Independent Verification & Validation (IV&V Services)
IV&V is a service intended to provide organizations with independent project assurance over the entire project lifecycle (from business case development through deployment).  The origin of IV&V stems from independent assurance efforts first used by NASA and the US Military for large systems to help ensure adherence to standards and practices such as ISO and SEI.  IV&V provides an independent, vendor neutral, 3rd party view of the project with the intent of protecting the organization’s interests by looking for tangible evidence and results while assessing project status.  Observations and recommendations are developed by the IV&V team and presented to Project Managers, Business Owners and Executive Leadership with unbiased information by which they can make decisions impacting the project.  The focus areas for IV&V include Schedule, Budget, Business Objectives, Risk, Issues and Organizational Readiness.  Additional examples of areas typically assessed include:  Project Management practices (e.g. all areas covered by PMI), Contract Management and Compliance, Deliverable Quality Assurance, Communication Planning and Execution, Scope Management and Containment, Resource Planning and Usage and Knowledge Management.  In order to maintain the highest level of independence, the IV&V teams CAN NOT participate on any other aspect of the project (e.g. project management, team resources, etc.).  The one exception to this rule is during the pre-implementation phases.  A vendor can be used to assist with the development of a Business Case and High-level Requirements and the development of Request for Proposal as the planning vendor and can remain eligible to provide IV&V services for the delivery of the project.  In fact, early involvement of a vendor in this capacity often provides the deep knowledge of the project requirements necessary to provide the most value during the IV&V assessments.
What is not IV&V?

Since the main objective of IV&V is to provide an independent view of the project to all levels of management, IV&V services must not get intermixed with the day-to-day Project/Program Management efforts of the project.  The effectiveness of IV&V is greatly increased by the reviewer’s ability to assess progress from an outsider’s perspective.  Likewise, IV&V is not intended to be used as supplemental staffing on the project.  However, IV&V teams should consist of Subject Matter Experts to assess and make recommendations that will allow agencies to determine additional staffing needs with specific skills on the project.  Lastly, IV&V should not be used to negotiate contracts on behalf of the organization.  Instead, IV&V will be best utilized by having business cases, RFP’s and contracts reviewed to help ensure alignment between the business case, requirements and legal obligations are clear and measurable.

Why IV&V

The Standish Group International, Inc., one of the most quoted research organizations, has found that less than 20% of technology projects are successful in meeting their requirements (scope) within the planned time and budget parameters.  Their 1999 “Chaos: A Recipe for Success” states “many of these (technology) projects will fail, but not for lack of money or technology; most will fail for lack of skilled project management…”This research also delineated the CHAOS Ten – the top 10 success factors in technology projects to be:

· User involvement

· Executive Support

· Clear Business Objectives

· Experienced Project Manager

· Small Milestones

· Firm Basic Requirements

· Competent Staff

· Proper Planning

· Ownership

An IV&V function as a part of a technology project will provide the Executives of the organization an early indication of pending problems that will prevent the project from being successful.
IV&V Reporting Structure

Organizations, Vendors,  and IV&V interactions will be developed during the beginning stages of the project lifecycle to establish expectations of all parties through clearly defined roles and responsibilities.  Figure 1-1 represents the standard project organization and reporting structure for IV&V.  Responsibility for the IV&V effort will be with the Executive Level group for all projects (solid reporting line).  While information will be shared and recommendation response action plans developed at all levels (dashed reporting line), the typical flow of information will be upward and decisions will flow back down through the project organization.  
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Figure 1-1:  IV&V Reporting Structure
1.0  IV&V High-Level Roles and Responsibilities

This section provides a high-level overview of the different stakeholder roles and responsibilities for an IV&V effort and is intended to provide common definitions and expectations of the various stakeholders on an IV&V effort.  NOTE:  The roles listed in this section will have specific project related roles and responsibilities to support the execution of the project.  This document is intended to define the added roles and responsibilities required in supporting and realizing value from an IV&V effort.

The main IV&V stakeholders can be defined as:

· Executive Level – includes the Organization’s Executive Sponsor/Management, Boards, Steering Committees that are responsible for hearing and making final decisions on IV&V recommendations and project response plans as well as providing final approval of IV&V deliverables.  The entire Executive Level group typically serves in an advisory and policy-making role on the project.
· Business Owner(s) – includes the Organization’s Leadership or Direct Reports that are responsible for interpreting the IV&V recommendations, approving the project management team’s response/action plan to address IV&V recommendations (Recommendation Response Action Plan) and supporting the presentation of both to the Executive Level.  The Business Owners typically serve as the program level management component on a project helping to ensure the business requirements are being met by the initiative.
· Program Management Office (if one is in place) – includes the Program Management Office Director and/or an approved representative that is responsible for working in conjunction with the Business Owners to interpret, approve and support the presentation of IV&V recommendations and the Project’s Recommendation Response Action Plan to the Executive Level.  

· Project Managers – includes the Organization’s designated Project Manager responsible for providing information and deliverables to the IV&V team for assessments, receive the assessment findings and recommendations and develop a Recommendation Response Action Plan to address the IV&V recommendations identified during these assessments.  Project Managers have the day-to-day responsibility for the delivery and success of a project.
· Project Team – includes the Content Delivery, Subject Matter Experts and Team Leads that are responsible for providing subject matter expertise and assisting the Project Manager in developing the Recommendation Response Action Plans for recommendations that impact their level of responsibility.  The Project Team is responsible for executing tasks assigned from the project workplan.
· IV&V Team – includes the IV&V Project Manager and supporting team members and Subject Matter Experts that conduct assessments and present findings and recommendations to all of the other IV&V stakeholders.  The IV&V Team does is tasked with executing periodic reviews and assessments and does not participate as a member of the Project Team nor Project Management.  
· Legal and Procurement – includes the Organization’s attorneys and procurement officers that are responsible for reviewing and responding to contract and vendor compliance recommendations provided by the IV&V team.  The Legal and Procurement resources are typically involved on the project during the creation of the RFP, contract, contract negotiations, change request reviews and contract dispute/compliance matters as needed throughout the entire project lifecycle.
The remainder of this document addresses the typical process phases and detailed roles and responsibilities for the IV&V lifecycle.  These areas consist of the following phases:

· Business Justification
· Procurement

· Implementation

· Benefit Realization

As stated in the Introduction, the roles and responsibilities outlined below are intended to be used as a baseline.  Reassignment of resources should be considered during the early stages of the project effort; however, it is important to ensure all of the defined roles and responsibilities are addressed to help ensure overall completeness and success for the IV&V effort.

2.0 IV&V Process – Level 1
The remainder of this document describes the components involved in conducting a full IV&V process for a qualified project.  The objectives of the process are to:

1) Confirm that the Business Case and High-level Requirements are clear and the documented benefits are obtainable prior to the establishment of a project.

2) Ensure a consistent Procurement process is followed and confirm the RFP/SON and supporting contract documents contain a concise request for services in accordance with the requirements of the project.

3) Provide independent, objective reviews and ongoing oversight of Project Management fundamentals and project execution as well as provide recommendations based on experience and ‘best practices’ to address the potential and actual risks to the project.

4) Measure the end results of the project in the form of benefits realized against the original Business Case as well as document ‘lessons learned’ for future similar efforts in the agency and/or State.

The IV&V activities and deliverables defined for the project should be incorporated into the project workplan, or at a minimum, linked to critical milestones contained within the project workplan.


Figure 3.0:  Level 1 Process Flow for Independent Verification and Validation Lifecycle

The previous diagram outlines the standard IV&V lifecycle spanning from project inception through completion and measurement of final results.  Included beneath each step in the process are the major points to be reviewed for that step.  While all steps in the process are relevant, some steps may be viewed as optional depending on the nature of the project.  For example, IV&V for the Business Justification phase can be conducted to provide validation of the Business Case and High-level Requirements.  Likewise, a final evaluation of the benefits achieved by the project during the Benefits Realization phase has the option to multiple reviews and flexible intervals (e.g. quarterly, semi-annual, annual, etc.). 

Regardless of the nature of the project, every project effort should begin with the establishment of which of these steps will be included during the creation of the workplan, assignment of responsibilities and development of the timeline.  Once the process for a specific project has been established, the entire team should adhere to the process throughout the life of the project.  Failure to do so may result in an ineffective IV&V effort that will not provide the maximum value of its use and may impact the success of the overall project.

The process steps outlined in this document are general guidelines for delivering any type of project.  While most large efforts across the State are typically system implementations, the intent of this process guide is to be able to create the framework to support the largest as well as the smallest of projects with an independent viewpoint of total project progress.

The following sections provide a Level 2 process flows for each of the Level 1 processes introduced previously.

NOTE:  The processes and associated roles and responsibilities contained in this document apply to the IV&V process ONLY.  It DOES NOT contain or assign the project management and execution tasks performed by the various stakeholders as required to support the normal delivery of a project.
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