

RFP Template for State of New Jersey IT Projects
This document is presented by the Office of Information Technology (OIT) as a template to be used when developing an RFP for an IT project.  This document addresses only Section 3.0, Scope of Work; the remainder of the RFP will be built using the template available from the Purchase Bureau.  This “template” is really just a guideline – if a section does not apply to your project, leave it out.   

Section 3.0 of the RFP is where you tell bidders what you expect the winning contractor to do/provide once it is on board.  Items to be included in the bid proposals belong in Section 4. Some things to keep in mind when developing an RFP:

· It should be written so that a lay person (someone outside of your industry) can understand what is being requested.
· Do not be too prescriptive as you will severely limit potential bidders (thereby restricting or eliminating competition) and possibly create a contract that cannot be awarded.
· Use examples whenever possible.
· Remember that something that is a “must have” needs to be well defined.  If a bidder cannot comply with a “must” it will be deemed unresponsive to the RFP.
· Whenever an acronym is used, be sure to define it the first time it is used; also ensure that it appears in the Definitions section of the RFP.
· Use appendices whenever possible for large volumes of information (i.e., diagrams, data models, screen/report samples, documentation of existing systems, etc.). 
A Business Case Review (BCR) is required before OIT will review an agency-developed RFP.  Much of what is discussed in the BCR should appear in the RFP.
All plans for records/document management systems must be presented to and approved by the ARMS committee prior to development and release of an RFP.
It is recommended that you develop evaluation criteria at this point to ensure you have included everything you need in the RFP to enable you to evaluate bids.

NOTE: This template is written with a definite slant toward software development/implementation.  It may not be appropriate for other types of IT projects.  

Suggestions are always welcome for improving this document. If you would like to contribute your ideas, please write to pmo@oit.state.nj.us.
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3.0 SCOPE OF WORK

3.1 GENERAL

3.1.1 Overview of Scope of Work

Provide a concise, yet understandable description of the scope of the project identified in Section 1 of this RFP.
Identify whether this is a new system or an enhancement to an existing system and what the major components are. This should include the stated goals of the project and an explanation of the problem(s) to be addressed by the new/modified system.   If applicable, identify needs such as vendor is dropping support for a currently installed product, the current platform (hardware and/or software) can no longer handle the volume of transactions, etc.  If applicable, identify the current volumes/metrics of the existing system. 
Specify what technical components are required (i.e., hardware and/or software). Provided the technical requirements of this RFP are met, specify if the contractor is required to develop custom software, use a commercially available “off the shelf” (COTS) solution, or a combination of these. 
Remember to include items discussed in the BCR here and in subsequent sections of the document. 
Specify if the contractor must provide ongoing support beyond implementation. 
Communicate whether the State requires ownership of source code or custom software developed as part of this project.  If the State is not required to own the source code, state if the State requires an escrow agreement for the code. 
If not already described in Section 1 of this RFP, describe the current technical environment here. 

(You may want a description of the current environmental factors, such as air conditioning, electrical capacity, floor space etc.).
3.1.2 Expected Benefits

Highlight the benefits expected of the new/modified system in non-technical terms.  

Benefits may include, but not be limited to:

· Reducing the flow of paper and/or minimizing the number of forms

· Increasing efficiency, accuracy, and timeliness

· Replacing outdated processes with new methods such as allowing for online processing and/or payment, preprocessed transactions, or online authentication (business process re-engineering)

· Improving the security of data, while providing convenience to the end user 

· Enhancing interfaces with other entities (i.e. local, state, or federal agencies)  

· Strengthening revenue collection processes 

3.1.3 Proposed Schedule
Identify a projected timeframe when all or specific deliverables should be completed.

Identify any mandatory deadlines imposed by law, regulation, etc.  

Describe whether the project can or should be accomplished in phases, and if the phases may overlap.  

Define how changes to the initial project schedule/plan are to be communicated.

Identify with what frequency revised project schedules/plans should be submitted (i.e. monthly). 

Define how changes to the project scope will be handled.  Identify the change review and approval process.

Required Timeline and Minimum Deliverables should be summarized and outlined.

Identify any dependencies among deliverables.

Discuss the deliverable review process, timeframe for reviews, acceptance of deliverables, etc.  Remember to build in enough time for State staff to review deliverables – this is a binding contract
 3.1.4 Contractor Staffing
Some projects have well defined roles that must be filled by the contractor.

If known, identify what key contractor staff is needed to meet the requirements of this RFP, including their titles (i.e. Project Manager, System Architect, Testing Manager) and responsibilities. Define how many of each title is required and if their participation is required on a full or part time basis, if it can be determined at this stage.  (NOTE: This can be tricky – only define titles and numbers of staff if you are confident in those titles/numbers.  It is usually better to have the bidders propose the types and numbers of resources they feel are necessary to complete a project based on your business and technical requirements and timeline).
If known, define the roll-on and roll-off timeframe for key personnel.  For example, is the Information Architect required to be onsite for the duration of the project, or just during the design phase?

In the high level project schedule provided by the Contractor, timeframes for key personnel must be shown.

For full-time on-site positions, define “full-time” (e.g., Monday – Friday 8:00 AM – 5:00 PM).  Many contractors from out of state prefer to travel on Mondays and Fridays as opposed to the weekends.
Define the qualifications of the key personnel, including any required or desired certifications (e.g., PMI (Project Management Institute), ITIL (Information Technology Infrastructure Library), Six Sigma).
Identify any specialized expertise that is required, which is specific to this project. 

Describe how the contractor personnel will interface with State staff.
 If applicable, state that background checks will be performed.

3.1.5 Contractor Logistics
Identify the location(s) (i.e. client site, OIT, contractor site) where all the work is to be/may be performed.     

Identify what the State will provide (i.e. office space, desks, telephones, network printers, parking, phones). 

Identify what the contractor must provide (i.e. PCs/laptops, software licenses, personal hardware) and cite any policies that govern the use of contractor-provided equipment.
Define how exceptions to the above will be handled.

3.1.6 Role of State Technical Staff and Knowledge Transfer
Identify the staff to be provided by the State, including their roles, skills and level of expertise.

Identify the unit(s) that will provide the business knowledge.

Define if technical training of State staff is a requirement under this contract. 

Define the reporting relationship between State management/staff and Contractor management/staff.  

Identify if it is the State’s intention to assume responsibility for the maintenance and support of the product/system once the contractor has completed work.   If so, describe what will be required in order to transfer knowledge to State staff and if the contractor must provide a plan for accomplishing this.  If known, define how this will be monitored and measured by the State.

3.1.7 Role of Quality Assurance Contractor
Use this section for those projects which will have a Quality Assurance (QA) vendor assigned to oversee them.   Typically, the contractor will evaluate and report regularly to the State on overall project performance, including project management processes, team organization, project schedule, budget, risks, and issues.
Identify that the State has contracted with a separate IT Management Quality Assurance Contractor to perform project services and identify those services.

Explain the purpose for oversight.

Explain the QA Contractor’s responsibilities and that project management and approval of deliverables will remain the ultimate responsibility of the State.

State clearly that the contractor shall cooperate with the QA Contractor and the State with regard to the QA Contractor’s project responsibilities.

3.2 FUNCTIONAL REQUIREMENTS
3.2.1 Business Objectives

Describe in non-technical terms the major business processes to be addressed.

Clearly articulate the business objectives and requirements.

Identify any contract terminations, federal mandates, legislation or other issues that will impact major project deliverable deadlines.

3.2.2 Stakeholders

Identify the project users/stakeholders.

3.2.3 Project Components

Identify which components are mandatory.

If there are optional components, clearly identify them as “adding value” only and not mandatory.  You may even want to have them priced separately to help determine whether you want them or not.
Describe each required component in detail.  Details may include, but not be limited to:
· Description of each function (e.g., Registration Processing, Payment Tracking, Ad-hoc Reporting)
· Inputs – forms, online requests, etc.
· System Files/Databases
· Data Elements and Edit Criteria
· Error Handling/Messages
· Outputs – certificates, reports, checks, etc.
· Current/projected workload volumes

· Online vs. Batch Processes
· Flow Charts
· Use Cases (include in appendices)
· Business Rules (include in appendices)
Identify the project’s impact on other systems.
If the project will be divided into phases or modules describe them in detail. If there is a preference for iterative development, it should be stated. 
3.3 TASKS AND DELIVERABLES
3.3.1 Project Initiation
Identify the number of business days from contract award when the contractor must occupy the work site and begin work.  

Define when the project kickoff meeting must take place.

Identify all initial tasks that must be performed and the associated deliverables.  Be specific with the requirements of certain deliverables, specifically that the project schedule must include, at a minimum, the tasks, vendor resources assigned to the tasks, milestones, dependencies, to name a few.

3.3.2 Project Management 
If the contractor is providing project management:

· Specify the project management methodology to be followed (PMBOK, etc.) if there is a preference.
· If applicable, define the Project Management processes and templates that will be used, (include processes and templates in appendices) 

· Define the schedule for submission of status reports (weekly, biweekly, monthly, etc.), what information must be included (i.e. schedule, tasks, problems, issues, risks, hardware/software planning), and a format (or an agreement to mutually define a format).
· Specify any other reports/plans that are required and their frequency.

· Define the frequency of status meetings and if the contractor is responsible for the agenda.

· Define if the contractor is responsible for recording and distributing meeting minutes.

· Identify any other meetings the contractor project manager(s) must attend, their frequency and the contractor’s responsibilities regarding those meetings.  If is acceptable to conduct these meetings via phone or web conference rather than on-site, state this. 
· Describe the communication methods that are required throughout the project. 

· Define if the contractor is responsible for a Risk Management Plan that addresses risks and mitigation strategies.

· If this project requires a Communication Plan, define who is responsible for developing and executing it and what it is expected to entail. 

· You may want to have the contractor develop, as deliverables, plans for the following management practices:

· Integration Management (if applicable)
· Scope Management
· Time Management
· Cost Management
· Quality Management
· Human Resource Management
· Communications Management
· Risk Management
· Issues Management
· Procurement Management (if the vendor will be assisting in the selection of any hardware or software necessary for this project).
Alternately, you may want bidders to describe their processes for handling these items in their bid proposals.
3.3.3 Quality Management
Project Quality Management ensures that the project satisfies the needs for which it was undertaken. Quality management includes:

· Quality Planning – Identifying quality standards relevant to the project and determining how to satisfy them.

· Quality Assurance – Evaluating overall project performance on a regular basis to provide confidence that the project will satisfy the established quality standards and meet business objectives (“doing the right thing”).

· Quality Control – Monitoring specific project results to determine if they comply with relevant quality standards and identifying ways to eliminate causes of unsatisfactory performance (“doing things right”).

If the contractor is providing quality management:

· State whether the contractor is responsible for development of a Quality Management Plan.

· Identify when the plan is due and how it will be maintained.

· Define the quality activities required.

· Define the State standards that must be followed (i.e. hardware, software, programming, documentation).

· State whether quality review meetings, quality audits and “lessons learned sessions” are required and their frequency.

.

3.3.4 Technical Requirements

Describe where in the project life cycle this vendor engagement will take place (i.e., for the entire software development lifecycle (SDLC) or only one phase, such as requirements gathering).

If this is a new application or major enhancement to an existing system:

· If there is an existing conceptual model it should be provided in this sub-section

· If there is a specific design methodology that must be followed that should be defined here

· Define all development standards that must be followed

· Define if the contractor must use an iterative approach to development 

· Describe what tools (i.e. development, testing) should be used, if there is a preference.  

State whether the vendor will be required to review/refine the provided requirements and if Joint Application Development (JAD) sessions will be required to do so.

If applicable, state what additional details can be found within this RFP’s appendices.   
3.3.5 Data Considerations
State how data is to be submitted (i.e., via forms or online).

Include samples of the input forms, if available.  

Define if specific database(s) are required and what Relational Data Base Management System (RDBMS) must be used (e.g., Oracle).  If a specific version of the RDBMS is required, state that.

If data conversion is required:

· Define what type of data exists, the projected volumes, and where it is located

· Define who is responsible for data cleansing 

· Describe how the converted data will be validated

· Define both the contractor’s and the State’s role in data conversion/validation

If applicable, discuss the Logical Data Model and/or Physical Data Model of the current and/or the to-be-developed System (include actual models in appendices). 

3.3.6 Data Query and Reporting 
Describe the type of queries and reports required.  Distinguish between operational and historical reports.  Provide samples, if possible. 

Define data warehouse and/or data mart needs.  If a data warehouse hosted by the State is desired, indicate that the contractor must work with OIT’s Data Management Services (DMS) unit to build it, 
State whether there is a preference for specific reporting tools, especially if an installed base already exists.

Define document composition needs, if applicable

3.3.7 Interfaces
Describe any existing or planned interfaces to other systems and if modifications to these systems will be required.  If modifications to existing system are required, define who is responsible for making those changes and the ramifications if they are not ready when needed (e.g., if the State is responsible, and the changes are not ready when the contractor is ready, what happens?   How will the impact to the contractor’s schedule be handled/compensated?).
3.3.8 Assessments/Plans

Describe any assessments that the contractor must perform.  Some examples are:
· Capacity Assessment and Planning Document, which defines the hardware, software, and infrastructure required to meet the project’s minimum application performance by examining the existing hardware, software, network, and facilities in place within the Agency and OIT, and identifying the gap between the two
· Business Continuity Plan, which considers the potential business impacts of service interruption and the underlying risks. 
· Disaster Recovery Plan, which is a guide to the orderly restoration of information services or processes in the event of a disaster.
· Security Vulnerability Assessment, which will describe existing conditions, and present a plan to implement the security functions and services required by the system, including any changes to existing hardware, software, or practices.
Define when these assessments are needed, what they must include (in detail). 
3.3.9 Documentation
Define the types of technical and user documentation that must be provided in order for the State to use, support, and/or maintain the system.

State whether a Documentation Plan must be submitted.

Define the format (i.e., printed, electronic) in which the documentation must be provided.

Give specifics as to what items must be included in the documentation.

Describe how the documentation will be maintained during the course of the engagement.

3.3.10 Training 
If the contractor is responsible for providing training:

· State whether the contractor must produce a comprehensive training plan and when it is due. 

· Describe the types of training that must be conducted (e.g. system admin, end user, etc.), the projected number of people to be trained and their job function. 

· State whether the contractor must develop all curricula and prepare all training materials

· State if the contractor is responsible to create/maintain a training database on which to conduct classes

· State if online tutorials and/or help screens are required.

· Define whether training will be conducted in classrooms, via the web, or a combination.
· State if Train-the-Trainer sessions are needed.

· Define who will provide the training facilities/environment and coordinate scheduling for classes, trainers, and attendees.

· Define what vendor and/or State staff will be needed to perform the training.

· Define whether the contractor is responsible to track and assess ongoing training in order to make improvements 

· State whether the contractor must develop and implement evaluation and attendance tools

· State whether the contractor must develop evaluation materials

· State whether the contractor must develop student quizzes

· State if a metric exists for success of training, for example, 85% of participants must pass assessment on the first attempt.
· State timing of training, for example, “just in time” training must occur within xx weeks of rollout.

3.3.11 System Testing
State whether the contractor is responsible for a System Test Plan.

Define who will conduct the testing and whether State staff will be involved.

Describe the type(s) of testing that is required (i.e. end-to-end application, stress, Quality Assurance, backup and recovery).  

If a separate system test environment is needed, define if the vendor or the State is responsible for its creation and maintenance.  If it must replicate the production environment, state this. 

Define who is responsible for creating test data and verifying test results.

If applicable, define any specific testing tools the vendor must use.

Define how system test problems will be tracked and resolved and who is responsible for it.

Define how success will be determined.
3.3.12 User Acceptance
For User Acceptance Testing:

· Define whether the contractor or the State is responsible for the test plan

· Define the expected duration of the testing.

· Describe what tests will be conducted (i.e. system functions, data conversion, system performance)

· Define who is responsible for conducting the tests.

· Define how success (i.e., “acceptance”) will be determined (e.g., it meets the business needs).

3.3.13 Implementation

State whether the contractor is responsible for an Implementation Plan and what must be included in it.

Describe how the implementation will take place; some options may be:

· Pilot the application first in all or a limited number of locations (define the anticipated duration)

· In phases (by business function or location, internal functions before public-facing functions, etc.)

· All at once (all functions, all locations)

If the contractor is responsible for the installation of IT equipment, define its responsibilities. For example, if the vendor is replacing existing hardware, state whether it is responsible for removal, sanitization and disposal of that hardware.
3.3.14 Project Closeout
Define project completion criteria (i.e. what determines that the project is complete).

If a concluding status report is required at the end of the project, describe what it is expected to contain (e.g. work accomplished and deliverables completed, compliance with all RFP specifications, etc.).

Define all items that must be turned over to the State at this time (documentation, data, etc.)

3.3.15 Post implementation Support and Maintenance
Define the technical support and/or maintenance that the vendor must provide post-implementation, including:   

· When it begins and the duration
· State whether the contractor is responsible for developing a Turnover Plan, what must be included and when it is due
· What system components are to be included
· Define the Help Desk model.  Will the contractor take full responsibility?  Will the State (OIT or the agency) triage calls prior to passing on to the contractor?
· Define the documentation that will be provided to users and who is responsible for creating and maintaining it.
· How support requests will be submitted (i.e. toll free hotline, online, fax)
· How requests will be approved and tracked
· What the expected response time to inquiries is (in hours, business days, etc.)
· Whether a Support and Maintenance model has been outlined
· Whether support can be provided from an off-site location, or if a resource is required to come on-site.  
3.4 TECHNICAL ENVIRONMENT
3.4.1 State Technology Requirements and Standards
This sub-section must reference the State of New Jersey Shared IT Architecture (provide as a link only) and state that any proposed solution must adhere to it or provide compelling justification why it does not.

Ensure that the requirements are consistent with State technology future direction.    For example, does it ensure that network communication is IP based?  

Ensure that relevant information has been provided, including, but not limited to:

· Application software

· Application support technical environment

· Systems/environmental software and configuration

· Network management

· Voice network

· Data network

· Operations environment

· PC/LAN management

· General/administrative organization and processes

· Documentation

Define whether all hardware provided must be EPP (Environmentally Preferable Products) compliant or meet Energy Star or EPEAT (Electronic Product Environmental Assessment Tool) standards.

3.4.2 Proposed System Architecture
With consideration given to the State standards referenced in 3.4.1, as well as the existing expertise of state staff, define the architecture requirements specific to this project. 

Describe the recommended framework - hardware, software, database, etc.

Define the tools that must be used.

If possible, provide a drawing or flow chart to illustrate the technical environment.

The contractor will need to participate in the OIT Integrated Planning Process (IPP).  This process must have already started before this RFP is released, so the vendor will need to participate in future review meetings.
The suggested requirements can be summarized and outlined as shown in the example below.

	System Component
	Existing Expertise
	State Standard
	Required

	
	
	
	


3.4.3 Web Site Development Standards
If this project involves development of a web site:

· It is recommended that the agency meet with NJOIT Creative Services for assistance before proceeding with this RFP

· State that the contractor must review and follow the NJOIT Web Site Standards and Guidelines 

· State that the web site must be developed following the federal guidelines for accessibility.  Define how it will be tested for accessibility and usability before moving to production.

· State whether the vendor is required to be familiar with TeamSite (Interwoven’s Content Management System used by OIT)  

3.4.4 System Security
This sub-section must reference the State of New Jersey Shared IT Architecture  with regard to system security standards and controls.

If applicable, provide a description of the NJ State Portal and its role in authentication, authorization and audit services.

Define whether the vendor’s solution must integrate with the New Jersey Identity and Access Management (NJI&AM) infrastructure.   

3.4.5 Information Security
Define what information security standards are applicable to this project.

Define if the contractor must adhere to common criteria standards for hardware/software.

State whether the contractor will be required to submit proof that International Standards will be met. 

If there are rules or regulations that govern the design of the application or data (e.g. Sarbanes-Oxley, HIPAA, Identity Theft Prevention Act, Payment Card Industry (PCI) compliance, etc.) state that here.

Identify the type of application access expected for users of the system.  If access methods would differ depending on the type of user (citizen vs. State office staff), explain each need (i.e., anonymous access for the public, user ID and password, multi-factor authentication such as tokens, digital certificates, biometrics, etc.). 
3.4.6 System Performance, Availability and Reliability
Define the stress and load testing required to test system performance.

State whether an Application Impact Analysis (AIA) must be performed and if there is a requirement for use of a specific tool for accomplishing this.  An AIA serves two main purposes: 

· Determine the effect of the network on the application. This includes how network environment variables such as bandwidth, latency and congestion affect the end user experience for this application. The transaction processing time in the test lab will be compared to “real world” processing times. The Application Impact Analysis shall help identify code that is written inefficiently (bandwidth sensitive or chatty) for Wide Area Network (WAN) deployment.

· Determine the effect of the application on the network. With multiple concurrent application users deployed to remote locations, and throughout the Internet (if applicable), the analysis identifies how much bandwidth (if any) will need to be added to the State network infrastructure to support the new application. It shall also identify transactions that are inherently bandwidth intensive.

Define minimum response time and system uptime requirements.

Define what activities and timeframes are acceptable for scheduled system downtime.

State whether the contractor must provide system restore and recovery procedures and the recovery time requirements.

Describe how the system must be continually monitored for performance, including any requirements for the usage of specific tools.

3.4.7 Hosting and Backup Services
Define the acceptable hosting options (i.e., hosted at a New Jersey State site, hosted offsite by the contractor).

If hosted by the contractor, define the backup services that must be provided and how disaster recovery capability must be demonstrated.  State the duration of the initial agreement to host the system offsite and whether there is an option for the State to assume the hosting responsibility in the future.
Describe the parameters of the hosting options.  One example may be that the servers are hosted at OIT with OIT responsible for server administration and the vendor responsible for application administration.
Define what is expected in a Service Level Agreement (SLA). 
For hosted solutions, indicate what is owned by the State (e.g., the data).  If data is to be transmitted to the State on a periodic basis, state that here and indicate all required formats.
3.4.8 Business Continuity and Disaster Recovery 
Describe your needs for Business Continuity such as high availability/failover in the case of, for example, a hardware/component failure.
Describe your needs for Disaster Recovery, which provides for duplicating computer operations, to be used in the case of data center unavailability due to catastrophes such as fire, flood, earthquake, etc.  A disaster recovery plan should include routine off-site backup as well as a procedure for activating vital information systems in a new location.
For both, include your requirements for acceptable downtime and restoration expectations, both in timeframes and acceptable data loss.   Keep in mind that the more stringent your requirements, the more costly the solution is likely to be.    
3.4.9 Document Management 
Describe the document management needs (e.g., to capture, organize, track and retrieve documents) and with which components it must integrate.  For example, generic document management capabilities may include:

· Scan Document – image a document and identify document type

· Retrieve Document – for viewing on screen

· Annotate Document – with signature or other information

· Browse Documents – view documents

· Document Report – list of documents available

· Print Documents – to printer

· Send Documents – via email or facsimile

· Track Document Version – if the document is updated, all versions will be kept

· Manage Archive and Retention Schedule – determine how and when documents are archived or become unnecessary.

Describe the types of documents to be scanned, where they will be stored and whether they need to be available immediately for retrieval.

Describe how documents will be captured and retrieved and if it will be done centrally or at multiple locations.

Describe whether documents are delivered for scanning, possibly at a later time, or if a customer will be present during the process and requires the original documents to be returned once scanned.  

State that any document management process must be able to be certified by DARM.
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