4.0 Acquisition Methodology Steps

4.1 Overview of Acquisition Process

The proposed acquisition methodology and procurement vehicles selected are primarily driven by the business needs of CDVA and research of products available in the market that can support CDVA’s functional needs for the VHIS project. 

For the solution vendor services, CDVA will conduct business based procurements using a traditional Request for Proposal (RFP) process that facilitates open competition within the market place. It is anticipated that the procurement process will take 12 months to execute, including selection of support vendors (Project Manager, Independent Project Oversight Consultant and Independent Verification and Validation).  The selected prime contractor will provide all the required functionality and third party software products as well as the requisite implementation services to configure and integrate the systems and integrate them into the CDVA environment.

Procurement activities will secure separate vendors for the following:

· Procurement Support – MSA/Leveraged Procurement Agreement Exemption Request (LPAER)

· Independent Project Oversight Consultant (IPOC) - RFP

· Independent Verification and Validation (IV&V) - RFP

· Project Manager - RFP

· Hardware - CSSI

Six separate procurements will be executed and will overlap where appropriate to ensure that there is no negative impact to the critical path.  CDVA will abide by all germane State of California procurement policies and procedures when securing these vendors.

4.2 Proposed Acquisition Methodology

The procurement methodology outlined below shows the manner by which CDVA will procure the necessary products and services to achieve the objectives of the VHIS project.  The steps listed below represent the high-level activities that must be accomplished to secure vendors for CDVA’s VHIS project.

4.2.1 Solution Provider (Prime Contractor)

The Solution Provider vendor will be procured using a traditional RFP.  An overview of the steps involved in this process is provided below:

· Define Requirements – Using the FSR as a starting point, develop detailed functional, technical, administrative, implementation, and service support requirements for inclusion in the Solution Provider RFP

· Develop and Release RFP – The RFP will be developed with assistance from the procurement assistance vendor and, at a minimum, will include:

· Introduction and Overview of VHIS project 

· Rules Governing Competition

· Description of current environment, future environment, and goals for the VHIS project

· Administrative requirements 

· System requirements, including functional, technical, hardware, implementation, and service and support requirements 

· Statement of Work

· Pricing requirements and guidelines

· Proposal format guidelines

· Demonstration requirements

· Evaluation plan and criteria

The RFP will be released to any and all vendors in accordance with the rules associated with a traditional procurement.

· Evaluate Draft Proposals – Upon receipt of Draft Proposals from vendors, the Evaluation Team will evaluate proposals based on the structured evaluation process outlined in the RFP. The Draft Proposal ensures that no technical, administrative or clerical errors will unduly eliminate a vendor prior to submission of the Final Proposal. The Draft Bids will not be scored, but will be evaluated to:

· Identify any “qualifiers” or conditions placed on the proposal (conditional proposals are not acceptable)

· Identify non-responsive or defective proposal elements

· Identify elements that require additional clarification

· Identify elements that demonstrate a lack of responsibility

· Identify elements that introduce potential risk.

· Conduct Confidential Discussions – The Draft Proposal will be followed by confidential vendor discussions, during which the proposal and any administrative requirements would be discussed concurrently. CDVA will evaluate Draft Bids in order to provide vendors with constructive feedback on their Draft Proposals. The Evaluation Team will meet with the Vendor to discuss the Vendor’s Draft Proposal, to include:

· Communication to Vendors of areas of concern within the Vendors Proposals

· Identification of requirements not included in the RFP that need to be included as a RFP Addendum.

· Hold Vendor Demonstrations – Vendors will be required to demonstrate solutions proposed in order to provide compliance with CDVA’s requirements and educate Evaluation Team members about solutions being proposed.  These demonstrations will not be scored.

· Questions and Answers – Vendor and State Questions/Answer sets will be developed at various points within the overall RFP process. Vendors will be permitted to submit written questions prior to submission of Draft Proposals; the State will provide vendors with questions on Draft Proposal submissions that will be discussed during confidential discussions; the vendor will be permitted to ask questions during the solution demonstrations. The purpose of these question/answer forums will be to refine/revise requirements within the RFP such that final vendor proposals will be compliant with State requirements. CDVA may determine that additional question/answer forums are necessary.

· Evaluate Final Vendor Proposals – Final proposals will be accepted by CDVA following completion of the Q&A Period and the allowance of time for vendors to complete their proposals.

· Solution Evaluation – The CDVA Evaluation Team will conduct a structured evaluation, in accordance with established evaluation procedures. Both non-cost factors and costs will be evaluated in accordance with State contracting policies.  

· Cost Opening – The CDVA Evaluation Team will conduct a public session where cost proposals will be opened. 

· Contract Award – Pending successful contract finalization with the selected vendor, CDVA will award the VHIS project contract. 
The CDVA has determined that the preceding procurement methodology will provide the State with a robust RFP process that will ensure best value, while mitigating risks associated with vendors unfamiliar with State of California procurement rules.  A diagram of this procurement methodology is provided in the figure below.

Figure 1. Recommended Procurement Steps for the CDVA VHIS project  
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4.2.2 Project Manager, IV&V Vendor, and IPOC Vendors

For the acquisition of the Project Manager, IV&V vendor and IPOC Vendors an RFP will be utilized.  The following steps will be employed to secure vendors for these services:

· Develop Statement of Work (SOW)

· Develop Evaluation and Selection Plan and Criteria

· Develop Remaining Sections of RFP

· Release RFP

· Receive Proposals

· Proposal Evaluation

· Cost Opening

· Contract Award

For all of these acquisitions, the general procurement steps listed above will be utilized.  Inclusion or exclusion of specific steps will depend on the nature of the procurement and CDVA departmental procurement standards and procedures.  

4.2.3 Procurement Assistance and Hardware 

For the acquisition of procurement assistance and hardware vendors required for the VHIS project MSA/LPAER for services and CSSI for Hardware contracting vehicles will be utilized and the following steps will be employed to secure vendors for these services:

· Develop Statement of Work (SOW)

· Develop Evaluation and Selection Plan and Criteria

· Develop Remaining Sections of RFO

· Release RFO

· Evaluate Offers

· Select Vendor

For Hardware, CSSI will be utilized, unless it is determined by the solution vendor that there will need to be a hardware integrator, at which time other standard procurement options may be utilized.

4.2.4 Benefits of Proposed Acquisition Strategy

For the VHIS solution vendor selection process, a multi-step procurement process provides CDVA with a thorough process to secure one of the solutions in the market that can meet its needs.  For the acquisition of the Project Manager, IV&V Vendor and IPOC vendor the RFP process provides best assurance of obtaining cost effective service proposals.  For the  acquisition of other required vendor services, the proposed acquisition strategy capitalizes on the pre-qualification steps conducted by the State as well as the standard terms and conditions and pre-negotiated prices of the MSA, CSSI and CMAS vehicles.  

Additional benefits are listed below, grouped by three primary project components, schedule, resources, and cost.  

Schedule

· For the acquisition of the procurement assistance, CDVA will only need to work with pre-qualified contractors, conserving several months of time and effort associated with researching potential vendors.

· Utilization of the comprehensive base of administrative requirements inherent in the MSA, CSSI and CMAS vehicles will reduce time as well.  CDVA will only need to develop requirements unique to the project support activities.

Resources

· The procurement assistance vendor will ensure that CDVA takes advantage of all opportunities afforded under State procurement rules so that the State can maximize its investment in the VHIS solution vendor. 

· The selected acquisition methods will conserve CDVA time and resources by expediting the acquisition process.

Cost

· Utilization of CSSI, CMAS and IT MSA contracts enables CDVA to avoid unnecessary costs that could be incurred through use of other procurement vehicles.

· CDVA requirements can be met by many vendors, so open competition may lead to vendor proposals that have reduced solution costs in order to remain competitive.

4.3 Solicitation Key Action Dates

The following table provides an overview of the key action dates for the duration of the VHIS project.  Estimated action dates are largely dependent on the successful completion of preceding steps and are therefore subject to change.

Table 1. VHIS Key Action Dates

	Action
	Action Date

	Phase 1 – Initiation and Planning
	

	· Solicit Vendor to Assist with RFP and Selection Assistance
	3/1/07

	· Develop RFPs for Project Manager, IPOC and IV&V
	3/30/07

	· Gain RFP Approvals from DGS
	4/20/07

	· Release RFPs for Project Manager, IPOC and IV&V
	4/30/07

	· Select Support Vendors (IPOC and IV&V)
	6/1/07

	· Select Project Manager
	6/1/07

	Phase 2 – Procurement
	

	· Develop RFP for VHIS Solution
	8/3/07

	· Gain RFP Approval from DGS
	8/31/07

	· Release VHIS Solution RFP
	9/3/07

	· Receive Draft Proposals from Bidders
	1/11/08

	· Receive Final Proposals from Bidders
	3/7/08

	· Evaluate Proposals
	3/7/08

	· Develop SPR (if required)
	5/30/08

	Phase 3 – System Development
	

	· Procure Development Hardware
	6/30/08

	· Develop IT Infrastructure Plan
	8/1/08

	· Procure System Hardware 
	9/30/08

	Phase 4 – System Implementation
	

	· Procure Implementation Hardware
	12/31/08

	· Complete Planning Activities
	1/30/09

	· Install Equipment
	1/12/09

	· GLAVC Satellite Homes Go Live
	4/2/10

	· Implement GLAVC West LA Home
	5/27/10

	· Implement Chula Vista Home
	7/16/10

	· Implement Barstow Home
	10/29/10

	· Implement Yountville Home
	1/7/11

	· Complete Phase 4
	1/7/11

	Phase 5 – Maintenance and Operations
	

	· Maintain and support hardware and software
	7/1/12

	· Complete Phase 5
	7/1/12


4.4 Evaluation Factors

4.4.1 Solution Provider (Prime Contractor)

CDVA will establish an evaluation plan to provide the State with the best value for the VHIS project. The RFP will contain mandatory pass/fail requirements, scorable requirements, desirable requirements and priced options.  The evaluation plan will include a comprehensive evaluation of the qualifications of the vendors, the business solution being offered and solution cost. Table 2 provides a brief outline of the proposed evaluated elements and the proposed weighting for each, where applicable. 

Table 2. VHIS Project Evaluation Criteria

	Evaluation Categories
	Method/Weight

	· Content Validation
	· Pass/Fail

	· Administrative Requirements 
	· Pass/Fail

	· Technical Requirements Response
	· Pass/Fail

	· Functional Requirements Response
	· Pass/Fail

	· Implementation Requirements Response
	· Pass/Fail

	· Service Support Requirements
	· Pass/Fail

	· Bidder Qualifications



	· 15%

	· Project Experience


	

	· Industry Experience
	

	· Application Experience
	

	· Financial Stability
	

	· Project Team Organization and Staffing

	

	· Business Solution Assessment
	· 30%

	· Technical Approach/Assessment
	

	· Functional Approach/Assessment
	

	· Implementation Approach/Assessment
	

	· Service Support Assessment
	

	· Warranty Provisions
	

	· Desirable Items
	· 5%

	· Cost
	· 50%


The specific evaluation standards for each category will be created based on the CDVA VHIS project team input, program and project goals, recommendations from the procurement assistance vendor, and industry best practices.

4.4.2 Procurement Assistance, Project Management and IPOC Vendors, and Hardware

For the acquisition of procurement assistance, project manager, IPOC, IV&V and hardware vendors required for the VHIS project, CDVA will establish evaluation criteria to provide the State with the best value for each contracts.  The specific evaluation standards for each category will be created based on the CDVA project team input, program and project goals, recommendations from the CDVA procurement specialists and industry best practices.  The categories that will be assessed in each area are shown in Table 3.

Table 3. Vendor Evaluation Criteria for Procurement Assistance, Project Management, IPOC Vendors and System Hardware

	Procurement
	Evaluation Criteria

	Procurement Assistance, IPOC and IV&V
	· 25% Bidder Qualifications

· 25% Quality of Proposed Services

· 50% Cost

	Project Management
	· Pass/Fail Qualifications

· 15% Prior implementation experience.

· 25% Experience managing projects of similar size, scope and complexity.

· 10% Experience managing projects for State of California agencies.

· 50% Cost


4.5 Procurement Summary

The following table summarizes the products to be acquired, estimated contract values (both one-time and annual ongoing) and proposed procurement vehicle to be used.  

	Procurement
	Quantity
	Contract Value
	Contract Term
	Procurement Vehicle

	Solution Provider (Prime Contractor)
	1
	$12,019,740

	5 years

	RFP

	Procurement Assistance Vendor
	1
	$646,250
	2 years
	MSA/LPAER

	Project Manager
	1
	$1,750,000
	4 years
	RFP

	IPOC Vendor
	1
	$1,181,250
	4 years
	RFP

	IV&V Vendor
	1
	$1,750,000
	4 years
	RFP

	Hardware
	1
	$3,104,608

	5 years

	CSSI


� Includes software licensing fees of $2,173,500, software maintenance fees of $1,363,240 and prime contactor services fees of $8,483,000.


� Includes software maintenance through FY 2011/12.


� Includes 4 years of hardware maintenance totaling $410,686.


� Includes hardware maintenance through FY 2011/12.





