IACP Session 3 Day 1 (RFP) Process Administration
	Slide 1
	


· Introduce yourself.

· Welcome to Session 3, Day 1 of the Intermediate Acquisition Certificate Program.  Give to students:
Name and background

Emergency phone numbers 

Exit Procedure Information

Restroom locations

Cafeteria location

Break info

· Remind them that there is no food allowed in this room.  Drinks with lids are okay.  As you would in your office, please be careful with the drinks since we will be working around computers during this training session.
· Let’s go around the room starting from this spot and tell the class who you are, what agency you are form, and your experience at handling a formal IT solicitation before?  (Summarize response.)
· You all should have a workbook binder.  It is organized by day with notes pages and handouts separated by turquoise colored sheets.  As we do exercises, you will be using the handouts.  All handouts for the 3 Day 1 exercises can be found behind the Day 1 note pages.  All handouts for the 3 Day 2 exercises can be found behind Day 2 note pages. The handouts are numbered by exercise for easy reference.    For example, Handout 1-x may be found Day 1 Exercise 1 Material.  Handout 4-x can be found in the Day 2 Exercise 1 Material, etc.  As we do an exercise, you may be given additional handouts which you can add to the workbook when we are finished with that exercise.  They are also numbered for easy placement.
· Just to start this session on a funny note, let me read a Dilbert comic strip for you.  (Bring up Dilbert pdf file on class screen and read lines.)   Today we will be learning about the RFP process and how to administer it so we don’t have to be “.

Just to set the stage, let’s talk about the purpose of this module before we dive into the particulars of solicitation process administration.
Session Purpose
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Information technology (IT) solicitations can be difficult and complex depending upon a number of factors, some of which are not necessarily under your control.  One of the controllable factors is the knowledge of the process and tools available.  This 2-day session will focus on the proper handling of a straightforward IT solicitation using a Request for Proposal format.  We will discuss the process rules and tools, which will give you a strong foundation for handling competitive IT solicitations.  Through handouts and exercises, this session should give you a sense of how to apply the maze of rules and available tools to obtain competitive proposals consistently.  Advanced issues and more difficult solicitations will be addressed in future advanced training.  So sit back and get ready to dive into the world of competitive IT solicitations, the way it should be handled as best practices. 
Day 1 Objectives
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Day 1 objectives are to:
· Identify the rules governing the RFP process and its application in various situations.

· Organize a RFP effort.

· Create an Evaluation & Selection Team Procedures Manual.
We will look at the rules governing the RFP process and use them to guide us through the solicitation process.  We will then focus on the organizational aspects of the RFP effort to get a sense for what is involved and the commitments necessary for success.  And finally we will create an Evaluation & Selection Team Procedures Manual for an RFP, one that you can take with you to use as a template in future successful RFPs.
Day 2 Objectives
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Day 2 objectives are to:
· Practice handling typical documents & activities of a competitive IT procurement.

· Facilitate confidential discussions with RFP participants.

· Maintain procurement integrity.

Initially in Day 2, we will look at the typical documents and activities of a RFP process and learn how to use the E&S Team Procedures Manual to handle these documents.  We will then focus in on the Confidential Discussion and gain some practice and insight into how to conduct one and the effort involved.  And finally, we will address a topic that is key to a successful procurement process and yet somehow seems so distant from the daily grind of a procurement office - integrity.  We will discuss ways to maintain procurement integrity and keep you away from bad press these days.
Today’s Schedule
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_______________________________________________________________

This slide shows the topics for discussion today.

· Setting the Stage
· Rules of Engagement
· Commencing the RFP Process

· Evaluation & Selection Team Procedures

· Session Review

If our plans succeed, you will have a handy tool by the end of the day to help you in future RFP efforts – a template for future Evaluation & Selection Team Procedures Manuals.
 Setting the Stage
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_______________________________________________________________
Question:  How many of us have taken the Basic Certificate Program?  (If any student does not raise their hand, need to check why they are enrolled in this class.)  

Briefly, in the Basic Certification Program, we were introduced to the competitive solicitation process.  In Sessions 1 & 2 of the Intermediate Acquisition Certification Program, we addressed the typical activities in acquisition planning and RFP development.  In this session (Session 3) we will describe the overall RFP process but will focus on that part of the process starting w/ commencement of the solicitation process and ending with receipt of final proposals.  Sessions 4 & 5 will cover those activities occurring after receipt of Final Proposals up to contract award.  Also, workshops will address more involved aspects of the solicitation process such as conducting bidder conferences, site visits & demonstrations, dispute resolution as well as risk assessment and financial analysis. 
Basic Certificate Program
	Slide 7
	


More specifically, in the Basic Certificate Program, you received training on how the State obtains offers to contract called proposals, bids and quotes.  For the remainder of the training, I will refer to them all as proposals.  We will be using a RFP issued in November 2005 as a model for discussion from time to time and samples of other documents from other RFP’s as well.
As you may recall, in the Basic Certificate Program,
· The acquisition process was introduced and some topics such as timeframe, authority and approvals, funding, and contract management and roles & responsibilities were briefly covered.
· We learned that government operates only with written authority and were given an overview of acquisition rules, including what is considered information technology.
· Basic solicitation process actions were addressed.

· Maintaining integrity was briefly mentioned.

· And lastly, documentation needs were also briefly mentioned.
In this session we will be talking about these same topics, but in more detail.  This detail will be supplemented with exercises such that you will feel more comfortable conducting a RFP process yourself.  There should be fewer mysteries surrounding the IT acquisition process when we are through.  Also, by knowing this information, you should be better able to adapt to future solicitation process changes as well.
Session 1 – Acquisition Planning
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In Session 1 of this Intermediate Acquisition Certificate Program (IACP) you learned (among other things) that:

· IT definition is published in SAM 4819.2.
IT projects need prior approvals and written documentation (e.g. Feasibility Study Report, Information Technology Procurement Plan) and compliance with Statewide Information Management Manual (SIMM) and/or State Telecommunications Management Manual policies.  A Certification of Compliance with (State IT) Policies may be required.  As an example, an ITPP is required when a project is high risk and costs over $100,000.

· SCM v3 is a great resource for IT acquisition policies and how to navigate it.  For instance, if you had to find policy related to Strategically Sourced Contracts – Exemptions, you can browse the SCM v3 online to find it in 5.D2.3 – i.e. Chapter 5, Section Topic D2, and Item 3.

· Other solicitation activities such as bidders conference and site visits may be necessary.
Session 2 – RFP Development
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In Session 2 of this Intermediate Acquisition Certificate Program, you discussed the key considerations in RFP development.  You learned about:
· Key Action Dates and that the time intervals between dates are impacted by the number of suppliers, events, discussions, addenda, etc.
· RFP requirements need to be clear, concise and complete.  Vague requirements generally lead to poor solutions. 
· RFP contains applicable policies and procedures.
Future Sessions & Workshops
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In this session we will identify all the typical documents and activities of a competitive solicitation process.  As we mentioned before, we will describe the overall solicitation process but will only delve into those that occur after the Acquisition Planning and RFP Development steps and up to the receipt of Final Proposals.  Session 4 Evaluation & Session 5 Selection will cover those documents and activities occurring thereafter.  Also, workshops covering bidders’ conference, site visits & demonstrations, dispute resolution, and risk assessment & financial analysis will be offered as well as other solicitation process topics for more particulars.
Moving Along
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We have just completed a memory refresh and set the stage for learning more.  The next section covers the Rules of Engagement.
Rules of Engagement
	Slide 12
	


From our prior political science or legal training, we know that, in government, we are authorized to do things in our jobs by rules promulgated in the form of laws, regs, policies, and procedures.  In this section we will be looking at the laws (codes & case law), policies and procedures and how they are applied in common RFP circumstances.  We will cover the authority that you operate under when you conduct a competitive solicitation process and show you what the rules are and where you can find them.  
Let’s start by looking at a pyramid chart you saw in the Basic Certificate Program training.   (Ask students to look at Handout 1-1 in the workbook.)  

If you can recall, the highest level of authority is the Constitution.  Below that we have codes and case law, then regulations, and finally policies and the procedures to implement all the rules.  For IT solicitation rules, there are no regulations, except in the protest area.  What we rely on mostly is that all IT “policies, procedures, and methods” are set forth in the State Contracting Manual (by law).  In looking for flexibility in any rules, it is important to remember is that policies and procedures are easier to change than regulations, which are easier to change than law.
For common IT circumstances like RFP publication, late proposals, protests, proposal submission, rules promulgated over the last few decades cover them.  We will explore them today to find that solid ground to conduct a RFP process.

Laws (Codes)
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Question: Does anyone recall what the main authority is for conducting IT solicitations?  (Ask for a hand raise and reward the correct answerer with a treat.)  

The main law covering a competitive IT solicitation process can be found in the Public Contract Code Section 12100 et seq.  In that section, there are several subsections that cover different aspects of the solicitation process.

· PCC §12100.7 defines the term value-effective acquisition, which is synonymous with best value and proposal point scoring method, where costs are separated from the remainder of the proposal for evaluation purposes.

· PCC §12101 states the Legislature’s intent for a competitive framework for state IT acquisitions.
· PCC §12101.5 covers various acquisition methods as well as contract terms.
· PCC §12102 declares the State Administrative Manual to house the policies and procedures governing IT acquisitions.  It also empowers agencies to use best value for evaluating proposals with separate cost component so as to maintain objectivity in scoring the other parts of the proposal.
Laws (Codes) 2
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· PCC §12103.5 is new, effective January 1, 2007.  It requires certain IT purchase background information to be identified and documented prior to the issuance of an RFP.
· PCC §12104 is also new and effective January 1, 2007.  It names the State Contracting Manual as the repository of all the policies, procedures and methods used when seeking IT proposals.  It also requires that all RFPs be reviewed by the DGS Office of Legal Services prior to public release.
· PCC §12112 addresses requirements when the IT buy is customized, that is, cannot be reused by another party should the state not accept it.  Progress payments, withholds, and a risk analysis for financial protection are specifically mentioned.
The last law to mention today deals with public records, which we generate or collect during a solicitation process.

· GC §6250 et seq. is called the Public Records Act.  The documents we handle as part of the RFP solicitation process are covered under this Act.  Each agency, however, must establish its own public records guidelines to allow access to public records.  During the solicitation process, most documents will be considered confidential until the Notice of Intent to Award is issued.  To be comfortable, contracting officials are encouraged to learn more about their agency’s public records guidelines and how to handle solicitation process documents.
Laws (Case Law)
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Another area of law that pertains to the IT solicitation process is case law, or decisions rendered in past court cases and to a lesser extent, protest decisions.  The Model RFP Section II, Exhibit II-A lists a number of these.  Two that are applicable to the solicitation process are:  (1) RFPs may be amended; and (2) (Final) Proposals cannot be changed after designated receipt time.  See Exhibit II-A (Handout 1-2) for more examples.
For most of us, laws can be boring and uninteresting.  Questions: So why do we even want to teach these laws to you?  So you can sleep through this class?  (Class should be laughing if the students are awake.  Students should answer.)  
The law is your best friend.  You can rely on these laws to deal with situations during the RFP process like giving the reason you cannot approve a change request.  We also teach these laws because if you ever want to change something in the process, you might need to know what laws may need to be changed to make it happen and laws are harder to change than policies and procedures.  

This brings us to policies, or more specifically IT acquisition policies..
IT Acquisition Policies
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As we mentioned before, the Legislature, in its infinite wisdom, did not require regulations to be passed for IT acquisition laws to be enforced.  They specifically mentioned the State Administrative Manual (SAM) and the State Contracting Manual (SCM) as repositories of IT acquisition policies and procedures.  Interim changes to SAM are provided through Management Memos.  So let’s turn our attention to policy sources applicable to IT solicitation process. 
The oldest reference for IT acquisition policies is SAM.
· SAM 5230.2 covers policy for the IT Acquisition Phase, which is when the acquisition is conducted.  Specifically, it mentions that “acquisition documents shall clearly set forth the rules and authority governing the acquisition.”  This means that the RFP should contain the applicable rules as well. 
· SAM 5230.4 covers principles for conducting IT procurements.  More specifically (go to web document),
· The State obtains IT goods and/or services that meet its needs and advance its policy goals, in a timely fashion, within budget, and with the least possible administrative burden. 

· Procurements are conducted with integrity and in a manner consistent with the State's requirements and policies, including its commitment to small businesses and Disabled Veteran Business Enterprises (DVBEs). 

· The State harnesses its expertise and purchasing power to obtain the best values available in the marketplace. 

· The State communicates clearly and consistently from procurement to procurement with interested parties so that they understand its goals. 

· The benefits of competition, which include obtaining a broad array of solutions to program and policy challenges, are maximized. 

· The State is appropriately protected from risk. 
IT Acquisition Policies 2
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_______________________________________________________________

· The newest reference for IT acquisition policies is the State Contracting Manual Volume 3 (aka SCM v3).  SCM v3 Chapter 3 contains the most policies for competitive IT solicitations.  Topic 5 (Pages 26-28) addresses RFP policies.  Interim changes to SCM v3 are provided through Archived Broadcast Bulletins.
· The last document to mention that has IT acquisition policies is the RFP itself.  By policy stated in SAM 5230.2, the RFP itself shall contain the rules and authority governing the acquisition.  In the template RFP found on PD’s website, policies may easily be found in Sections I, II & V.  You may recall from Session 2 RFP Development
· Section I expresses policies for bidder financial responsibility and disability non-discrimination.  
· Section II expresses policies related to

· Proposals as irrevocable offers to contract for a period of time (Ask class if anyone knows what that time period might be?) ANS: Proposals are valid up to 45 days after scheduled contract award.

· The use of a prescribed proposal format
· Use of the multi-phase IT solicitation process

· Bidder exclusion from the solicitation process
· What discounts are considered
· Maintaining process confidentiality

· Proposal submission and withdrawal
· Proposal rejection and disposition

· Evaluation approach

· Proposed contract terms and conditions in proposals
· Resolution of any dispute (protest)
· Section V contain IT acquisition policies related to:

· Productive use

· Bidder responsibility

· Bidder confidentiality and contractor security requirements
· Applicable socioeconomic requirements

· Any Contractor’s license and public works requirements

· Any additional equipment purchases

· New equipment offered unless otherwise specified and approved by DOF.
IT Acquisition Procedures
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As for procedures, SCM v3 is very sketchy but does have some template documents, or links to them, that can be used in a competitive IT solicitation process.  A link to a template document for an Evaluation & Selection Team Procedures Manual can be found in Chapter 3 on Page 27.  With this template manual, a customized Evaluation & Selection Team Procedures Manual may be created to help administer the competitive solicitation process.  Templates for all typical documents created during the process should be included along with procedures for administering the process.
The RFP itself has the most procedures for the RFP process.  It addresses everything from where to deliver the proposal to what should be in it and much more.  This document will include all bidder forms and requirements and timeframes for completing and delivering them to the state.
Common RFP Circumstances
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During the RFP process there are many common circumstances where expressed policies or procedures are available as an aid for the contracting official.  

Copies of the RFP are sent to interested bidders per PCC §12104.5.  A list of interested bidders is created from responses to advertisements placed in the California State Contracts Register per Government Code §14825.  The advertisement must be published at least 10 days before the first key action date per SCM v3 Section 3.A2.3.
Request for Proposals for IT contracts, per PCC §12104.5, must also be posted in a public location.  This includes all addenda and Question & Answer Sets and other bidder information.  The World Wide Web (Internet) is considered a public place.

From time to time, interested bidders file a protest of RFP requirements.  It is also called an initial protest as referenced in PCC §12102 (h).  Policies and procedures for initial protests may be found in SCM v3 Chapter 6.
Late, unsealed and incomplete Final Proposals are common.  The policies and procedures for handling them may be found in the RFP Section II and possibly in the Evaluation & Selection Team Procedures (E&STP) Manual. 
When proposals will be evaluated using criteria other than cost alone, cost portion of the proposals must be submitted in a sealed, separate envelope per PCC §12102 (b) and the RFP administrator must certify that the cost envelopes were sealed and secured until the Evaluation & Selection Team opened them.  RFP sections and the E&STP Manual may also contain policies and procedures for handling cost portions of proposals.
As you can see, the rules of engagement in a solicitation process may be found in several references.  Generally, state law provides the highest level of authority for the process but is hit or miss on addressing any specific issue or problem.  State policies and procedures found in SCM v3, the RFP itself, or ancillary RFP documents like the E&STP Manual may be more specific in addressing a specific circumstance.  Occasionally, there may be no clear rules readily available to address a circumstance.  In those cases, you should consult your manager or DGS PD for guidance.
Exercise 1 - Solicitation Jeopardy
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To help us remember some of the finer points of solicitation process rules today, we are going to do an exercise called Solicitation Jeopardy.  Let’s break into 3 teams and get started.  Let’s call the 3 teams Teams A, B & C.  (Instructor to divide class into 3 teams and then start the exercise with the rules.) 
Rules for the exercise are simple.  One team goes first and gets to select the topics they want to answer.  The least value box in the topic column is then clicked for the answer.  The team has 5 seconds to provide the correct question to match.  If they guess wrong or cannot provide a question, the next team (clockwise) is offered the chance to provide the correct matching question.  Teams will lose the answer points for wrong response and gain points for correct ones.  If they cannot provide the correct matching question, the last team is offered the final chance to provide it.  The team that provides the correct matching question gets the points and also gets to select the next topic.  The Double Jeopardy square gives double the points won or lost.  If no team can provide the correct matching question, then the Jeopardy Master (instructor) will provide the correct matching question to all and no team gets to collect the points for that answer.  The Jeopardy Master or the class assistant will tally the points earned by each team.  At the end of the exercise, the team with the most points gets a reward.
So here we go.  (Instructor selects the first team to answer and starts the Powerpoint Solicitation Jeopardy exercise.)
Moving Along
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We just completed the section of this session dealing with the rules (aka laws, policies and procedures) governing the solicitation process.  We learned that as employees of a government agency, we are empowered by these rules to conduct an IT solicitation process.  Everything we do in the solicitation process is covered by a rule.  If it isn’t, we should be suspect as these rules provide us with the support when someone challenges our actions and decisions in the solicitation process.
The next topic we will cover is Commencing the RFP Process.
Commencing the RFP Process
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Conducting a solicitation process is much like running a project.  Typical project management tools and techniques may be used to conduct it. 
For discussion purposes, we have grouped this part of the session under two headings – Initial Project Meeting and Project Organization.  Under Initial Project Meeting we will explore the agenda items for the initial meeting to start the solicitation (RFP) process.  Up to this point, a lot of planning has been done, prior approvals obtained, and the draft of an RFP has been developed.  We now need to mobilize the effort.  That is, we need to have a plan, bring all the resources together, get support, and ensure that all project team members understand how we are to proceed.  The goal is to receive competitive, responsive proposals for a contract award.  We now have a project.
Initial Project Meeting Topics
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Like most projects, there are numerous issues to address before proceeding.  The project team should all understand the particulars of the project and agree to proceed.  This list includes the common ones.
· Confidentiality & Security Concerns

· Procurement Goals & Expectations

· Anticipated Competition

· Proposed Timeline & Flexibility

· Participant Roles & Responsibilities

· Staff Commitments

· Situational Support Needs

· Funding and Billing

Confidentiality & Security Concerns
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The first major issue is confidentiality and security of the project.  That covers the project location, team members, files, and the contents of the files.  As stated in SCM v3 3.A1.1 and again in the RFP Section II, any disclosure of confidential information by a state employee is a basis for disciplinary action, including dismissal from state employment, as provided by Government Code §19570 et seq.  Total confidentiality during the procurement process is vital to preserve the integrity of the process.  It cannot be over emphasized.

Question: Now how do we go about maintaining confidentiality?  

(List responses on board or screen and then compare them to the list below.)

· Get signed Conflict of Interest & Confidentiality Statements from all project staff and anyone else who has access to RFP files, even temporarily, and monitor compliance.  Also get the signed RFP Confidentiality Statement from interested bidders before sending any non-public process documents or information to them. 
· Keep process documents and information secured and limit access to Evaluation & Selection Team members.  If you have a large team, you might use a sign in sheet to track access to files.  If the documents and information are on computers, work with your IT staff to establish and maintain security as you would for the paper documents.  This might include password use, logs of document accesses, secured websites, encryption and other security features.
· Vet all documents prior to release for confidential information.  As examples, match proposal evaluation letters and mail addressees and edit Q&A sets for specific bidder information by generalizing the question.  At no time should any information or documents from one interested bidder be shared with any other interested bidder or anyone outside of the project team or procurement organization prior to publishing the Notice of Intent to Award.
· Meet in secured location to minimize the sponge effect – i.e. someone listening in close proximity that might overhear confidential information.  Check meeting walls for sound travel.  Use meeting sign in sheet to document discussions with team members.  
There may be other ideas and thoughts on how to maintain confidentiality and security specific to the RFP at hand that might be appropriate.  They should be addressed and agreed upon by the E&S Team before proceeding.
Procurement Goals & Expectations
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As with any project, which this RFP effort is no different, we need to all understand what we are trying to achieve and establish any expectations we might have for achieving it.  As a metaphor, I like to think of a target, a nice big, red target, maybe like the logo for Target, the discount retailer.  I like to keep it in front of me to help me focus on what I am trying to achieve.  In our case with the RFP, the procurement goal is my target.  My expectations are like how I would hit the target dead center.  I would focus on the tools and techniques I would use. 
Question: In our RFP case, what tools and techniques would we use?  (Take class responses and list on board or screen for all.) 
Suggested answers:

· Plan
· Request for Proposal
· E&STP Manual

· Integrity
Anticipated Marketplace
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Assessing the marketplace and competition is usually done as part of the acquisition planning for this RFP.  What we do in the Initial Project Meeting is to reaffirm for all attendees the information about what we expect as potential bidders and their solutions, the risks involved, and the impact on project workload and timeline.

Proposed Timeline & Risks
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Speaking about RFP timelines and risks, the group should review the timeline and assess any risks in achieving that timeline along with a plan for dealing with the risk.  In Session 2, you learned about setting Key Action Dates and timeline risks.  Question: What might be some of the risks to achieving the planned timeline and their impact?  (Class to offer responses, and Instructor needs to confirm risks and impact on timeline.)
	Timeline Risk
	Impact

	Requirements protest
	Depends on when & if protest is resolved before proposal submission date

	Award protest
	Major delay of contract award until after protest resolution

	No responsive proposals received
	Major delay for rebid

	Only one responsive proposal received
	Minimal

	Late bidder
	Minimal

	More competitors than expected
	Depends on team’s workload

	RFP requirements conflict
	None if caught in time

	Unknown viable solution proposed
	Major if responsive

	Bidders have problems with contract terms & conditions
	None if still competition

	Project staff health problem
	Depends on availability of backup resources

	Project computers fail
	Depends on restoration process

	Force majeure
	Depends on severity & planning

	Security compromised 
	Depends on problem & fix

	Confidentiality abuse
	Depends on extent of problem


Now these are just some of the risks that we have talked about today.  As you do your RFP process, you may identify other risks as well.

Participant Roles & Responsibilities
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One of the most important things to discuss at this meeting is roles & responsibilities of the process participants, especially the E&S Team members.  The more clarity we have in this discussion, the smoother the process will be.  Everyone needs to buy in and know what they need to do when. To put it another way, everyone on the team needs to know what their job is and its relationship to other team members. Some teams have found it useful to include the roles and responsibilities in the E&STP Manual.  Let’s look at the DMV MCD05-0001 E&STP Plan for sample description of roles and responsibilities.  (See Pages 7-8.)
Some teams have also found a matrix useful to show the relationships.  The additional benefit is that we can see who is responsible for what activity when in the timeline.  (See sample RACI Matrix.)
This matrix and any other documents describing project roles and responsibilities should be maintained throughout the process and revised as necessary.
Staff Commitments
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A key factor in successful RFP processes is adequate staffing to handling all the workload needs per the timeline.  From clerical or IT support to analytical team members and the project leader, some assessment of staffing is necessary and once determined, the appropriate management support should commit the resources to make it happen.  Sometimes in tight budget situations, the staff or staffing requested may not be available and you should be open to discuss suggestions for alternatives and consequences.  Once the discussion has occurred, some management decision and corresponding commitments should be given in order to move forward with the RFP process.
Situational Support Needs
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Occasionally, from time to time, you may need experts in certain areas to assist you in the RFP.  Some examples of that might be evaluating financing alternatives, evaluating financial responsibility, assist in evaluating technical parts of the proposals, and legal advice.  It would be a good idea to identify these needs as well as when they would be needed in the RFP timeline before they are actually needed as often times the support may not available on short notice.  Also the cost of the support often needs to be budgeted in advance to ensure commitments. 
Question: Everyone post their own documents for public access or do you rely on IT support staff to help you?  (Wait for response and note if anyone doesn’t know.)  Most people rely on skilled IT support staff so keep that in mind when planning for project needs.
Funding and Billing
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The last but certainly not the least important is a discussion of the RFP process funding and billing for needed resources.  How are we going to pay for the RFP effort?  Various state support agencies like DGS Procurement Division, Office of Support Services, and Fleet Administration will require an agency bill code to charge for their services from the online CSCR ad to photocopying and mailing documents to teleconferencing.  Printing alternatives (e.g. use of email and websites) may mitigate costs.  
The customer agency Budget Office should be consulted to confirm adequate funding is available for support services needed and the contract award.  Given the RFP timeline, will funding be available in the fiscal year of the planned contract award?  In the case of delay of award (e.g. award protest), will funding be carried over to the following fiscal year, especially if federal funds are involved?
Project Organization
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With the Initial Project Meeting over, and commitments given, we now turn our attention to organizing the RFP effort or project.  Question: Anyone have any experience in running a project?  (Tally raised hands to see how experienced students are in project management concepts.)  

As with any project, we need a plan as far as managing it and reporting progress periodically.  We have a schedule for the project in the RFP Action Dates. We also need to set up the project by acquiring needed secured space and office resources (e.g. computers, software, phones, copiers, fax machines, file cabinets, and office supplies) up front.  On-going as well as situational support may be needed. And lastly, some thought should be applied to how the RFP process documents should be managed – i.e. what we do with the documents storage-wise, the procedures for accessing them, naming a custodian of records, and what happens to the documents after the contract is awarded.

Question: Now does anyone have any questions regarding project organization?  (Field any questions.)
Project Management/Progress Reporting
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Question: How do we manage projects successfully?  (Take student responses and summarize with concepts below.)

When it comes to managing a RFP project, the same successful project management approach we have used on large projects may be used here.
1. Set goals

2. Develop a plan to achieve the goals

3. Manage risks
4. Manage changes

The goals of the RFP are straightforward.  We want to receive competitive, responsive proposals from which we can make a contract award.  The process needs to be expeditious and “value-effective.” 
The plan to achieve the goals is set forth in the RFP and E&S Team Procedures Manual.  With the Key Action Dates we have an “expeditious” process and with the RFP requirements we hopefully have a value-effective acquisition.
As with any process, there are inherent risks (i.e. comes with the territory or the nature of the beast), some of which may cause delays or negative press (e.g. protest, increased risk of receiving responsive proposals).  We must deal with these risks quickly to stay on schedule.

And finally, changes must be managed so that they don’t cause any more delays in the Key Action Dates (schedule).  Regular progress reporting helps do this by sharing the information with team members and all stakeholders and thereby keeping them up-to-date on the project status.

In government, we have additional issues to deal with.  The major one is working in a “fishbowl” environment.  Oversight is assumed and the project team must document its actions and decisions.  For state agencies, there are a number of oversight groups that may, from time to time, be reviewing the project.  Question: Can anyone name one?  (DGS/PD PAM unit, Little Hoover Commission, Bureau of State Audits, DOF, and SCO may be named.)

(If anyone asks what other issues might be, ask the class to suggest HR issues, budget issues, and lengthy procurement process.)
Setup & Support
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As we know from prior experience in starting new ventures, we need to set up the effort and get needed support.  For most straightforward IT RFPs, this is not a major issue but may vary depending upon the specifics of the RFP project.  We will need secured space for meetings and offices for the project staff as well as the equipment and files.  And we may need support (e.g. guards, locksmiths) for maintaining the secured space.
Since many of our documents and files are electronic, it would also be a good idea to have your IT support staff set up a secured virtual office for the project if it has not been done already.  The RFP team can then access and maintain all RFP project documents and files.  IT support should be readily available during the process as well just in case the usual technology challenges occur.  
A related concern might be the availability of skilled clerical support that is needed for handling the ministerial project tasks and ordering supplies.  Also, experts needed for special issues like access to the installation site, software compatibility, system conversion, public works, financing, and state rules, should be noted and commitments obtained.  

Each awarding agency may have other issues and setup requirements particular to the project or other factors.  For example, some agencies have a single locked file storage area where multiple project files may be located, or an agency might a need for very tight security where access is to be well documented.  See handout for example of storage key log. 
The point to remember here about setup and support is to address the needs up front before you need it to mitigate any schedule risk.

Document Management
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Question: Anyone remember from any other training class or their jobs what document management is?  (Take class responses and zero in on definition.)  Document management involves 

· File retention schedule

· File organization (e.g numbering documents for tracking purposes and access)
· Archiving and backups

· Anticipated volumes and storage space 
· Standards for handling documents, files 
In the past, when documents were hard copy, you could see them and physically move them around.  In today’s electronic age where documents are “virtual,” they need to be managed more closely in order to retain access, availability, confidentiality, and security.  The RFP Team should spend some time to address this when they start up the RFP process to avoid lost time and documents.
Question: Does this sound familiar to any of you?  (Visually survey the response and summarize results as it relates to the time delays.)  
Question: Besides minimizing lost time and documents and maintaining confidentiality and security, what other benefits do you think good document management would provide? (Note suggestions on board or screen or in your head and match with list below.)

· Compliance with ADA requirements for document access 

· Timely response to public records requests
· Provision for disaster recovery 

· More effective use of limited (computer & physical) space  

· Help in controlling storage cost 

Exercise 2 – RFP Project Considerations
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(Point the students to the Handout 2-1 and 2-2 for this exercise.)
We are now going to do an exercise to help us organize an RFP effort.  We will break up into groups of 6-8 students, take 15 minutes to read and discuss the project scenario and fill in Handout 2-1 blanks with suggested questions or issues for discussion as agenda topics and sub-topics.  After that, we will get together again as a class and each group will present their suggestions for consideration on an Initial Project Meeting agenda.
(When groups are finished, have them present their issues and question.  You can check off the suggestions if they are on Handout 2-3 during the presentations.  After all suggestions have been noted, hand out Handout 2-3 as a guide for class discussion of missed issues.  Students are to file the Handout in their workbook.)
Moving Along
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OK, we are now done with Exercise 2 and the section on “Commencing the RFP Process,” where we learned about using the project approach to focus our efforts and the organizing issues associated with it.
The next topic we will cover today is the all important Evaluation & Selection Team Procedures Manual.
Evaluation & Selection Team Procedures Manual
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This manual has a long cumbersome name and sometimes is called different names by various state agencies.  At Franchise Tax Board, this manual was called a Procurement Handbook.  If you look at the DMV RFP MCD05-0001 file, this manual is called the RFP Evaluation and Selection Team Procedures Plan.  If it was my choice to rename the document, I would call it the RFP Procedures Manual.  For the purposes of this training session, we will call this document the E&STP Manual to be consistent with existing policies and procedures.

This manual is unique to California’s competitive IT solicitation process.  Non-IT solicitation processes do not use this tool.  So for what purpose and why do we use this tool? We will address that today along with when this document should be completed, where you can find existing material to create one, and some of the issues related to the contents of this document.
 E&STP Manual Purpose/Objectives
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Some of the expressed purposes of the E&STP Manual are:
· Guides the E&S Team in administering the IT solicitation process from RFP publication to contract award.

· Provides templates for expeditious evaluations and responses to mitigate schedule risk.
· Supports integrity by giving visible credibility to the procedures and selection.

As we will see from some examples, this manual has been used for additional purposes as well.  Occasionally it was developed as a plan like in the DMV example.  Some procurement professionals would even look at this document as a means to minimize schedule risks.  For most teams it is also a procedural aid in administering the RFP process by providing templates for process documents.  The full purposes of this manual may vary from RFP to RFP depending upon the Evaluation & Selection Team’s needs.  
For this class and for your use in future straightforward IT RFP processes, we will focus on this document as a guide and procedural aid.
Target Completion
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Workloads being as heavy as they are these days, there is a tendency to focus on the RFP publication over all other RFP activities including creating the E&STP Manual and probably rightfully so.  However, given the purpose and objectives of the E&STP Manual, this document should be completed as early as possible prior to any bidder submission - the earlier, the better.  The later the completion date, the less valuable this document is for the E&S Team.
Sample Plans/Template
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The contents of the manual will vary from RFP to RFP depending upon the needs of the E&S Team and the RFP activities.  One way to look at the manual is that the text in the body provides guidance to the E&S Team while the attachments provide templates as procedural aids.  
Now let‘s take a few minutes to browse through 3 examples of this manual.  Focus on the Table of Contents to get an overview of the documents.  The DMV & FTB examples can also be found on your PC desktop by opening the folder named IACP3, then opening the Day 1 Manual folder, and then double clicking the example file.
(Bring up the Title page and Table of Contents of the class examples below on the front screen one by one and note the differences in the name and content.)

If we look at the manual (plan) for RFP DMV MCD05-0001 we will see that the Team’s focus was on guidance for proposal evaluations and the confidential discussion.  Some forms were included in an appendix.
If we look at the FTB Enterprise-wide Customer Service Platform II Procurement Handbook, we see that the focus was on providing guidance by addressing project roles and responsibilities, maintaining competition, and activities & procedures for various RFP phases.  Again, forms were included in the back of the document, this time as exhibits.  
Looking at the online template found in SCM v3 and the 2 examples we have here, one can see that there is a lot of flexibility on the part of the procuring agency in developing the manual.  
Which brings us to the next item, which is what content should we have in the manual for guidance and procedural aids.

Considerations for Content
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Recall that there are 2 parts to the manual – procedures (required) & templates (optional).  
To minimize the effort to create this manual, you can you can probably use lots of documents in existing procurement files or online to start.  For this class we have created a more inclusive template that we will use as a template for the exercise in a few minutes.  The content of manual template addresses the rules for a full multi-step IT solicitation process.  We can tailor this text accordingly to match the specific RFP at hand and the agency’s template or outline.  For example, if we are planning to use only the Draft and Final Proposal steps in the RFP at hand, we would delete all references and text related to the Conceptual and Detailed Technical Proposal steps.  If we need to include other topics, like FTB did, we can pull the text from previous documents containing similar text and then tailor it for the RFP at hand.
Probably the most practical part of the manual is the procedural aids at the end of the manual.  To get an idea of the typical documents created in an RFP process, let’s look at a document labeled class manual template.doc.  As we can see, looking at just the attachments, there are many. Depending upon the steps included in the RFP at hand, certain documents will occur in the process and others will not. 
 Tips for creating a manual
· Don’t duplicate text

· Keep it simple (KIS)

· Include only what you need for the RFP

· Easier to cut out than to add

· Don’t forget email
Exercise 3 – Customizing Manual
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We talked a lot about the manual.  Let’s briefly look at a manual template we developed for the class and get familiar with it.  It is labeled Handout 3-3 in your workbook.  It is a derivative of the Handout 3-2 customized for the exercises in this session.

(Bring up CDAA manual template on the front screen and browse through the Table of Contents to show the students what is there.  Click on the linked attachments to show navigation possibilities.)
For those of you interested in using the class manual template and customizing it for your use later, following the instructions on the handout.  Handout 3-2 is the document you would access on the class website.
Now let’s do an exercise that I hope everyone here will find useful in their job conducting a state IT RFP process.  For this exercise we will break into groups of 6-8 students each.  All groups will take the first few minutes to review the assignment handout and the manual template.  Then each group will discuss among themselves what items should be left intact, modified, added or removed per the assignment description and why.  After 15 minutes, the class will regroup and review each group’s findings and recommendations for changes.
Group 1 will have an assignment for the full multi-step RFP process involving IT goods and services only.

Group 2 will have an assignment for a RFP process with the Detailed Technical, Draft & Final Proposal steps involving IT goods only.

Group 3 will have an assignment for a RFP process with only the Draft & Final Proposal steps for IT services only.

Group 4 will have an assignment for a RFP process with only the Draft & Final Proposal steps for IT goods & services.
Moving Along
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We are now nearing the end of today’s training.
Summary
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We have completed the last section for today.  Now let’s review all of today’s session and see if we achieved our learning objectives.  And then we will briefly mention what is in store for us tomorrow and break for the day.
Day’s Objectives Review
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If you may recall, Objective #1 was to identify the rules governing the RFP process and its application in various situations.  As you may recall we cited several portions of the PCC as they relate to the RFP process.  PCC 12100 et seq. is the main authority while GC 6250 re public records also applies.  We also pointed out the SCM v3 as the primary reference for policies with SAM as an additional source of IT solicitation policies.  In addition, almost all the procedures for the RFP process is included in the RFP.  And finally we showed how the rules applied in common RFP circumstances like advertisement, protests, and separate cost proposals.  Question: Everyone recall we covered this objective?  (Wait for class response and move on.) 
Objective #2 for today was to learn how to organize a RFP effort.  In the Commencing the RFP Process section, we discussed the concept of the solicitation effort as a project and using the project management tools and techniques to run the RFP process.  We did an exercise where we used a template to create discussion items for the Initial Project Meeting and discussed organization issues like confidentiality and security of the project and all its files and staff.  We conduct the RFP as a team project with everyone having their roles and responsibilities clearly expressed   We then did an exercise on conducting a RFP process.  Question: Everyone recall we covered this objective?  (Wait for class response and move on.) 
The last learning objective for today was to create an E&STP Manual.  We all got a chance to discuss the manual, identified existing resources that may be used to create a template for future E&STP manuals, and then discussed issues surrounding the contents.  Question: Everyone recall we covered this objective?  (Wait for class response and move on.) 
For those of you that have the time, as homework, you might get on a computer later and follow the instructions on Handout 3-1 to create you own manual template and share with us tomorrow whether it worked for you.
Questions
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Question: Now, do we have any lingering questions in anyone’s mind regarding today’s training material?  (Field all questions.)  Any other questions?  (Field all questions.)
Tomorrow’s Objectives
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Ok, now that we have completed today’s session, let me mention before we break for the day, what we have to look forward to for tomorrow.  Tomorrow, we will conclude this session by addressing the following learning objectives:
We will learn how to

· Handle typical documents & activities of a competitive IT procurement.

· Facilitate confidential discussions with RFP participants.

· Maintain procurement integrity.

Day’s Wrap Up
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· Good afternoon everyone and see you tomorrow at (mention time and place).
IACP Session 3 (Day 1) 
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