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INTRODUCTION TO
THE STAGE 4 PROJECT READINESS AND APPROVAL
Overview
Statewide Information Management Manual (SIMM) Section 19D, Stage 4 Project Readiness and
Approval, is the fourth and final stage of the Project Approval Lifecycle (PAL) and provides a basis for
agencies/state entities to evaluate and reconfirm that the business objectives will be achieved, ensure
the alternative solution selected continues to yield the highest probability of success, and baseline the
project’s timeframes, projected schedule and costs.
During Stage 4, you will also update the anticipated costs within the Financial Analysis Worksheets
(FAWs) (SIMM Section 19-F) as actual costs are determined. The Stage 4 Project Readiness and
Approval instructions have been prepared to help State of California agencies and state entities1
meet the California Department of Technology (CDT) requirements for documentation of proposals
for projects.
Clarifications
✓ A Stage 3 Solution Analysis must be approved by the CDT prior to submitting the Stage 4
Project Readiness and Approval.
✓ Proposal reporting requirements are initially determined as part of the Stage 1 Project
Reportability Assessment but may have changed as the proposal progressed though the
PAL.
✓ For proposals anticipated to be non-delegated, agencies/state entities are required to
submit a Stage 4 Project Readiness and Approval to the CDT.
✓ For proposals anticipated to be delegated, agencies/state entities must receive approval of
the Stage 4 Project Readiness and Approval from the agency/state entity’s director, as
applicable.

Stage 4 Reporting Requirements
For proposals that are anticipated to be non-delegated, the CDT requires specific information from
agencies/state entities to carry out its responsibilities in approving the Stage 4 Project Readiness and
Approval. To evaluate an agency/state entity’s Stage 4 Project Readiness and Approval, the CDT
needs to fully assess all PAL Stages/Gates as a whole to assess the respective objectives,
timeframes, schedules, project costs, procurement planning and strategy, as well as confirm accuracy
and feasibility. Stage 4 will confirm the agency/state entity’s ability to implement the project.
Each agency/state entity is responsible for ensuring its Stage 4 Project Readiness and Approval
analyses meet CDT requirements. The Stage 4 Project Readiness and Approval must be
comprehensive and cannot rely on verbal or subsequent written responses (e.g., emails) to the CDT
staff’s questions to provide needed justification for the submission. Incomplete submissions that fail to
provide relevant information in written form may be returned without consideration at the discretion of
the CDT.

1State

entity: Includes every state office, officer, department, division, bureau, board, and commission, including
Constitutional Officers. “State entity” does not include the University of California, California State University, the State
Compensation Insurance Fund, the Legislature, or the Legislative Data Center in the Legislative Counsel Bureau.
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The CDT may, at its discretion, request additional information from the agency or state entity. Per
State Administrative Manual (SAM) Section 4819.31, the CDT Office of Statewide Project Delivery
(OSPD) may request to review and or approve information technology (IT) non-delegated
procurements prior to release to the public.

Changes to Previously Approved Submittals
As a proposal progresses through each stage of the PAL, further analysis is conducted, uncertainties
are cleared, and data used for decision-making improves. As additional information is collected (e.g.,
cost estimates, schedules, and business objectives), the information submitted in an earlier stage can
be refined. If information from a previously approved stage needs to be updated, the agency/state
entity should submit an updated Stage 1 Business Analysis, Stage 2 Alternatives Analysis, and/or
Stage 3 Solution Analysis along with the Stage 4 Project Readiness and Approval submittal as
necessary.

Changes to Reportability Status
If at any stage in the PAL a proposal initially anticipated to be delegated now meets any of the nondelegated criteria as per SAM Section 4819.37, the agency/state entity is required to resubmit all
previous Stage/Gate deliverables with all applicable sections completed for CDT review and approval.

Stage 4 Project Readiness and Approval Version 3.0
To ensure California’s compliance with the American’s with Disabilities Act as Amended, the CDT will
only be supporting and accepting for submission the Stage 4 version 3.0 Microsoft (MS) Word forms
starting February 28, 2022.
Differences from prior version
The prior version contains the same content sections. The Stage 4 version 3.0 includes the following
changes:
•
•
•
•

The form no longer uses tables as a means of organizing content
Sections that required check boxes are now drop-down fields/lists or narrative areas
The iterative sections will now be cut and pasted by the user manually
Sections that require artifacts to be attached to the MS Word document, will now be required to
be submitted as attachments to the submission email.

NOTE: You may use “Ctrl c” and “Ctrl v” to copy and paste as needed throughout the Stage/Gate
template. Most sections that require duplication also have content control features to make copying
and pasting easier.

Stage 4 Project Readiness and Approval Transmittal Requirements
The Project Approval Executive Transmittal Form, located in SIMM Section 19G, will be used to
satisfy the transmittal requirements for Stage 4 Project Readiness and Approval.
✓ State entities are required to sign and submit the Project Approval Executive Transmittal to
their governing agency for approval. This is located on the CDT State Information
Management Manual (SIMM) section 19 G.
✓ Agencies are required to sign and submit the Project Approval Executive Transmittal to the
CDT.
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Exception – State entities that are not governed by agencies can sign and submit the Project
Approval Executive Transmittal directly to the CDT.
State entity: Includes every state office, officer, department, division, bureau, board, and
commission, including Constitutional Officers. “State entity” does not include the University of
California, California State University, the State Compensation Insurance Fund, the
Legislature, or the Legislative Data Center in the Legislative Counsel Bureau.
The Stage 4 Project Readiness and Approval and attachments should be submitted to the CDT
through the Project Oversight email address at: (ProjectOversight@state.ca.gov).

Project Approval Executive Transmittal
The transmittal template (available in SIMM Section 19G) contains the approving agency/state entity
executive signatures, with the following components:
1. State Entity Name: Enter the state entity name that prepared the Stage 4 Project Readiness
and Approval. Designate one state entity as owner if multiple state entities have a role in the
proposal.
2. Agency Name: Enter the agency name that prepared the Stage 4 Project Readiness and
Approval. Designate one agency as owner if multiple agencies have a role in the proposal.
This field is not required for state entities not governed by an agency.
3. Proposal Name: Enter the proposal name as determined by the agency/state entity in the
approved Stage 1 Business Analysis.
4. Department of Technology Project Number: Enter the project number assigned by the CDT
during the Stage 1 Business Analysis (in “0000-000” format).
5. Submission Deliverable: Select the Stage/Gate deliverable(s), as applicable. If an
agency/state entity desires to withdraw a proposal, they will select the applicable Stage/Gate
deliverable(s) and the “Withdraw Submission” box.
6. Approval Signatures: The agency/state entity executive approval signatures are required,
documenting commitment and involvement at the agency/state entity level. The required
signatures include those of the Information Security Officer, Enterprise Architect, Chief
Information Officer, Budget Officer, Procurement and Contracting Officer, State Entity Director,
Agency Information Officer and the Agency Secretary.
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Stage 4 Project Readiness and Approval Main Form Instructions
Following the submission of the Stage 3 Solution Analysis, agencies/state entities may submit the
Stage 4 Project Readiness and Approval, with guidance from the CDT OSPD.

4.1 General Information
Agency or State Entity Name: Select the agency/state entity name that prepared and is responsible
for the Stage 4 Project Readiness and Approval proposal. Designate one agency or state entity as
owner if multiple agencies or state entities have a role in the proposal. Includes the Organization
Code in the dropdown list.
If Agency/State entity not in list, enter here: Enter the agency/state entity if not in dropdown list
above including Organization Code.
Proposal Name: Enter the proposal name and acronym as determined by the agency/state entity.
Department of Technology Project Number: Enter the number assigned by the CDT in Stage 1 (in
“0000-000” format).
S4PRA Version Number: Select the version of the current S4PRA. This selection should be used to
keep track of the active document.
CDT Billing Case Number: Enter the Case Number issued by CDT’s ServiceNow system for billing.
If you do not have a Case Number, please click on the link in the S4PRA form to access the
ServiceNow page. A request can be placed through this service to obtain a case number for billing.
This case number will be utilized for the execution phase should the project be approved as a nondelegated effort.

4.2 Submittal Information
Contact Name: Enter the name for agency/state entity person who will be the primary point-ofcontact for control agency questions and comments.
Contact Email: Enter the email address of the contact provided above.
Contact Phone: Enter the ten-digit phone number of the contact provided above.
Submission Type: Select one of the following types of submission.
New Submission: Initial submission to the CDT.
Updated Submission (Pre-Approval): Updated submission based on review and feedback
from the CDT, critical partners or other stakeholders prior to formal approval.
Updated Submission (Post-Approval): If Stage 2 Alternatives Analysis has been previously
approved by the CDT and new information or updates are required, the submittal should be
updated based on new information. For instance, as a proposal progresses through each
stage of the PAL, further analysis is conducted, uncertainties are cleared, and data used for
decision-making improves, in this case an update to the Stage 2 Alternatives Analysis may be
required.
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Withdraw Submission: An agency/state entity may decide to withdraw the Stage 4 Project
Readiness and Approval for various reasons (e.g., change in direction, feasibility, budgetary
issues). If an agency/state entity wishes to withdraw a previously submitted or approved
proposal from further consideration, check this field and submit the Stage 4 Project Readiness
and Approval to the CDT.
If “Withdraw Submission” is selected, select the reason for the withdrawal from the dropdown
menu. If “Other,” specify the reason in the space provided.
Contact your CDT Office of Statewide Project Delivery (OSPD) Project Approval and Oversight
Manager and Agency Information Officer (if applicable) to inform them of your intention to
withdraw the proposal. The CDT will send a written confirmation of withdrawal and
communicate to all associated stakeholders. Once a proposal is withdrawn, the agency/state
entity will be required to submit a new Stage 4 Project Readiness and Approval to continue
with a proposal for the same or a similar request.
Sections Changed, if an update or a resubmission: If either Submission Type “Updated
Submission (Pre-Approval)” or “Updated Submission (Post Approval)” is selected, then enter the
section numbers where updates have been made.
Summary of Changes: Provide a concise summary of changes made.
TIP: Highlight or otherwise indicate new or changed text within the modified section.
Project Approval Executive Transmittal: Include a copy of the signed Project Approval Executive
Transmittal for Stage 4 with your submission; use the Transmittal Form located in SIMM Section 19G.
Procurement Assessment Form: Include a final copy of the B.5 STP Procurement Assessment
form with your submission. This form needs to be filled out with all information required for Stages 2
and 3. The STP Procurement Assessment Form can be found in SIMM Section 19B.
Conditions from Stage 3 Approval: Add any conditions from the Stage 3 Approval placed on the
project by CDT.

4.3 Contract Management
The purpose of contract management is to ensure the contractor adheres to the terms and conditions
of the contract and that all required goods/services/products meet expectations. It is critical to the
success of the project that contractor performance be closely monitored to ensure the contractor
remains in compliance with all provisions throughout the contract term.
The Contract Manager is responsible for administering the contract and monitoring contractor
requirements, disputes, Key Performance Indicators (KPIs), and adherence. The Contract Manager
also serves as the liaison between the agency/state entity and the contractor, and may perform
administrative tasks such as requesting additional contract services, performance appraisal, and final
payment for completed services.
Contract management activities begin when a signed contract is received from the contractor and in
accordance with the agreed upon start date of the project. Contract management activities end when
all contracted services/products have been delivered, accepted and paid for, and all associated
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contract paperwork and files have been archived. Complete the questions below in reference to the
primary solicitation.
Indicate the status of the following project management plans or project artifacts. Select “Yes” if the
plan/artifact is completed to the required level, approved by the designated agency/state entity
authority, and available for CDT review. Select “No” if the plan/artifact is under development, pending
review/approval or not yet started and provide the status in the space provided. Select “Not
Applicable” if the plan/artifact is not needed for the proposed project and provide an explanation in the
space provided.
A list of required plans for each stage has been provided at the end of this instruction document.
1. Select the Contract Management Plan status (Yes, No, or Not Applicable). If No or Not
Applicable, provide the artifact status in the space provided.
2. Effective contract management is key to the success of a project. The Contract Manager should
thoroughly understand the contract terms, language, requirements, and know the project
objectives to ensure the agency/state entity is able to use and understand the outlined contract
activities, contract processes, and obligations of both the state and contractor. For additional
information, refer to SIMM Section 17 California Project Management Framework (CA-PMF) and
SCM Volume 3.
Select “Yes” if the Contract Manager has reviewed and understands the scope, activities, tasks,
and deliverables in the contract. Select “No” if the Contract Manager has not reviewed and/or
does not understand the scope, activities, tasks, and deliverables in the contract.
If “No,” briefly explain why this has not been accomplished in the space provided.
3. Contract management activities continue throughout the life of the contract and involve proactive
management, as well as quickly reacting to situations that arise. Contract management can
include documenting performance issues, reviewing work authorizations, ensuring compliance
with the terms and conditions, as well as documenting and agreeing to any changes that may
arise during implementation or execution.
Select “Yes” if the Contract Manager understands the processes for post award contract activities
including contract amendments, contract work authorizations, terms and conditions, and contract
escalation/resolution. Select “No” if the Contract Manager does not understand the processes for
post award contract activities.
If “No,” briefly explain why this has not been accomplished in the space provided.
4. The foundation for effective and successful post-award contract management is built upon careful,
comprehensive, and a thorough walk-through of the contract with all members of the project team
(IT, business, key stakeholders, budgets/accounting, project manager, sponsors, etc.).
Select “Yes” if a post-award or kickoff meeting between the Contract Manager and state project
team members has been scheduled to align state and contractor expectations related to contract,
budget, invoicing, requirements review, and contractor incentives. Select “No” if a post-award or
kickoff meeting has not been scheduled.
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If “No briefly explain why this has not been accomplished in the space provided.
5. Careful consideration must be given to how the contract will work once awarded. agency/state
entity, state and federal laws, policies and processes that apply under each contract may be very
unique and particular to a specific solution. In addition, all contracts are predicated on the need to
obtain different milestones, deliverables, KPIs, commitments, services, and various approvals.
Select “Yes” if the Contract Manager understands the agency/state entity and federal processes,
policy, and applicable procedures. Select “No” if the Contract Manager does not understand
agency/state entity and federal processes, policy, and applicable procedures.
If “No,” briefly explain why this has not been accomplished in the space provided.
6. An important consideration in Contract Management is to establish and communicate the
approach for evaluating the overall health of the project and performance of contractors. Strategy
considerations should include how the Contract Manager will gather information, the frequency of
contract management meetings, the current conditions of the contract, etc.
Select “Yes” if the Contract Manager has a plan to collect and assess contractor and project
performance information on a regular basis (e.g., establish meetings with project managers,
communication techniques). Select “No” if the Contract Manager does not have a plan to collect
and assess contractor and project performance information on a regular basis.
If “No” briefly explain why this has not been accomplished in the space provided.

4.4 Organizational Readiness
The agency/state entity’s readiness to begin design, development, and implementation activities for
the proposed project is critical for project success. The following questions help identify the readiness
of the agency/state entity’s current processes and ability to successfully deliver the proposed solution.
Indicate the status of the following project management plans or project artifacts. Select “Yes” if the
plan/artifact is completed to the required level, approved by the designated agency/state entity
authority, and available for CDT review. Select “No” if the plan/artifact is under development, pending
review/approval or not yet started and provide the status in the space provided. Select “Not
Applicable” if the plan/artifact is not needed for the proposed project and provide an explanation in the
space provided.
A list of required plans for each stage has been provided at the end of this instruction document.
1. Select the Implementation Management Plan status (Yes, No, or Not Applicable). If No or Not
Applicable, provide the artifact status in the space provided.
2. Release management is the process of managing, planning, scheduling and controlling a software
build through different phases and environments, including testing and deploying software
releases. A well-defined, mature, and repeatable release management process helps control the
movement of software applications from “build” through different environments to production as a
“release” and ensures changes are effectively communicated to all impacted parties.
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Select “Yes” if the agency/state entity currently has a mature release management process.
Select “No” if the agency/state entity does not have a mature release management process.
If “No,” briefly describe the testing release management process that will be used to manage,
plan, schedule, and control a software build through the different phases and environments,
including testing and deploying software releases.
3. Project team members having a strong grasp of the business programs that will be impacted by
this project can improve the team’s ability to assess the impact of changes, minimize disruption of
services, and prepare business partners for the changes ahead.
Select “Yes” if all project team members have a clear understanding of the lines of business that
will be impacted by the project. Select “No” if all project team members do not have a clear
understanding of the lines of business that will be impacted by the project.
If “No,” briefly explain how the agency/state entity plans to educate the project team to ensure all
members have a clear understanding of the goals that the project intends to achieve.
4. Organizational change management (OCM) is the approach to manage the transition of people
and teams that are affected by an organizational change. Although there are many types of
organizational changes, an agency/state entity’s ability to win the buy-in of their organization’s
employees for the change is critical.
Select “Yes” if the agency/state entity has the resources, processes, and methodologies in place
to support the OCM activities identified in Stage 2, Section 2.9 Organizational Change
Management. Select “No” if the agency/state entity does not have the resources, processes, and
methodologies in place to support OCM activities.
If “No,” briefly describe how the agency/state entity will perform OCM activities for this proposal.
5. Business process reengineering involves the redesign of core business processes to achieve
improvements in productivity, cycle times, and quality. In business process reengineering,
agencies/state entities rethink how to deliver more value and improve efficiencies in existing
processes.
Select “Yes” if the agency/state entity has dedicated resources to business process improvement
or business process reengineering activities. Select “No” if the agency/state entity has not
dedicated resources to business process improvement or business process reengineering
activities.
If “Yes” is selected, identify the specific areas of business process improvement needed. If “No,”
briefly describe how the agency/state entity will perform business process improvement or
business process reengineering activities for this proposal in the space provided.
RESOURCES:
•

Operational Readiness Assessment (ORA) Template

•

California Organization Change Management (CA-OCM) Framework
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6. Attachment: Include the project organization charts as an attachment with your email submission.
Attach organization charts in PDF to show the agency/state entity’s proposed project reporting
relationships for all parties involved in project execution. This chart is a refinement and baseline to
Stage 2 Alternatives Analysis, Section 2.9 Organization Charts. Now that staffing commitments
have been secured and vendor resources are identified, this chart will help better assess the
project’s organizational structure and the impact on the agency/state entity. The following
information is required:
Proposed Project Organization Chart
a. Project Team, including number and classification of team members. Organization chart
should depict all of the state and vendor staff involved at any time in the project
lifecycle. State staff identified on the organization chart should align with the new and
existing staff identified in the FAWs and Stage 2, Section 2.9 Staffing Allocation.
i. Agency/state entity project management staff, including the project manager and
Project Management Office (PMO) support staff.
ii. Agency/state entity business staff that will participate in the project, such as the
program manager, program analysts, and SMEs.
iii. Agency/state entity IT staff, including architects, systems analysts, software
developers, quality assurance analysts, and requirements analysts.
iv. Vendor staff including project manager (if contracted or planned to contract) as
identified in Stage 2, Section 2.9.
b. Business sponsors and key stakeholders identified in Stage 1 Business Analysis.
RESOURCES:
•

Project Organization Chart Termplate

4.5 Project Readiness
Prior to beginning project design, development and implementation activities, agencies/state entities
should have mature methodologies and experienced staff in place. The following questions will help
identify the agency/state entity’s readiness to embark on the proposed project and help mitigate risk.
1. A system development methodology is a pre-definition of specific deliverables, artifacts, and/or
methods that are created and employed by a project team to implement a solution. Using the
dropdown provided, select one of the following system development methodologies/approaches
that will be used to design and develop the new system.
Adaptive – A development process that delivers software through repeated iterations of
research, design, production, and testing. This process works best when user needs are
expected to change over time and a service is expected to continuously improve.
Predictive – A development process that is strictly sequential where stages are completed
before moving on to the next stage. This process works best when user needs can be clearly
understood and aren’t likely to change over time. Predictive projects can reduce risk by
delivering functionality in modules over time.
Hybrid – Another combination of the “Adaptive” and “Predictive” development methodologies.
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Project team members that have received formal training or have experience with the planned
development methodology and associated deliverables can reduce project risks.
Describe the agency/state entity’s past project experience using the system development
methodology identified. If this methodology has never been used before by the agency/state entity,
describe the training and staff development that will be provided to prepare staff to leverage this
methodology.
RESOURCES:
•

California Agile Framework (CA-Agile)

•

Software Development Lifecycle (SDLC) Plans and Tools

2. When a viable solution will leverage the CDT, Office of Technology Services (OTech) services
(e.g., CalCloud, Telecom, Networking), it is important to engage OTech Architecture Branch
consultation services early in the solicitation process and vendor discussions in order to ensure
data center capacity planning and alignment with the solution delivery timeline.
Select “Yes” if the agency/state entity has engaged OTech for capacity planning and development
of the solution delivery timeline.
Select “No” if data center capacity planning and alignment is needed and the agency/state entity
has not engaged OTech for capacity planning and development of the solution timeline. If “No,”
explain in the space provided.
Select “Not applicable” if the agency/state entity will not leverage OTech services for the proposed
solution.
3. Securing staffing commitments is important to ensure resources are available when needed
throughout project execution. Staffing plans are an effective tool to gain and communicate staffing
commitments as well as elicit management signoff. The staffing plan should align with the staff
resources identified in the Resource Management Plan and include quantity of staff, classification,
level of participation, and tenure/time base.
Select “Yes” if resource commitments have been obtained for all staff resources identified in the
Resource Management Plan. Select “No” if resource commitments have not been obtained for all
staff resources.
If “No,” explain why staffing commitments have not been secured, and provide information on how
the agency/state entity plans to mitigate this risk in the space provided.
RESOURCES:
•

RACI Matrix Template

•

Resource Management Plan

•

Work Breakdown Structure (WBS) Template

•

Team Effectiveness Survey

California Department of Technology
SIMM Section 19D Stage 4 Project Readiness and Approval
D.1 Preparation Instructions

11
February 2022

•

Skills Assessment Template

4. In addition to staffing commitments for the proposed project, agencies/state entities must also
ensure an adequate level of staffing to support and maintain other concurrent initiatives. The
ongoing maintenance and operation of existing business processes and systems must also be
resourced at an appropriate level to ensure other lines of business are not negatively impacted.
Select “Yes” if the project staffing plan ensures sufficient staff resources are available to perform
project activities while also supporting maintenance and ongoing operations for other agency/state
entity initiatives. Select “No” if the project staffing plan does not ensure sufficient staffing
resources are available to perform project activities while also supporting maintenance and
ongoing operations for other initiatives.
If “No,” explain how sufficient resource levels will be maintained for all project activities while also
supporting maintenance and ongoing operations for other initiatives.
5. Basic understanding of project managing principles and skills are a necessity for all project leads
regardless of the project function that they oversee. Basic project management training includes
managing project scope, building/monitoring schedule, monitoring costs and burn rates, creating
project plans, defining and allocating resources and identifying and managing risks.
Select “Yes” if all identified project leads received formal project management training. Select “No”
if all identified project leads have not received formal project management training.
If “No,” explain how the agency/state entity will educate the project team leads on project
management basics in the space provided.
RESOURCES:
•

CDT CA-PMF Course Offierings

4.6 Business Objective Valuation
1. Attachment: Attach the Requirements or Backlog Baseline document and/or the Deliverables
Baseline document to your email submission.
Although detailed requirements are completed in the Stage 3 Solution Analysis, requirement
changes may occur in Stage 4 as a result of the solicitation process and vendor feedback.
Requirements and Outcomes developed during the Stage 2 Alternatives Analysis and Detailed
Requirements/Outcomes developed in Stage 3 Solution Analysis may have been modified in
order to address potential problems/business needs.
2. Re-identify the objectives from Stage 1, Section 1.7 along with any changes and the reasons the
objective(s) has changed.
Reminder that Objectives should identify WHAT needs to be achieved or solved. Each objective
should identify HOW the problem statement can be solved and must have a target result that is
specific, measurable, attainable, realistic, and time-bound. Objective must cover the specific.
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Metric and Baseline must detail how the objective is measurable. Target Result needs to
support the attainable, realistic, and time-bound requirements.
Once each objective is listed and updated from the Stage 1 Business Analysis, the department
must give each objective a percentage score value. This value relates to how important each
objective is to the department and will be used to measure overall project success.
The total sum for all Valuations provided must be equal to 100.

4.7 Schedule Baseline
1. Schedule Summary: Please input the corresponding dates for project execution milestones
below.
Project Execution Start Dates: Insert the proposed (from Stage 2 Alternatives Analysis) and
finalized proposed project start dates.
The project execution start date is the date an IT project proposal is both approved and
funded. For most projects dependent on a funding request, this date will be July 1st of the year
the project funding is approved. For projects without this dependency, the project start date is
the project approval date (Gate 4 approval).
With the submittal of Stage 4 Project Readiness and Approval, this date should be a final
baselined date, as opposed to the estimated date that was submitted in Stage 2.
Variance: Enter the difference between the Proposed Date and Baseline Date in the space
provided.
Project End Date: Insert the proposed (from Stage 2 Alternatives Analysis) and finalized
proposed project end date.
The project end date should reflect the conclusion of project activities; the last date that project
activities are estimated to be completed. This should exclude any activities related to the Post
Implementation Evaluation Report (PIER).
With the submittal of Stage 4 Project Readiness and Approval, this date will be the baseline
project end date as opposed to the estimated date that was submitted in Stage 2.
Variance: Enter the difference between the Proposed Date and Baseline Date in the space
provided.
2. Reason(s) for Variances: The difference between estimated schedule dates and final baselined
schedule dates may be caused by many reasons (e.g., change in direction, feasibility, budgetary
issues, etc.). Provide a concise summary of the reason(s) for each difference identified above.
The schedule submitted in Stage 4 Project Readiness and Approval integrates the proposed
vendor/contractor schedule with the tasks and resources identified by the agency/state entity in
previous stages. This schedule should include all tasks, milestones and deliverables needed to
achieve the project objectives. The schedule will include all activities necessary by state and/or
contractor/vendor resources, the dependencies and predecessors of the activities to be
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executed, the resources assigned to each task and the expected duration, start and completion
dates.
This integrated project schedule should be based on the scope of the work required to execute the
project. Only a high-level master schedule and key milestones are being requested at this stage
as CDT understands that the detailed integrated master schedule will be developed when the
vendor/contractor is brought onboard.
After the PAL process has concluded, the agency/state entity and it’s vendor/contractor partner
will work collaboratively to establish a detailed integrated master schedule and continuously
evaluate the schedule to make adjustments as needed through progressive elaboration (e.g.,
rolling wave).
3. Master Schedule and Key Milestones
Attachment: Attach the High-Level Master Schedule with Key Milestones to the email
submission.
The following steps are recommended for development of the high level master schedule.
a. Planning
o The schedule should reflect all business needs and functional area’s being addressed
as defined in the program’s work breakdown structure (WBS), which defines in detail
the work necessary to accomplish a project’s objectives, including activities both the
business owner and vendor/contractors are to perform.
o Include activities which are program milestones, i.e., contract deliverables, legislatively
mandated deliverables and the completion(s) of each phase of development. These
activities can be notated as “milestones” in the project schedule for tracking/monitoring.
o Planning may be done in stages throughout the project as stakeholders learn more
details.
b. Sequencing
o The schedule should be planned so that critical program dates can be met. To do this,
activities must be logically sequenced and linked – listed in the order in which they are
to be carried out and joined with logic. In particular, a predecessor activity must start or
finish before its successor. Date constraints and lags should be minimized and justified.
This helps ensure that the interdependence of activities that collectively lead to the
completion of activities or milestones can be established and used to guide work and
measure progress.
c. Assigning Resources
o The schedule should, at minimum, identify team resources (e.g. State Testing Team,
State Business Requirements Team, Vendor Testing Team, etc.) needed to do the
work, whether they will be available when needed, and any constraints on funding or
time. Resources should align with the proposal’s Financial Analysis Worksheets
(FAWs).
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d. Determine the expected completion or execution time for each task (establishing the
duration of all activities)
o The schedule should realistically reflect how long each activity will take. When the
duration of each activity is determined, the same rationale, historical data, and
assumptions used for cost estimating should be used.
Durations should be reasonably short and meaningful and should allow for discrete
progress measurements. Schedules that contain planning and summary planning
packages as activities will normally reflect longer durations until broken into work
packages or specific activities.
o Horizontally/vertically traceable: The schedule should link products and outcomes
associated with other sequenced activities. Such links are commonly referred to as
“hand-offs” and serve to verify that activities are arranged in the right order for achieving
aggregated products or outcomes.
o The schedule should also be vertically traceable—that is, data are consistent between
different levels of a schedule. When schedules are vertically traceable, lower-level
schedules are clearly consistent with upper-level schedule milestones, allowing for total
schedule integrity and enabling different teams to work to the same schedule
expectations.
e. Critical Path
o The schedule should identify the program’s critical path—the path of longest duration
through the sequence of activities. Establishing a valid critical path is necessary for
examining the effects of any activity’s slipping along this path.
o The program’s critical path determines the program’s earliest completion date and
focuses the team’s energy and management’s attention on the activities that will lead to
the project’s success.
f. Reasonable total float
o The schedule should identify reasonable total float (or slack)—the amount of time a
predecessor activity can slip before the delay affects the program’s estimated finish
date—so that the schedule’s flexibility can be determined. The length of delay that can
be accommodated without the finish date’s slipping depends on the number of date
constraints within the schedule and the degree of uncertainty in the duration estimates,
among other factors, but the activity’s total float provides a reasonable estimate of this
value.
o As a general rule, activities along the critical path have the least total float. It is not
uncommon to have total float (or slack) but unreasonably high total float on an activity or
path may indicate that schedule logic might be missing or invalid.
g. Baseline
o A baseline schedule is the basis for managing the program scope, the time period for
accomplishing it, and the required resources. The baseline schedule is designated the
target schedule and is subjected to a configuration management control process.
Program performance is measured, monitored, and reported against the baseline
schedule.
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o The schedule should be continually monitored so as to reveal when forecasted
completion dates differ from baseline dates and whether schedule variances affect
downstream work. A corresponding basis document explains the overall approach to
the program, defines custom fields in the schedule file, details ground rules and
assumptions used in developing the schedule, and justifies constraints, lags, long
activity durations, and any other unique features of the schedule.
NOTE: Schedule changes with 10% schedule variance trigger a Special Project Report
(SPR).
RESOURCES:
•

Work Breakdown Structure Template

•

RACI Matrix Template

•

Schedule Management Plan Template

•

Schedule Management Example

4.8 Cost Baseline
As part of the PAL funding strategy, Budget Change Proposal (BCP) requests are initiated based on
cost estimates derived from the Stage 2 Alternatives Analysis. When the project proposal reaches
Stage 4, cost estimates are reevaluated based on vendor bid responses and selected vendor costs
are integrated into agency/state entity’s project estimates.
If the “Total Project Cost” in the Stage 4 Project Readiness and Approval significantly deviates from
the “Total Project Cost” estimated in the Stage 2 Alternatives Analysis, the agency/state entity may
be required to take action in accordance with the following conditions.
Project Condition at
Stage 4
Total Project Cost
estimated in Stage 2 is
greater than or equal to
Total Project Cost
estimated after bids are
evaluated in Stage 4.

Agency/state entity Action
Update PAL Stage/Gate
Deliverables to reflect change in
project cost.

Total Project Cost
Revise PAL Stage/Gate
estimated in Stage 2 is
Deliverables to reflect change in
within 20% or $5 million project cost (may include updated
(whichever is less) of
budget action for increased
Total Project Cost
funding to specific budget years,
estimated after bids are redirected funds, etc.)
evaluated in Stage 4.
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Result

Project approved
based on final
project cost.

Stage 4
Approved and
Award
Contract

Project approved
with condition
that updated
PAL document is
approved.

Stage 4
Approved and
Award
Contract
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Total Project Cost
estimated in Stage 2
exceeds 20% or $5
million (whichever is
less) of Total Project
Cost estimated after
bids are evaluated in
Stage 4.

1. Perform additional analysis to
determine cause of variance and
viability of project.
2. Negotiate with vendor to reduce
project costs to within 20% or $5
million of estimated Total Project
Cost.
3. Revise PAL Stage/Gate
Deliverables to reflect results of
negotiations (changes to scope).

Project is not
approved,
proposal is on
hold pending
additional
analysis to
determine
viability of
project.

Proposal on
Hold

Indicate the status of the following project management plans or project artifacts. Select “Yes” if the
plan/artifact is completed to the required level, approved by the designated agency/state entity
authority, and available for CDT review. Select “No” if the plan/artifact is under development, pending
review/approval or not yet started and provide the status in the space provided. Select “Not
Applicable” if the plan/artifact is not needed for the proposed project and provide an explanation in the
space provided.
A list of required plans for each stage has been provided at the end of this instruction document.
1. Select the Cost Management Plan status (Yes, No, or Not Applicable). If No or Not Applicable,
provide the artifact status in the space provided.
2. Utilizing the FAWs, provide the following cost related information from the Summary tab. Refer to
SIMM 19F Financial Analysis Worksheets Preparation Instructions for information on how to
complete the FAWs (SIMM Section 19F).
Total Planning Cost (One-Time): Enter the “Planning Costs” for this proposal from the FAW
Summary tab.
The FAW Summary tab provides a summarized “Total Project Costs (Planning + One-Time +
Total Future Annual Costs)” on the right-hand side for each respective alternative considered.
The detailed planning costs are broken down in each respective Alternative tab.
The total planning cost is the sum of all costs associated with the planning activities conducted in
Stage 2 Alternatives Analysis through Stage 4 Project Readiness and Approval. Estimated
Proposed Cost is this same value taken from the last previously approved FAW submission.

Total Project Cost (One-Time): Enter the “One-time (Project) Costs” for this proposal from the
Summary tab.
The FAW Summary tab provides a summarized “Total Project Costs (Planning + One-Time +
Total Future Annual Costs)” on the right-hand side for each respective alternative considered.
The total one-time project costs are the costs that occur while the project is being
implemented. The detailed project costs are broken down in each respective Alternative tab.
Estimated Proposed Cost is this same value taken from the last previously approved FAW
submission.
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Total Future Operations IT Staff and OE&E Cost (Continuing): Enter the future annual
operations costs for this proposal.
The FAW Summary tab provides a summarized “Total Project Costs (Planning + One-Time +
Total Future Annual Costs)” on the right-hand side for each respective alternative considered.
Enter the Total Future Operations IT Staff & OE&E Costs listed. Estimated Proposed Cost is
this same value taken from the last previously approved FAW submission.
Variance: Enter the difference between the Estimated Proposed Cost and Final Baseline Cost
for each item as needed.
Total Cost: Enter the sum of all planning, project (one-time), and annual future operations costs.
The FAW Summary tab provides a summarized “Total Project Costs – (Planning + One-Time +
Total Future Annual Costs)” on the right-hand side for each respective alternative considered.
Enter the sum from the “Total,” which is the sum of all costs (planning, one-time, and annual
future operations costs).
NOTE: The revised FAWs (June 2017 or after) use the IT staff (only) plus OE&E to calculate
the total future operations costs.
The total project cost is the sum of ALL costs associated with the project planning phases
(Stage 2 through Stage 4) and the project execution phase (design, development and
implementation), plus future costs through one full year of maintenance and operations costs.
Estimated Proposed Cost is this same value taken from the last previously approved FAW
submission.
Variance: Enter the difference between the Estimated Proposed Cost and Final Baseline Cost
for each item as needed.
Annual Future Operations IT Costs (M&O): Enter the “Annual Future Operations IT Costs (M&O)
from the Summary tab.
The FAW Summary tab provides a summarized “Total Project Costs (Planning + One-Time +
Total Future Annual Costs)” on the right-hand side for each respective alternative considered.
Enter the “Total Future Operations IT Costs (M&O)” listed.
NOTE: The revised FAWs (June 2017 or after) use the IT staff (only) plus OE&E for the FY
identified as “M&O” to calculate the annual future operations IT costs.
This cost represents a full year of ongoing, continuing costs (IT staff and OE&E) of the solution
once implemented and considered M&O. Estimated Proposed Cost is this same value taken
from the last previously approved FAW submission.
Variance: Enter the difference between the Estimated Proposed Cost and Final Baseline Cost
for each item as needed.
3. Reason(s) for Variances
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The difference between anticipated costs and actual costs may be caused by many reasons (e.g.,
change in direction, feasibility, budgetary issues). Describe any reasons or issues that contributed
to the cost difference in planning, project, and/or future costs. Provide a concise summary of the
reason(s) for each difference identified in Section 4.13.1 Cost Summary in the space provided.
4. Budget Change Proposal (BCP) Summary
A Budget Change Proposal (BCP) is a proposal to change the level of service (increases,
decreases, or shifts) or funding sources (new funds or utilizing different fund source for the same
purpose) for activities authorized by the Legislature, or to propose new program activities not
currently authorized. Agencies/state entities may request funding for an IT project through the BCP
process. All BCPs relative to the proposed project are to be entered in the table provided.
Budget Request ID: Enter the unique number assigned to the BCP. For future BCP requests,
this may be left blank.
Budget Request Year: Enter the fiscal year (in FY 0000-00 format) of the budget under
development or consideration at the time the BCP or Finance Letter is submitted (i.e., the fiscal
year for which the budget is not yet enacted). For BCPs that involve multiple years, enter the
fiscal year of the first fiscal year as identified above. For future BCP requests, identify the fiscal
year the request will be submitted for consideration.
Requested Amount: Enter the amount of funding being requested for the identified Budget
Request Year. If the BCP is a multi-year budget request, provide the sum amount of all budget
years requested.
Status: Select the status of the BCP from thedropdown list, including:
• Pending
This status is to be used for a BCP request that has been submitted and has not
received a decision.
• Supported
This status is to be used for a BCP request that is supported by the Department of
Finance (DOF).
• Not Supported
This status is to be used for a BCP request that is not supported by the DOF.
• Future
This status is to be used for a BCP request that has not been submitted but is
anticipated.
Budget Bill Language (if supported): Insert the language from the final budget bill if
the BCP has been supported.
Add BCP summaries as needed.
RESOURCES:
•

Cost Management Plan

•

Cost/Budget Management Example
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5. Financial Analysis Worksheets (Baseline)
Attachment: Attach FAWs to the email submission. Do not embed in your Stage 4 template.
The FAWs should document final baseline cost and resource assumptions the agency/state entity
made during the Project Approval Lifecycle. Based on bid reviews and vendor selection, these
FAWs will include refined figures as compared to the estimates that were submitted in Stage 2
Section 2.14 Financial Analysis Worksheets.
The FAWs provide a standard format for documenting the projected costs and financial benefits of
the current method of operation and the proposed alternative. The worksheets are used to
perform cost analyses of the full range of alternatives under consideration. Refer to SIMM 19F
Financial Analysis Worksheets Preparation Instructions for direction on how to complete the
FAWs.
RESOURCES:
•

Financial Analysis Worksheet Template

•

Financial Analysis Worksheet Instructions

4.9 Primary Solicitation Results
The procurement solicitation process is comprised of many different phases and activities (e.g., the
release of the solicitation package to vendor community, addenda, the receipt of bids, bidder
evaluations/scoring, negotiations, vendor selection).
At the conclusion of the procurement solicitation process, the primary solicitation results encapsulate
the results of the solicitation activities conducted during Stage 4 Project Readiness and Approval. The
primary solicitation results collected in this section provide insights into the planning estimations
made in previous stages and help reinforce and establish guidance for future solicitations.
1. An Evaluation and Selection Report (ESR) must be used to document the evaluation and
selection process used for contract award. Refer to the SCM Volume 3 and Evaluation and
Selection Report Template for additional information. Evaluation and Selection Reports must be
approved by the entity that has authority over the respective procurement (Department of
General Services, CDT or the agency/state entity’s Procurement Office).
Select “Yes” if the agency/state entity received approval of the Evaluation and Selection Report.
Select “No” if the agency/state entity has not received approval of the Evaluation and Selection
Report.
Select “Not applicable” if the agency/state entity does not need to complete an Evaluation and
Selection Report.
RESOURCES:
• State Contracting Manual Volume 3
2. Attachment: Attach the proposed contract resulting from the primary solicitation.
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The solicitation process is the method used to solicit bid responses to acquire goods or services
that will help achieve the primary objective of this proposal. During the solicitation process, final
bid responses will be evaluated for responsiveness and compliance. This section captures the
final proposed contract for the primary solicitation.
The data captured assists in future procurement planning, identification of the interested vendor
pools, ratio of responsive bidders, and percentage of bid submissions. Refer to SCM Volume 3
for additional information regarding final bid submissions. Only bid respondents relative to the
primary solicitation are to be entered in the table provided.
3. Was one of the viable solutions in Stage 2 selected for final contract award?
Please answer Yes or No and if No is selected, provide reasons for the different selection.
4. Selected Vendor Name: Enter the name of the primary bidder’s company or firm.
5. Contract Number: Enter the contract number.
Contract Start Date: Select the actual contract start date. The contract start date is the first date
the contractor can start work after contract execution. This date may or may not be the contract
term start date. Depending on the contract execution date, the term may be adjusted, as
appropriate.
Contract End Date: Select the actual contract end date. The contract end date should reflect the
expiration date of all contract activities; the last date that contract activities are to be completed.
This end date should include any potential optional years that may extend the term of the original
contract.
6. Total Contract Cost (without Optional Years): Enter the total contract cost as identified in the
final contract, if known. The Stage 4 total contract cost may differ from the anticipated amount
identified in Stage 3 Section 3.6.2 Solicitation Method if the actual vendor/contractor proposal
submitted during the solicitation process differs from the estimates previously received. This total
contract cost should not include any potential optional years that may be executed. The FAWs
should be continually updated with the actual costs, as determined.
Optional Years (Number of Months): Enter the number of potential optional years (in months)
that may extend the term of the original contract.
7. Total Cost of Optional Years: Enter the total cost of any potential optional years that may be
executed as identified in the final contract.
8. Total Contract Cost (with Optional Years): Enter the total contract cost as identified in the final
contract including the costs for any potential optional years, if known. The Stage 4 total contract
cost may differ from the anticipated amount identified in Stage 3 Section 3.6.2 Solicitation
Method if the actual vendor/contractor proposal submitted during the solicitation process differs
from the estimates previously received. This total contract cost should include any potential
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optional years that may be executed. The FAWs should be continually updated with the actual
costs, as determined.
Indicate the status of the following project management plans or project artifacts. Select “Yes” if the
plan/artifact is completed to the required level, approved by the designated agency/state entity
authority (for plans marked “Approved”), and available for CDT review. Select “No” if the plan/artifact
is under development, pending review/approval or not yet started and provide the status in the space
provided. Select “Not Applicable” if the plan/artifact is not needed for the proposed project and
provide an explanation in the space provided.
Select the project management plan/artifact status (i.e., Yes, No or Not Applicable) for each of the
following. If No or Not Applicable, provide the artifact status in the space provided:
•
•
•

Configuration Management Plan (Draft)
Data Management Plan (Draft)
Maintenance and Operations Transition Management Plan (Draft)

4.10 Risk Register
Attachment: Attach the Risk Register to the email submission.
Risk management can be defined as the processes and structures that are directed towards realizing
potential opportunities, while simultaneously managing possible adverse impacts. From a project
management perspective, risk management is a continuous activity conducted throughout the life of
the project—it seeks to identify potential risks, evaluate their likely impact, develop mitigation plans,
and monitor progress.
The Risk Register is a tool to capture project risks and supports the risk management process in
accordance with the Risk Management Plan. This includes tracking information such as probability,
impact, triggers, mitigation plans, and contingency plans. The template and instructions for the Risk
Register is available in SIMM Section 17 CA-PMF.
The Risk Register includes all project risks identified through the PAL that will continue into project
execution. Any open project approval conditions that will not be completed by the end of Stage 4
Project Readiness and Approval should be added to the Risk Register as a risk that will continue post
PAL.
RESOURCES:
•

Risk Registry Template

Stage 4 Deliverables Summary
The following lists out the required deliverables for the Stage 4 Project Readiness and Approval
document to be submitted by the department. Please note that the CDT can receive emails
containing a maximum of 25MB of attachments and 1000 files. If your email needs to be split, please
let us know during the submission in case the emails are received out of order.
Stage 4 Deliverable List:
•

Stage 4 Project Readiness and Approval Document
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•
•
•
•
•
•
•
•
•
•
•
•
•
•

Project Executive Transmittal
Completed STP Procurement Assessment Form updated for Stage 4, if needed.
Contract Management Plan
Implementation Management Plan
Requirements/Backlog Baseline and/or Deliverables Baseline
Master Schedule with Key Milestones
Cost Management Plan
Financial Analysis Worksheets (Baseline)
Evaluation and Selection Report for the Primary Solicitation
Proposed Contract resulting from the Primary Solicitation
Configuration Management Plan
Data Management Plan
Maintenance and Operations Transition Management Plan
Risk Register

Project Management Plans by Stage
The following plans are due during the Project Approval Lifecycle framework:
Stage 2:
• Scope Management Plan (Approved)
• Communication Management Plan (Approved)
• Schedule Management Plan (Approved)
• Procurement Management Plan (Approved)
• Requirements Management Plan (Approved)
• Stakeholder Management Plan (Draft)
• Governance Plan (Draft)
• Contract Management Plan (Draft)
• Resource Management Plan (Draft)
• Change Control Management Plan (Draft)
• Risk Management Plan (Draft and Risk Log)
• Issue and Action Item Management Plan (Draft and Issue Log)
• Cost Management Plan (Approved if planning BCP was approved)
o The cost management plan must be submitted in an approved state for Stage 2 only if a
planning BCP was approved for this effort. If a planning BCP was not
submitted/approved, the Cost Management Plan will be required as an approved plan in
Stage 4.
Stage 3:
• Project Management Plan (Draft)
• Risk Management Plan (Approved)
• Issue and Action Item Management Plan (Approved)
• Change Control Management Plan (Approved)
• Quality Management Plan (Approved)
• Testing Management Plan (Approved)
• Security Management Plan (Approved)
• Contract Management Plan (Updated Draft)
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•

Other plans (not required)

Stage 4:
• Contract Management Plan (Approved)
• Implementation Management Plan (Approved)
• Cost Management Plan (Approved)
• Configuration Management Plan (Draft)
• Data Management Plan (Draft)
• Maintenance and Operations Transition Management Plan (Draft)
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