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Document Purpose

This document details the formal communication management processes of the stakeholders for the Office of Systems Oversight (OSO) Independent Project Oversight (IPO)/Independent Verification and Validation (IV&V) function.  Furthermore, this document provides the informational exchange framework within and outside the OSO as it pertains to IPO and IV&V.  

Objective

This communication management plan formalizes the process to collect and communicate OSO IPO/IV&V information, status, observations, analysis, findings, recommendations, and reporting to stakeholders in a structured and timely method.  The plan also provides a communication process from the stakeholders to OSO.  It further defines an OSO IPO or IV&V finding or recommendation dispute escalation process to the appropriate entities for resolution.

Furthermore, this plan reduces risk associated with the lack of appropriate and timely IV&V/IPO communications outside OSO.  These risks include such items as CDSS failure to provide adequate IT project IV&V and IPO services possibly resulting in loss of Federal matching funds per the Federal Code of Regulations, Title 45, Public Welfare, Section 307.15, or the non-timely escalation of issues affecting project success.

Background
State of California Executive Order D-59-02 and Management Memo 02-16 assigned responsibilities for Information Technology (IT) management and oversight following the Department of Information Technology (DOIT) “sunset” on June 30, 2002.  Those documents outlined an approach vesting IT management responsibilities with each Department Director, and oversight responsibilities with each Agency.
The Budget Act of 2002 created IT oversight and security functions within the Department of Finance (DOF).  Budget Letter (BL) 08-06 described DOF’s oversight program objectives, roles, and responsibilities of Departments, Agencies, and DOF regarding Statewide IT oversight.  In 2004 the DOF published State Information Management Manual (SIMM) Section 45, Information Technology Project Oversight Framework which provided the oversight framework outlined in BL 02-37.

In 2005, the California Performance Review outlined a restructuring of the Data Centers and their respective roles provided, focusing on improving delivery of health and human services to the people of California.  Prior to 2005, the California Department of Social Services (CDSS) role in IT IPO had been confined to reviewing Independent Project Oversight Reports (IPOR) and forwarding such reports on to the DOF.  On July 1, 2005, CDSS assumed the roles and responsibilities of both IPO and IV&V for statewide IT projects housed at the Department of Technology Services (DTS).  This action subsequently resulted in DTS, the Office of Systems Integration (OSI), and the California Health and Human Services Agency (CHHSA) relinquishing any previously assigned IPO and IV&V roles and responsibilities to CDSS.  

CDSS’ adoption of these IPO and IV&V responsibilities includes compliance with State of California Executive Orders, the State Administrative Manual, SIMM, the California State Information Technology Strategic Plan, and the DOF Information Technology Project Oversight Framework which mandate minimum IPO and IV&V practices.  
In order to carry out its oversight responsibilities, the CDSS created the Office of Systems Oversight (OSO) to be responsible for the CDSS IPO and IV&V function.  Consistent with its assigned function, the OSO is in the process of creating the following documents:
· IPO and IV&V Best Practices applicable for the OSO

· Standards, processes, and procedures to apply the IPO and IV&V Best Practices to CDSS critical IT projects

· Defining and documenting the roles and responsibilities of governmental agencies (DTS, OSI, DOF, Office of the State Chief Information Officer (OCIO), CHHSA) as it relates to the OSO IPO and IV&V functions
· Roles and duties for the OSO staff to perform and implement a CDSS IPO/IV&V function

Stakeholders

For purposes of the communication plan, stakeholders consist of individuals or groups of individuals, internal or external to OSO involved in or affected by a CDSS project IPO or IV&V activity.  Identifying, classifying and understanding the various OSO IPO/IV&V stakeholders, their specific information requirements (both receiving and providing), and their ability to influence and affect outcomes constitutes the first essential step in developing an effective communication process.  This includes defining what tasks require accomplishment via the communication effort for each stakeholder group.  Furthermore, the stakeholder group outcomes can include items such as informing, educating, or facilitating some type of action from the stakeholders.
Description of Stakeholders

Table 1.0 contains a list of stakeholders, their role, and responsibilities as it pertains to OSO IPO/IV&V.

Table 1.0
	Stakeholder
	Role
	Responsibilities

	OSO
	· Perform IPO and IV&V on all CDSS projects requiring IPO or IV&V when deemed necessary
· Review other source organization’s (OSI, DTS) activities as directed by CDSS
	· Evaluate all CDSS projects and determine if a project requires IPO or IV&V

· Create, manage cycle review process, and secure approval of any required CDSS project IPO or IV&V Budget Change Proposals (BCPs), Feasibility Study Reports (FSRs), or Special Project Reports (SPRs)
· Oversight, approval, and technical management of all CDSS project IPO or IV&V procurements (Statement of Work (SOW) and Request for Proposal (RFP) creation, mandatory contractor skill and experience requirements, contractor proposal and skill evaluations, and final contractor selection)

· Perform IPO or IV&V on all CDSS projects requiring IPO or IV&V

· Manage all CDSS project IPO and IV&V contractors
· Review and “confirm complete” all contractor IPO and IV&V findings, recommendations, and corresponding support documentation
· Provide IPO and IV&V findings and recommendations to source (OSI, DTS), project (CDSS), and oversight (DOF, OCIO, Administration for Children and Families (ACF), Centers for Medicare and Medicaid Services (CMS)) organizations

· Certify all contractor IPO and IV&V findings are independent and unaltered by any government entity (excluding State directing contractor to provide additional documentation to support contractor’s findings, or recommendations.  This includes, but not limited to, contractor’s due diligence approach, fact findings, analysis methodology, confirmation techniques, or root cause analysis)
· Provide recommendations on other source organization’s activities as directed by CDSS
· Provide timely status to CDSS CTO of major OSO IPO or IV&V findings and/or issues

· Escalate OSO critical IPO or IV&V findings or recommendations not agreed by source organizations (i.e., OSI, DTS)

	Source organizations (OSI, DTS)
	· Support OSO in IPO and IV&V reviews

· Achieve OSO approval for project implementation activities
	· Provide OSO requested data in order for OSO to perform IPO and IV&V on all OSO IPO and IV&V identified projects

· Provide OSO meeting notices, supporting documentation, and meeting minutes for project related planning or status sessions associated with OSO IPO and IV&V projects
· Develop rationale for all IPO and IV&V issues resulting from an OSI or DTS dispute with any OSO IPO and IV&V finding and/or  recommendation

· OSI or DTS secure CDSS, Agency, DOF, OCIO and Federal Funding Agency (if applicable) approval for OSI or DTS non-acceptance of any OSO IPO and IV&V finding and/or recommendation

· Implement all CDSS dispositioned approved OSO IPO and IV&V recommended actions 

	County Partners (individual counties, county consortia and the Joint Powers Authorities) – if applicable
	· Support OSO in IPO and IV&V reviews

· Review and respond to all OSO IPO and IV&V findings
	· Provide OSO requested data in order for OSO to perform IPO and IV&V on all OSO IPO and IV&V identified projects
· Provide OSO meeting notices, supporting documentation, and meeting minutes for project related planning or status sessions associated with OSO IPO and IV&V projects

· Develop rationale for all IPO and IV&V issues resulting from an OSI or DTS dispute with any OSO IPO and IV&V finding and/or recommendation

· Participate in all IPO and IV&V finding escalation proceedings

· Notify appropriate county entities of disposition of findings when appropriate, especially escalation issues

· Implement all CDSS dispositioned approved OSO IPO and IV&V recommended actions

	ISD
	· Review all OSO IPO and IV&V findings and recommendations
	· Presentation and escalation forum for all IPO and IV&V issues not resolved between OSO and source organizations (OSI, DTS)
· ISD will not modify or delete an IPO or IV&V finding or recommendation

	CDSS (Project Sponsor)
	· Review all OSO IPO and IV&V findings and recommendations
· Determine final issue disposition
	· Presentation and escalation forum for all IPO and IV&V issues not resolved by ISD between OSO and source organizations (OSI, DTS)

· Determine final issue disposition of all OSO IPO and IV&V issues not resolved between OSO and source organizations

· Develop CDSS acceptability rationale for all issues resulting from dispute with any OSO IPO and IV&V finding and/or recommendation

· Review with HHSA all CDSS issues and associated CDSS acceptability rationale resulting from dispute with any OSO IPO and IV&V finding and/or recommendation

· Provide to DOF (and Federal Oversight Agencies if applicable) all CDSS issues and associated CDSS acceptability rationale resulting from dispute with any OSO IPO and IV&V finding and/or recommendation 

· CDSS will not modify or delete any IPO or IV&V finding or recommendation

	DOF, OCIO
	· Review OSO IPO and IV&V findings
	· Review all OSO IPO and IV&V findings and recommendations
· Review all CDSS issues and rationale resulting from dispute with any OSO IPO and IV&V finding and/or recommendation

	Federal Oversight Agencies
	· Review OSO IPO and IV&V findings for CDSS programs receiving Federal funding
	· For programs receiving Federal funding:

· Review all OSO IPO and IV&V findings and recommendations

· Review all CDSS issues and associated rationale resulting from dispute with any OSO IPO and IV&V finding and/or recommendation


Formal Internal Communication

Critical OSO internal discussions require formality to ensure proper procedure and process consistency across all OSO IPO/IV&V projects.  Confirming a standardized communication process across projects provides a timely and uniform forum to maximize status, work plans, issue, risk, and project success prediction efficiency and effectiveness.  Table 2.0 reflects the formal IPO/IV&V internal communication activity within OSO.

Table 2.0
	Topic
	Purpose
	Participants
	Freq
	Media
	Dependencies

	OSO and IPO/IV&V contractor meetings
	· Ensure OSO IPO/IV&V contractors adhere to contractual performance and deliverable expectations

· Reviewing contractor findings and recommendations

· Confirming adequate documentation provided to support contractor’s findings, or recommendations (includes, but not limited to, contractor’s due diligence approach, fact findings, analysis methodology, confirmation techniques, or root cause analysis)
	OSO IPO/IV&V contractor project manager and contractor
	Weekly
	Oral and written presentation
	OSO IPO/IV&V contractor’s findings, and recommendations

	OSO Staff Meeting
	· Ensure IPO/IV&V proper procedures and processes applied consistently across all OSO IPO/IV&V projects

· Maintain a lessons learned library to confirm project impacting instances not repeated among other OSO projects
	All OSO IPO/IV&V contract managers and OSO manager
	Weekly
	OSO Project Status Sheet
	OSO and IPO/IV&V contractor meetings


Formal External Communication
Formal external communication provides the prescribed environment and structure to fully inform key stakeholders of OSO IPO/IV&V project status, work plans, issues, risks, and project prediction success viability.  Table 3.0 reflects the formal IPO/IV&V external communication activity for the OSO function.

Table 3.0
	Topic
	Purpose
	Participants
	Freq
	Media
	Dependencies

	OSI or DTS project planning or status meeting
	OSI or DTS providing OSO all OSI or DTS project planning, status, issues, or risk meeting notices, support documentation, and meeting minutes for all CDSS OSO IPO or IV&V projects
	OSI, DTS and OSO
	As required
	Email, electronic files, printed documentation
	OSI and DTS providing OSO:

· Meeting notices (1) week prior to meeting occurrence

· Meeting support material (1) week prior to meeting occurrence

· Meeting minutes no later than (1) week post meeting occurrence

	OSO/OSI or DTS IPO and IV&V Meeting or Independent Project Oversight Review (IPOR)
	Provide OSI or DTS the OSO IPO and IV&V findings and/or recommendations    Opportunity for OSI or DTS to:

· Communicate, assemble, and submit to OSO any additional facts to address a disputed OSO IPO or IV&V finding and/or recommendation for further OSO IPO or IV&V finding and recommendation analysis
	OSO IPO/IV&V project manager, OSO IPO/IV&V contractors (if required) and OSI or DTS project managers
	Monthly (or as required)
	OSO written presentation
	OSO IPO/IV&V contractor’s findings and recommendations

	OSI or DTS, ISD, OSO IPO and IV&V Meeting or IPOR
	Provide CDSS CIO the OSO IPO and IV&V findings and recommendations

· Opportunity for OSI or DTS to present rationale for any OSO IPO or IV&V result and/or recommendation disputed by OSI or DTS
· Presentation and escalation forum for all IPO and IV&V issues not resolved between OSO and source organizations. (OSI, DTS)

· CDSS CTO will not modify or delete an IPO or IV&V finding or recommendation 
	OSO IPO/IV&V project manager, OSI or DTS, and CDSS CTO
	Monthly (or as required)
	OSO (and OSI/DTS) written presentation
	OSO/(OSI or DTS) IPO/IV&V meeting

	OSI or DTS, CDSS  (Project Sponsor), OSO IPO and IV&V Meeting or IPOR
	Provide CDSS (Project Sponsor) the OSO IPO and IV&V findings and recommendations (i.e., IPOR, etc.).  

· Opportunity for OSI or DTS to present rationale for any disputed OSO IPO or IV&V finding and/or recommendation 

· Presentation and escalation forum for all IPO and IV&V issues not resolved between OSO and source organizations. (OSI, DTS)

· Determine final issue disposition of all OSO IPO and IV&V issues not resolved between OSO and source organizations

· CDSS develop acceptability rationale for all issues resulting from dispute with any OSO IPO and IV&V finding and/or recommendation

· CDSS will not modify or delete any IPO or IV&V finding and/or recommendation
	OSO IPO/IV&V project manager, OSI or DTS, and CDSS (Project Sponsor) 
	Monthly (or as required)
	OSO (and OSI or DTS) written presentation
	OSI or DTS, ISD, OSO IPO and IV&V Meeting

	DOF, OCIO,  Feds, OSO,   CDSS IPO and IV&V Meeting or IPOR
	· Review all OSO IPO and IV&V findings and recommendations

· Review all CDSS acceptability rationale for all issues resulting from dispute with any OSO IPO IV&V finding and/or recommendation
	DOF, OCIO, Feds, OSO, CDSS
	When Required
	Written Presentation
	CHHSA, CDSS, OSI or DTS, OSO IPO and IV&V Meeting

(if required)


Other Communication

OSO State staff is not allowed communication with any public or private media unless prior approval or direction granted from the CDSS Director’s Office.  If a public or private news or print media requests an OSO interview, or any information related to the CDSS, the OSO Manager shall contact the ISD Chief Technology Officer (CTO), who will contact the CDSS Public Information Officer.  The CDSS Director’s Office will determine who will be responsible for responding to the inquiry.

OSO shall require all OSO State staff and IPO/IV&V contractors sign a confidentiality agreement prior to initiating any formal contract effort.  The OSO confidentiality agreement shall include language prohibiting an OSO IPO or IV&V contractor from communicating with the public or private media about OSO contract effort unless prior approval granted from the OSO Office Manager.  If a public or private news or print media requests an OSO contractor interview, or simply information, the OSO contractor shall contact the OSO Office Manager, who will determine who will be responsible for responding to the inquiry. 
Escalation and Awareness Process

The escalation process ensures a disposition process and awareness platform for OSO IPO or IV&V issues not resolved between OSO and the source organizations (DTS, OSI).  OSO intends to negotiate mutual agreement for OSO IPO/IV&V disputed issues at its level.  However, when resolution becomes improbable, such issues shall be escalated timely ensuring no negative OSO supported CDSS project impact.  
The escalation process provides a communication process for discussion, understanding, and issue disposition.
  The escalation process provides for three important objectives:

1. Requiring additional OSO IPO/IV&V fact finding and recommendation analysis detail for further CDSS understanding.

2. CDSS/Program to develop a risk analysis, mitigation, and contingency plan for any OSO IPO or IV&V finding and/or recommendation disputed by CDSS.
3. Presenting to the Oversight Control Agencies (DOF, OCIO, ACF, CMS, etc) the CDSS position for any IPO or IV&V recommendation not implemented.
The process consists of two separate escalation forums and one position presentation forum:

Escalation Forum Number One: ISD

The forum, chaired by the CDSS CTO, provides an opportunity for the CDSS CTO to understand the different IPO or IV&V recommendation positions, and their respective rationales, from OSO and the source organizations (OSI or DTS).  This forum’s objective consists of the CDSS CTO to achieving mutual agreement between OSO and the source organizations (OSI or DTS).  Once mutual agreement achieved, OSO will inform the CDSS Project Sponsor of the recommendation for their subsequent review and approval.  If this forum fails to achieve a mutual agreement, then the discussion escalates to the next level.
Escalation Forum Number Two: CDSS

The forum, chaired by the CDSS Project Sponsor, provides an opportunity for the Project Sponsor to further understand the different IPO or IV&V recommendation positions, and their respective rationales, from OSO and the source organizations (OSI or DTS).  The CDSS Project Sponsor requires a “position statement” from the previous forum’s chair (CDSS CTO).  This position statement provides a recommendation from the CDSS CTO as to the disposition of the IPO or IV&V issue.  This CDSS Project Sponsor forum decides the disposition of the OSO IPO or IV&V recommendation.  If this forum disapproves the OSO IPO or IV&V recommendation, the CDSS Project Sponsor creates the rationale explaining why the issue(s) are acceptable within CDSS.  This CDSS Project Sponsor acceptability rationale shall be reviewed and approved by the CDSS Chief Deputy and CHHSA.
Position Presentation Forum: DOF, OCIO, and Federal Oversight Agencies (if applicable)
The forum, presided over by DOF, OCIO, or Federal Oversight Agencies, provides an opportunity for DOF, OCIO, and Federal Oversight Agencies to understand OSO IPO or IV&V finding(s) and recommendation(s), and CDSS’ rationale as it relates to the CDSS non-implementation of the IPO or IV&V recommendation(s).
Glossary
	Administration for Children and Families
	An organizational division of the U.S. Department of Health and Human Services (or any successor governmental entity), which is the federal sponsor for Child Welfare Services and the Statewide Automated Child Welfare Information System (SACWIS).

	American National Standards Institute
	A nonprofit organization actively engaged in accrediting programs that assess conformance to standards (e.g., ISO 9000).

	California Department of Social Services
	This department provides direction and oversight to 58 counties that provide aid, services and protection to needy and vulnerable children and adults in California.

	California Health and Human Services Agency
	The State agency with administrative authority for fiscal and programmatic policy for health and human services.

	Centers for Medicare and Medicaid Services
	An organizational division of the U.S. Department of Health and Human Services (or any successor governmental entity), which is the federal sponsor for In Home Supportive Services (IHSS) and Case Management Information and Payrolling System (CMIPS)

	Department of General Services
	The California administrative agency responsible for the procurement of State goods and services.

	Department of Technology Services
	Newly formed State department consolidating the functions of the former Health and Human Services Data Center, Teale Data Center, and the Telecommunications Division of the Department General Services

	Independent Project Oversight
	Structured and objective project examination being independent of the project development and system integration organization.  Independent Project Oversight determines formal project management processes completely established, adhered, and fully communicated throughout the project lifecycle.  It includes independent risk identification and mitigation, project success prediction estimation, issue root cause analysis, process enhancement, value-add contribution, and communication awareness.

	Independent Verification and Validation
	Systems engineering process being independent of the project and system integration organization, employing rigorous methodologies for evaluating the correctness and usability of the software product throughout the entire project lifecycle.

	Information Technology Procurement Plan
	A DGS mandated document describing the strategy the project office will use (e.g., firm-fixed price, cost-plus) in procuring goods and services from a contractor.  It is prepared in conjunction with the Feasibility Study Report or initial Implementation Advance Planning Document.  DGS controls the document format.

	Information Technology
	Includes but not limited to, all electronic technology systems and services, information handling, system design and analysis, conversion of data, computer programming, information storage and retrieval, telecommunications which include voice, video, and data communications requisite system controls, simulation, and electronic commerce.

	Maintenance & Operations
	Used to denote a phase in a project systems development lifecycle or type of related contract related to the preservation and continuation of IT support after the project completed primary software development and release.

	Office of the State Chief Information Officer
	Office within the State of California that defines the information technology delegated cost threshold

	Office of Systems Integration
	Office within the California Health and Human Services Agency responsible for the management of the Agency’s largest and most complex information technology projects.

	Office of Systems Oversight
	Responsible for performing Independent Project Oversight or Independent Verification and Validation on all CDSS projects deemed necessary.

	Project Management Body of Knowledge
	The Project Management Institute’s documented knowledge associated with proven traditional project management practices, including published and unpublished material.

	Procedure
	Written formalized description of a course of action to perform a given task.  

	Process
	Written description of a sequence of steps for a given purpose.

	Project
	Planned undertaking regarding an endeavor undertaken to create a unique product or service.

	Project Sponsor
	CDSS executive authority responsible for ensuring project-related program policies implemented.  Communication regarding project status and all program policies and decisions on issues with statewide impact is conducted in coordination with the project manager and the Office of Systems Oversight.

	Quality Assurance
	Planned and systematic pattern of actions required to provide adequate confidence that an item or product conforms to established technical requirements.

	Risk
	A current or potential circumstance(s) producing an event that potentially impacts a project’s scope (product or service), schedule (timeline), or resources (staff, equipment, or budget).

	Risk Assessment
	Continuous process performed during all phases of system development to provide an estimate of the damage, loss, or harm that could result from failure of any IT system good or service.

	Validation
	Evaluating a project throughout the project lifecycle ensuring compliance with project and software requirement’s expectations (“building the right product”).  Ensures: 1) expected project and software behavior when subjected to anticipated events; 2) no unexpected project or software behavior when subjected to unanticipated event; 3) system performs to the customer’s and user’s expectations under operational conditions.

	Verification
	Process of determining whether or not the products of a given project lifecycle phase fulfill the requirements established during the previous phase.  This includes the product is internally complete, consistent, correct, and supports the next project lifecycle phase (“building the product right”).

	Stakeholder
	Entities providing project management requirements input and having personal interest in the project’s successful completion.


Acronyms
	Acronym
	Definition

	ACF
	Administration for Children and Families

	ANCI
	American National Standards Institute

	BCP
	Budget Change Proposal

	CDSS
	California Department of Social Services

	CHHSA
	California Health and Human Services Agency

	CMS
	Centers for Medicare and Medicaid Services

	CTO
	Chief Technology Officer

	DGS
	Department of General Services

	DOF
	Department of Finance

	DTS
	Department of Technology Services

	FSR
	Feasibility Study Report

	IEEE
	Institute of Electrical and Electronics Engineers

	IPO
	Independent Project Oversight

	IPOR
	Independent Project Oversight Report

	IV&V
	Independent Verification and Validation

	IT
	Information Technology

	M&O
	Maintenance and Operations

	PMBOK
	Project Management Body of Knowledge

	PMI
	Project Management Institute

	QA
	Quality Assurance

	OCIO
	Office of the State Chief Information Officer 

	OSI
	Office of Systems Integration

	OSO
	Office of System Oversight

	RFP
	Request for Proposal

	SIMM
	State Information Management Manual

	SOW
	Statement of Work

	SPR
	Special Project Report
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� CDSS is accountable for developing all rationale disputing any OSO IPO or IV&V finding or recommendation.  Such accountability cannot be delegated to source organizations (DTS or OSI).


� This escalation process does not provide for any State entity to modify or delete an IPO or IV&V finding or recommendation.
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