defects and
communication and resolution |resolution issues.
updates to maintain project 3. Maintain transparency and
alignment and compliance. alignment with project goals and
timelines.
6. Continuous Quality Improvement:
Vendor Authority County
Establish mechanisms for ongoing |Guide and co-facilitate Vendor's|Approve mechanisms for
Action quality improvement. mechanisms for ongoing quality Jongoing quality improvement.
improvement.
QA Lead Program Manager Assessor
Role Product Improvement Team Project Manager Business SME
Business Analysts IT SME
Conduct periodic retrospectives Facilitate continuous 1. Attend and participate in
and lessons learned sessions. improvement initiatives through |recurring cyclical retrospectives
Implement feedback loops from regular reviews and feedback and lessons learned sessions.
County users and stakeholdersto |sessionsinvolving Authority 2. Implement feedback loops
refine processes and deliverables. |stakeholders. from County users and
Codify, Formalize, and stakeholders to refine processes
Details Implement lessons learnedto  |and deliverables.
optimize processes, enhance
system performance, and
ensure ongoing regulatory
compliance and project
success.
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8. Training and Support Plan (Executive Level)
Vendor Responsibilities Authority Responsibilities County Responsibilities
1. Develop Plan for Training and Supporting End-Users: 1. Training Plan Approval: 1. End-User Training Participation:
o Action: Design training programs tailored to County o Action: Review and approve the training o Action: Actively participate in training
departments. plan. sessions.
Roles: Training Specialist, Project Manager. o Roles: Program Manager, Business Roles: Department Leads, End-Users.
Details: Customize training materials and sessions Analysts. Details: Engage in hands-on learning to
based on County-specific workflows and o Details: Ensure training aligns with ensure familiarity with the IT solution.
requirements. Ensure training aligns with system County requirements and supports Provide input on training effectiveness
updates and enhancements. successful adoption of the IT solution. and suggest enhancements.
2. Training Schedules and Materials Development: Provide feedback on training materials 2. Feedback and Improvement Suggestions:
o Action: Create detailed training schedules and and delivery methods. o Action: Provide ongoing feedback on
materials. 2. Support Plan Oversight: system usability and support
Roles: Training Specialist, Technical Lead. o Action: Provide oversight of support effectiveness.
Details: Provide flexible training options (in-person, mechanisms. Roles: End-Users, Department Leads.
online modules) to accommodate County staff o Roles: Program Manager, Change Details: Collaborate with Vendor and
availability. Develop comprehensive user guides and Management Specialist. Authority to address user concerns and
documentation. o Details: Monitor helpdesk performance optimize system performance. Participate
3. Support Mechanisms Implementation: metrics and user satisfaction. Implement in post-implementation reviews and
o Action: Establish helpdesk support and continuous improvement initiatives based improvement planning sessions.
troubleshooting resources. on feedback and support data.
Roles: Support Team, Training Specialist.
Details: Set up a dedicated helpdesk for rapid
response to County inquiries and issues. Develop [ﬂﬂ
FAQs and troubleshooting guides for self-service FOCUS ON CORE '
BUSINESS GOALS
support. Your software developer training plan must align
4. Continuous User Feedback Collection: R e A ([
o Action: Implement mechanisms for collecting user S
feedback.
. o RUN A SKILLS
Roles: Support Team, Training Specialist. Q&g AUDIT & CREATE
Details: Utilize surveys, feedback forms, and focus BESEEQ‘,?;‘EZ,E}’
groups to gather input from County user's post- ESTABLISH A SOFTWARE PLANS
; . . i CULTURE THAT - Size up the workforce.
implementation. Analyze feedback to identify trends ﬁﬂ%’iﬁ'ﬁﬁ%a TRAlNlNG = omi e v
. - Support long-term
and areas for improvement. S;ﬁ::::: STRATEGY -Be;raur:ﬁfrr’gn?ﬁ‘srupnon
- Mentorship programs
- Apprenticeships
Next Steps s
. Detailed Planning Sessions: Schedule meetings to finalize detailed plans and allocate resources.
o Implementation Kick-Off: Initiate the execution phase with clear roles and responsibilities outlined.
o Monitoring and Adjustment: Continuously monitor progress and adjust plans based on feedback and =
performance metrics. E
o Closure and Transition: Conduct post-implementation reviews and transition to operational support é
phase. 5
)
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A. The Key ~ (Appendix attached separately.)
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Incremental Delivery Cycle

= ProjectIntroduction = Final Commitments
= Opt-In Classification = Mid-Level Project

= Opt-In Timing

= Preliminary County
Requirements
Preliminary Gap &
Current-State
Diagram

= Commitments &
Demand Planning
Preliminary Project
Charter &S.0.W.
High-Level Project
Plan

High-Level Training
Plan

= RFP Generation

Plan

= Mid-Level Training
Plan

= High-Level Project
Charter &S.0.W.

= Mid-Level Business
Requirements

= High-Level Process
Flow

= High-Level Cost

Estimates

High-Level Project

Schedule

= RFP Completion

= Enterprise Project

= Final Project Charter

= Low-Level Project

Kick-Off
Contract Award

/Vision

Plan

Final & Approved:

Business
Requirements

Cost Estimates
Cohort Schedule
Scope of Work
Project Mgt. Plan
Project SLA(s)

‘

= Key Control Story

Define Team
Norms

= Define User Stories

= Estimate Story

® Prioritized Backlog

= Length &number
of Iterations

Points

Release Plan

= Refined
Prioritization: User
Stories

= Acceptance
Criteria

= Task Estimates
Velocity Estimates
= |teration Plan

® Daily Stand-ups

= Completed User

Stories and tasks
= Clarified User Stories

= Customer Validated
User Stories

Iterative Deelopment Cycle

‘ = User Story Tasks

|
L

Report

Risk Tracking
Business Case
Re-review

L

= Change Control

= UserStory = Update Repository
Demonstration * |mplement
® Lessons Learned Solution

Incorporated

Report

= Velocity Tracking = Lessons Learned
= |teration Summary I

|

= Enterprise Project

]
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" Post Go-Live
Warranty

" Lessons Learned
= CSAT

* Project Performance
Summary
* Project Acceptance

® Project Tracking/
Repository Closeout
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CONTROLLING
(Cohort Mgmt.)

Major Reviews & Deliverables

= Co. Relationship Management
= Vendor Coordination

= End-User Training Plan

= |terative QA & Testing Plan

= End-User Rollout Plan

= Enterprise Change Management

= Post-Production Support Plan

= L earning Organization Approach

Cohort Plan & Project Project RFP/ Testing & Training Financial QA Check Financial QA Check Points Production Financial Lessons Operational
Commitments Plan Charter S.OW. Strategy & Schedule Report #1 Point #1 Report #2 #2 & #3 Readiness Report #3 Learned Hand-Off(s)
Authority: Stage Gate Reviews
ENTERPRISE & Project Project Project Project
Vendor Plan
COHORT Reviaw Performance Performance Performance Close
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