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1 Introduction 
This document formally authorizes the New Food Choices 2009 project.  This document provides the project manager and WIC Extended Management Team authority to commence planning and implementation, and apply organizational resources towards accomplishing the project objectives.

2 Project Purpose
The United States Department of Agriculture – Food and Nutrition Service (USDA-FNS) requires the Washington State WIC Nutrition Program (Washington WIC) to implement the new interim food package rule by August 5, 2009.
   

3 Background
USDA-FNS published the final interim rule on December 6, 2007.  This new federal rule significantly changes the foods allowed on the WIC program.  It includes 
adding: 
· Fresh or processed fruits and vegetables for women and children, 

· Baby foods, including meats, for fully breastfed infants, and fruits and vegetables for all infants 6-11 months of age,

· Milk alternatives including calcium-set tofu, and calcium-/ vitamin D-rich soy beverages, requiring medical prescription,

· Canned or dried legumes, with canned beans or peas as an alternative to dried legumes,

· Canned fish choices (salmon, sardines), and, 

· Whole wheat bread or other whole grain options.

Reducing:

· Infant formula for partially breastfed/fully formula fed infants 6 to 11 months of age, and

· Eggs, milk and juice for children and women.

Eliminating:

· Juice for all infants, substituting baby foods fruits and vegetables, and

· Whole milk for participants age 2 and older.

One significant change is the addition of a cash fruits and vegetables benefit of $10 per month for exclusively breastfeeding women, $8 per month for postpartum and pregnant women and $6 per month for children.  More information about the final interim rule can be found on the following websites:  
· USDA Food and Nutrition Services website:  http://www.fns.usda.gov/wic/regspublished/foodpackages-interimrule.htm 

· WALWICA website:  http://www.walwica.org/ 

· National WIC Association website:  http://www.nwica.org/ 

All program areas will be affected by this new food package rule.    

4 Project Objectives
· The New Food Choices 2009 Project will result in new food packages which accommodate clients’ cultural and individual food preferences.

· Clients will have access to foods that are in line with the Dietary Guidelines for Americans. 
· Clients can easily select and purchase WIC foods.
· Retailers can easily obtain and stock WIC foods.

· Farmers markets can participate in the cash benefit for fruits and vegetables.
· Clinic staff and retailers will receive adequate training and support for successful implementation of the new food package rule.

· Key stakeholders, including clinic staff and retailers, are involved and supportive of project development and implementation.

· CIMS applications will support the food delivery system change.
5 Product Scope

 This section lists what will be in place after the project is complete.  This section also lists what is out of the scope of this project.
5.1 In Scope:  Major Tasks 
This sub-section lists the major tasks which are included in the product scope.  Some tasks will be worked on concurrently.  The tasks are not listed in the exact order they will be done.  

See Appendix A for descriptions of what is included with each major task. 
See section 12.10 for a draft initial project timeline.
	Major Task

	1. Track interim rule development.

	2. Receive and distribute interim rule 

	3. Develop high level cost estimate of project implementation 

	4. Monitor and update project implementation costs

	5. Develop a comprehensive communication and stakeholder input plan 

	6. Implement the communication and stakeholder input plan

	7. Decide food policies

	8. Develop food selection criteria 

	9. Research foods and supply systems

	10. Develop proposed food list (includes applying selection criteria to new and existing foods)

	11. Do fiscal analysis of proposed food packages 

	12. Gather stakeholder input re: proposed food list 

	13. Decide foods list 

	14. Research and decide policies re: medical foods, exempt formulas, Special Food Package 3

	15. Decide cash benefit methodology 

	16. Coordinate with DSHS Senior Farmers Market Nutrition Program (FMNP) 

	17. Do CIMS business analysis and software design

	18. Develop pilot test plan

	19. Develop and test CIMS modifications 

	20. Pilot test, evaluate and deploy CIMS state applications 

	21. Revise and implement retailer contracts 

	22. Revise and implement banking services contract 

	23. Design, print and distribute check stock TO PILOT

	24. Design, print and distribute client education materials (PILOT)

	25. Develop and implement local agency training (PILOT) 

	26. Develop and disseminate WIC policies and procedures (PILOT) 

	27. Develop and implement retailer training (PILOT)

	28. Develop and implement market manager training (PILOT)

	29. Pilot test and evaluate CIMS Client Services and WIC Reports applications

	30. Determine readiness for statewide implementation

	31. Revise, print and distribute client education materials (STATEWIDE IMPLEMENTATION)

	32. Revise and implement local agency training (STATEWIDE IMPLEMENTATION)

	33. Revise and disseminate WIC policies and procedures (STATEWIDE IMPLEMENTATION)

	34. Distribute check stock (STATEWIDE IMPLEMENTATION)

	35. Revise and implement retailer training (STATEWIDE IMPLEMENTATION)

	36. Revise and implement Farmers Market contracts 

	37. Revise and implement market manager training (STATEWIDE IMPLEMENTATION)

	38. Deploy CIMS Client Services and WIC Reports applications (STATEWIDE IMPLEMENTATION)

	39. Revise WIC WAC 

	40. Revise Farmers Market WAC 

	41. Develop post-implementation plan 

	42. Update local agency monitoring tools and processes 

	43. Update retailer monitoring tools and processes

	44. Update Farmers Market monitoring tools and processes

	45. Project management


5.2 Out of Scope

The following is a list of deliverables that are out of the scope of this project.  

· Electronic benefits transfer (EBT) to implement foods other than fruits and vegetables

· “Nice to do” education materials other than what’s required to support clients’ selection of foods.

· “Nice to do” supportive materials other than what’s required for implementation (staff, retailers, etc.)

· Evaluation of client’s satisfaction and/or shopping practices/eating behaviors pre- and post- implementation.

6 Stakeholder Influences 
This section identifies stakeholders who could stop, delay, or change direction of the project.
	Stakeholder
	Represented By
	Role / Influences

	Executive Sponsor
	
	Approve project initiation

Provide project steering and guidance 
Intercede with external stakeholders when necessary

Decide food list.

	CWP
	
	Approve Preliminary and Final ITP for CIMS modifications
Intercede with external stakeholders when necessary

Receive project progress reports

Provide input and support of the project, when appropriate

	CFH
	
	Intercede with external stakeholders when necessary

Receive project progress reports

Provide input and support of the project, when appropriate 

	CFH
	
	Approve Preliminary and Final ITP for CIMS modifications
Receive project progress reports

Allocate IT resources

	CFH
	
	Approve Final ITP for CIMS modifications


	DIRM
	
	Review ITP for CFH Approval

Receive project progress reports.

	DOH
	Contracts Office
	Approve retailer and FMNP contract language
Lead competitive procurement for banking services, if needed

	AG
	
	Agree on wording of market contracts, retailer contracts, and grower agreements

	DOH
	Secretary of Dept. of Health
	Intercede with external stakeholders when necessary
Receive project progress reports.
Provide input and support of the project, when appropriate
Approves WAC

	USDA-FNS
	USDA-FNS
	Funding authority for the program

Approve new and revised policies and procedures

Approve IS projects and equipment purchases over $100,000
Approve retailer contract language


7 Constraints

This section will help guide project planning and execution as the Core Team balances decisions against various options.   

Primary constraints for this project in priority order:

a. Schedule will be the leading constraint for this project.  
b. Quality is the second most important constraint.  
c. Cost, including human resources, is the least of the major constraints.  


8 Relationship with other projects/workloads

a. Value-Enhanced Nutrition Assessment (VENA) implementation due September 30, 2009

b. Participant-Centered Education (PCE) project necessitates considerable overhaul of nutrition education materials and training and is critical to the success of VENA
c. 3 year retailer contracting cycle – next contracting cycle is scheduled to begin April 1, 2009
d. Banking contract period ends June 30, 2009 with optional extensions to amend contract through June 30, 2012.


9 Assumptions
a. If restraints are discovered in the project, the project could be implemented in phases while meeting the basic federal rule by the implementation deadline.
b. We will primarily use internal expertise and resources to lead the implementation of this project.

c. If necessary, work of state office staff may be reassigned. 

d. We will have access to required WIC IT resources.

e. We will look for cost effective solutions.

f. We will consider innovative opportunities and solutions during this project.

g. “Implementation” is complete when the Major Tasks 1-29 are completed.

h. We will do analyses of all CIMS applications related to the project (e.g. Food Package Management and food packages in Client Services).

i. All clinics will be running Microsoft Vista in 2009 and Microsoft Server 2008.

j. The NSA grant will increase by a minimum of 4% each year. 

k. We will review the vendor cost containment methodology as part of the post-implementation plan. 
l. We will go for all sources of funding to help finance implementation (e.g. Operational Adjustment, grants, General Funds State)

m. We will utilize products and tools from the NWA Food Package Committee.
n. We will consider management and monitoring reports during the design phase.  
o. We will implement quality improvement strategies throughout the project (e.g. to reduce errors in data entry of food packages).

p. Stakeholder input will be included in major tasks, as appropriate.

q. Evaluation will be included in major tasks, as appropriate.

r. Communication and marketing will be included in major tasks, as appropriate.

10 Initial Risks

The following is a list of currently known risks.  One of the first efforts in project planning will be to establish mitigation/contingency plans for these and whatever other risks that are identified throughout the project.
1. Other federal mandates are not met

2. State driven project deadlines are not met

3. Staff turnover, burnout, illness

4. Budget may not be able to support aggressive timeline

5. Requirements of executive management outside of the WIC Program conflict with project timelines

6. Project implementation deadline is missed
7. Resources from key business staff unavailable (e.g. NLS staff & contractors tied up with VENA implementation)

8. Input from key people is missed or not obtained before making decisions
9. Scope creep
10. Unexpected public reaction (e.g. Farmers markets, organic advocates, wild salmon advocates)

11. Business requirements do not get clearly defined in time for development and testing

12. Clinic staff  are not able to communicate clearly to special populations about foods (e.g. translated materials, unclear messages)

13. USDA does not approve policies

14. Deployment strategy fails (e.g. due to not enough capacity on hardware)

15. Microsoft patches come out at critical times which then interrupt the schedule

16. Our assumptions are wrong

17. External contractors do not meet timelines (e.g. translations, check stock)

18. Food stamp “rebate” for fresh fruits and vegetables creates confusion with WIC fruits and vegetables benefit

19. Food costs are not cost neutral and the solution or fix is politically unsavory (e.g. caseload must be decreased, fewer food choices)

20. Challenge of WAC change process 
21. Internal contract process impacts the timeline

22. Cash benefit methodology is new and we don’t have experience with it, so can’t anticipate issues (e.g. retailers increase prices of WIC foods)
11 Budget  

A thorough budget impact and cost analysis will be done early in the project.  USDA-FNS claims implementation of the new food package rule will be cost-neutral.  Below is a list of items that could result in costs over and above regular Washington WIC budget due to lack of current expertise or added complexity.

	Item
	Cost

	Cash benefit methodology
	May need new technology, equipment, new banking services costs

	Research 
	Staff resources

Travel costs for verifying availability of foods in stores

	Stakeholder input
	Potential costs for gathering stakeholder input (focus groups, interviews, survey)

	Training & materials
	Significant changes; multiple stakeholder groups will be impacted.  New training and material methods may need to be developed using new technology.  Translations and field testing of translated materials may increase cost.


12 Project Plan
This section includes how the project is organized and managed, including specific processes for this project.

12.1 Team Organization and Participants


12.2 Team Member Roles and Responsibilities

The following section defines the roles and responsibilities of the project team members.

1. Executive Sponsor:
a. Communicates up through Department
b. Reviews monthly project status report
c. Provides guidance and support to the Core Team for the work of the project
d. Delegates authority and responsibilities to Management Liaison
e. Intercedes with external stakeholders, when necessary
f. Attends project planning and task workgroup meetings, as needed  
g. Approves project charter and any revisions to the charter
h. Reviews and approves project budget and expenditures
i. Decides food list

2. Management Liaison:

a. Conducts management review of final documents and other materials, and communication to be disseminated 

b. Coordinates communication and problem-solving with section managers regarding resources 

c. Keeps Project Manager informed of management decisions or guidance regarding the project
d. Performs delegated Executive Sponsor responsibilities

3. Project Manager:
a. Develops and maintains the project charter.

b. Develops and maintains a high-level project management plan.

c. Prepares regular status reports for Core Team and management, including any of the following types of information or issues:  project scope changes, political issues, customer/constituent issues, risks, resource needs or changes and exciting findings or results from community involvement activities.  See Reporting section.
d. Invites the Executive Sponsor and/or other consultants to meetings, when involvement is needed.  Consults with Management Liaison before inviting others to meetings.

e. Reviews Task Leads’ work plans for clarity and completeness.

f. Develops and maintains high-level project timeline using WIC standard project management software.

g. Tracks tasks and communicates to members regarding assignments. 

h. Facilitates Core Team meetings, arranges for facilitation, if needed, and conducts meeting debriefs.

i. Attends task workgroup meetings, as needed and/or requested by Task Leads .
j. Develops Core Team meeting agendas, documents, and other materials.

k. Follow standard meeting management practices using agendas, taking notes, documenting decisions.

l. Disseminates decisions about the project to other Core Team members within regular meeting minutes. 
m. Saves project management documents on the shared drive (S:\CFH\CWP\WIC\Shared\Work Groups & Special Projects\New Food Choices 2009 Project).  
n. Reports project cost estimates & expenditures periodically to Executive Sponsor.

o. Coordinates issue resolution and risk mitigation with project sponsors.
4. Core Team Members/Task Leads:
a. Will be limited to WIC Extended Management Team members.  

b. Ensure work of assigned tasks is completed.  

c. Ensure detailed work plans are developed and maintained using software that the Task Lead is comfortable using (i.e. Word, Excel, Project).  
d. Include the following in work plans, as appropriate:

· clear definition of the major task
· timelines

· specific tasks

· members/leads and roles and responsibilities
· stakeholder input, if applicable
· evaluation

· decision points – plan for 1 week for WIC management decisions and 2 to 3 weeks for DOH management decisions
· coordination and communication with other tasks

e. Provide work plans to their supervisor for review before implementing and whenever there are significant changes to tasks, timeline or resources.

f. Manage and monitor scope of the work.

g. Coordinate and communicate with other Task Leads.

h. Attend Core Team meetings regularly.

i. Provide regular, verbal guidance and supervision to their workgroup(s).

j. Provide status reports to the Project Manager and Core Team on a monthly basis or as needed, using a standard, agreed-upon status report format (See Reporting section).
k. Facilitate workgroup meetings or arrange for facilitation, as needed.
l. Follow standard meeting management practices using agendas, taking notes, documenting decisions.
m. Report estimated and actual project costs to Project Manager on a regular basis.
n. Save any workgroup documents related to this project on the shared drive (S:\CFH\CWP\WIC\Shared\Work Groups & Special Projects\New Food Choices 2009 Project).  There will be a separate folder for each workgroup’s documents.
5. Consultants:
a. Get supervisor approval to participate on a workgroup or other project assignments 

b. Are invited to attend meetings when an agenda item relates to their work.  They are not obligated to attend all Core Team or task workgroup meetings.

c. Respond to requests for information, consultation, document review and feedback, as needed. 

12.3 Risk Management 

Mitigation and contingency plans

A list of initial risks is started in this document.  The Project Manager and Management Liaison will prioritize risks and develop a mitigation and contingency plan for high-priority risks.  The Core Team will review draft mitigation and contingency plans and provide input.
Risks will be added and prioritized as they are identified throughout the project.     The Project Manager and Management Liaison will review the risks periodically to determine if they need to be moved from low to high priority and a mitigation and contingency plan developed.

The mitigation and contingency plan will include at least the following:

· Risk

· Risk priority – high or low

· Impact

· Strategy (avoid, mitigate, transfer or activities to lessen the occurrence)

· Contingency (what to do if it happens)

· Trigger (how we know it happened)

· Status

Handling new risks

When Task Leads identify new risks during the project they notify the Project Manager immediately.  The Project Manager will document the risk on the list and consult with the Management Liaison to decide next steps.  Next steps include, but are not limited to, the following:  prioritization, developing a mitigation/contingency plan, taking to Core Team meeting for discussion, and notifying the Executive Sponsor. 

12.4 Decision-making

· Decisions will be made at the lowest management level possible.  If there is an issue and a decision cannot be made, then it goes up to the next level of management and follow the issues management process listed below.
· If an urgent decision is needed between regularly scheduled core team meetings, the Project Manager, Management Liaison, or Executive Sponsor will call together all available Core Team members to address the issue.
12.5 Issues Management

The issues management process describes a common approach to documenting, assigning, and resolving project issues.  All projects encounter issues that need to be resolved in order to successfully achieve the intended results.  
For the purposes of this project, issues are created when:

1. The Task Lead and/or work groups lack consensus on a course of action.

2. The Core Team lacks consensus on a course of action

3. A question exists as to whether something is inside or outside the scope of the project

When Task Leads identify issues during the project they notify the Project Manager immediately.  The Project Manager will document the issue in the Issues Management Plan document and consult with the Management Liaison to decide next steps.  Next steps include, but are not limited to, the following:  taking the issue to Core Team meeting for discussion, consulting with the Executive Sponsor, and consulting with other stakeholders. 

12.6 Project Documentation
Maintaining project documentation is a vital part of successful project management.  

All project documents will be saved in the following WIC shared drive folder: 

S:\CFH\CWP\WIC\Shared\Work Groups & Special Projects\New Food Choices 2009 Project\

12.7 Reporting
	Type of report
	Target Audience
	Who’s Responsible?
	Date required or frequency
	Content

	Task Lead status report
	Project Manager, Core Team
	Task Leads
	Verbal, written acceptable, at bi-weekly Core Team meetings or upon request
	*Use project status report as a template 

· Status

· Issues for discussion
· Significant developments

· Coordination with other Task Leads

	Project status report
	Executive Sponsor 
DOH, CFH, CWP 
	Project Manager
	Begin reporting after rule gets published. Written,
monthly or more frequently, if needed
	· Status

· Significant developments

· Timelines or schedule variance

· Risk mitigation

· Issues

	IT status report
	DIRM
	WIC-IS Manager
	Written, monthly
	Follow project status report format

	Close-out report
	Executive Sponsor
	Project Manager
	Within 60 days of project completion
	Evaluation; debrief of project

Final project status report


12.8 Status Meetings
The Project Manager and Management Liaison will facilitate regular bi-weekly project status meetings with the Core Team members, unless more frequent meetings are needed during certain peak times of the project. The primary purpose of the project status meetings is to coordinate project planning, resolve issues and make decisions about next steps.

There will be a standing agenda item on the bi-weekly Extended Management Team meetings throughout the project life cycle.
If an urgent decision needs to be made or a critical issue discussed between regularly scheduled meetings, the Project Manager, Management Liaison, or Executive Sponsor will call together all available team members to address the issue.  

If the Project Manager and Management Liaison are both absent, the Core Team meeting will be cancelled and rescheduled.  If the Project Manager is absent, the Management Liaison will act as back-up.  

If a task lead is not available to attend a team meeting, he/she will send a representative.

12.9 Communication
All Core Team members are encouraged to talk to each other, to keep the project moving along, and to keep all other members current with new information. Outside of regular meetings, email is best for this, or a phone call in case of an urgent issue.
12.10 Project Timeline
See attached draft Project Timeline for an estimated schedule of major tasks.
[Insert link to your timeline here]
13 APPENDIX A:  Major Task Descriptions 

This section lists brief descriptions of what is included in the scope for each major task.  This will provide guidance to Task Leads about the general scope of the tasks.  
	Major Task
	Description (what is included in this task)

	1. Track interim rule development.
	· Proactively and regularly track progress of interim rule development and estimated publication date

· Keep Core Team members informed of progress, including dissemination of any written communication from sources

· Maintain central file with information obtained and any written communication

· Be the lead on coordinating questions/clarification with USDA-FNS about the interim rules

	2. Receive and distribute interim rule 
	Most of the major tasks depend on the publication and receipt of the interim rule

· Develop a plan that ensures the interim rule is distributed quickly to key stakeholders, including state WIC office staff and contractors, WIC Coordinators, retailers and WSFMA

· The interim rule distribution plan will be part of the comprehensive communication plan

· Link to the USDA-FNS website from the Washington WIC website

	3. Develop high-level cost estimate of project implementation 
	· This document is important for identifying cost and resource constraints or limitations that exist

· It will consist of rough estimates and be based on charter and draft timeline

· Include an assessment of vendor cost containment impacts

· Assume 4% increase in federal Nutrition Services Administration (NSA) funding each year

· Consider decision packages and special grants to fund implementation
· Includes costs of staff time

· WIC financial analyst could author the cost estimate.

· New Food Choices project manager will coordinate with financial analyst to complete this task.

	4. Monitor and update project implementation costs
	· Do at least quarterly review of costs throughout entire project

· Track real costs versus estimated costs

	5. Develop a comprehensive communication and stakeholder input plan 
	Develop a comprehensive communication and stakeholder input plan that assures communication about major milestones to appropriate internal and external stakeholders, including DOH.  The communication plan will include:

· planning and tracking of WIC coordinator numbered memos

· development of talking points and key messages

· steps for consulting with Mteam regarding stakeholders and politically sensitive issues

· interim rule distribution plan

· stakeholder input tasks

· clear deadlines or “drop-dead” dates; identify which timelines are not flexible

· steps for consulting with Core Team members to assure communication is clearly delegated and performed timely

· steps for revising and approving web site information

· Mechanism for keeping DOH admin informed – submit monthly project status reports 
· Using WIC website for ongoing communication regarding the project status and plan for implementation (what’s been done, what’s next, high-level roadmap)

· Creating list of current workgroups that want to be involved, within DOH and across state government
· Coordination of stakeholder input with rule-making and State Plan public comment processes and timelines

Nutrition & Policy Stakeholder Input
· Determine an inclusive list of stakeholders, both internal and external

· Categorize by level of interest, value to WIC, or other criteria

· Develop criteria for how much and when we will get input from different categories

· Develop and implement plan for gathering stakeholder input (include Advisory Group, other local agency staff on workgroups/committees, conduct focus groups?) – (Comment: usually done in formatting evaluation; contract out?  Will take extra time.)

· Shepherd input with the Core Team, loop back to stakeholders as appropriate

· Be aware of, and anticipate role of CWP, CFH and DOH in decision-making (Need clarity)

· Be aware of, and anticipate role of USDA in decision-making

· Include notification to politically sensitive stakeholders in communication plan before decisions are made 


Other Stakeholder Input 
· Work with Xmteam to determine an inclusive list of other stakeholders, such as retailers, food companies,  others

· Categorize by level of interest, value to WIC, or other criteria

· Develop criteria for how much and when input from different categories

· Develop implementation steps for gathering stakeholder input

· Shepherd input with Core Team, loop back to stakeholders as appropriate


NOTE:  Includes DOH Nutrition Group, SNAP, NPA/PLG, WALWICA, Children’s Alliance, Western Regional state WIC agencies, etc. For retailers, food companies, etc. – Need to brainstorm and may be included in workgroup plans

	6. Implement the communication and stakeholder input plan
	· Follow the plan

	7. Decide food policies
	· Need to do before can gather CIMS business requirements

· Food policies are about food packages.  For example, definition of breastfeeding, prescriptions for soy products for children – do we document, keep copies, who can prescribe?  

· Food policies and decisions about food selection are two different things.
· Coordinate with WIC policies and procedures development

	8. Develop food selection criteria
	· Develop a plan for developing the criteria (who does what by when and who to involve)

· Review WIC Cooks food selection criteria and determine modifications needed 

· Gather input from internal stakeholders about the criteria (concerned about timelines, who to include)

· Coordinate with communication/stakeholder input workgroup

· Modify and finalize food selection criteria

	9. Research foods and supply systems
	· Definition of supply system includes wholesalers, retailers and farmers

· Use wholesaler list from CIMS Retailer Management application
· Information can be collected through manufacturers/wholesalers

· Consider using other resources (i.e. volunteers, local agency staff, college students) to do research

· Develop plan for doing research

· Consult with wholesalers about their willingness to add products??
· Use food selection criteria to research foods that could potentially be added to food list, including availability and cost

· Research includes current foods as well as new products

· Research includes fruits and vegetables

· Document research results

· Provide documented results to Food List Proposal lead

· Coordinate ongoing research with Food List Proposal and Food Selection Criteria leads

	10. Develop proposed food list (includes applying selection criteria to foods)
	· Review foods and supply systems research results

· Review food manufacturers applications

· Coordinate with Food Research and Cash Benefit Methodology leads
· Use food selection criteria to evaluate foods

· Incorporate results of review into proposed food list
· Draft a proposal, with justification/rationale, for new foods to be included or removed from WIC approved food list (use previous proposal format)
· Present proposal to Core Team (Xmteam)

· Finalize food list proposal for Mteam decision

· Communication point to DOH management – here is what we are proposing and why
· Possibly get stakeholder input at WFMSA meeting in January 2008 (draft options we’re considering)

	11. Do fiscal analysis of proposed food packages 
	· Analyze fiscal impact of proposed foods on food budget, caseload, banking costs, etc

· Coordinate closely with food list development
· Begin fiscal analysis before foods are finalized
· Results of fiscal analysis will be included in the food list proposal

	12. Gather stakeholder input re: proposed food list 
	· Specifics will be included in a comprehensive stakeholder input plan
· Develop plan for getting public input on proposed foods

· Get public input (may or may not be part of normal state plan comment period)

· Implement plan

	13. Decide food list 
	· Make final decisions about food list 

· Communicate food list decision to Core Team (need to coordinate with CFH management, i.e. organic milk decision; get clarification on who has input on decision making)

· Coordinate with WIC policy and procedure development

	14. Research and decide policies re: medical foods, exempt formulas, Special Food Package 3
	· Includes analysis of new requirements

· Educate and develop processes and materials for medical community re: prescriptive authority for calcium alternative foods and medically necessary foods

· Develop and implement plan

· This task can be done separately from food selection criteria.  Not needed for food list decision.

	15. Decide cash benefit methodology 
	· Develop and implement plan

· Research and prepare a cash benefit methodology proposal, including feasibility (CA, NYC, EBT feasibility study, cash benefit study)
· Focus on options published in the “Analysis of Alternatives for Implementing a Cash Value Voucher Program”, March 2007
· Present proposal to WIC Management Team for decision

· Identify coordination points with other major tasks 

· At a minimum, coordinate with:

- policy and procedure development to identify policy and procedures needing to be revised

- banking services contract revisions

- WIC FMNP and Senior FMNP
- Check design 

	16. Coordinate with DSHS and Seniors FMNP 
	· Coordinate with DSHS and Seniors Farmer Market Nutrition Program (SFMNP)

	17. Do business analysis and software design
	· Develop business case

· Follow APT processes for prioritization

· Business analyst meets with business experts and other appropriate parties to gather business requirements for software changes
· Create software specifications

· Includes cash benefit methodology and Food Package Management

· Includes plan for creating new food packages and modifying existing food packages in CIMS, if needed.

· Includes state, Client Services, and WIC Reports applications
· Develop and implement a software Project Plan (ITP)

· Determine technical requirements based on business requirements 

· Determine affected applications based on requirements 

· Research and propose CIMS application changes

	18. Develop pilot test plan
	· Develop and implement plan for pilot test coordination

· Plan includes when to decide pilot sites
· Pilot test during Farmers Market season?
· Includes local agencies, stores, training, materials, CIMS state applications, etc.

· Includes an evaluation component.  Do this planning right before pilot.

	19. Develop and test CIMS modifications 
	· Program CIMS modifications

· Develop and implement a test plan
· Includes state, Client Services, and WIC Reports applications

	20. Pilot test, evaluate and deploy CIMS state applications 
	· Develop and implement a deployment plan

· Includes pilot test 

· State applications should be in place before CIMS Client Services is pilot tested and deployed

· Timing will coincide with banking services contract revisions
· Develop and deploy release notes and user’s guide

	21. Revise and implement retailer contracts 
	· Coordinate with 3 year contracting cycle.  May need to extend current contracts to sync up with timing.

· Allow ample time for DOH contract processing.

· Develop and implement a contracting plan.

· Coordinate with Farmers Market contracts task
· Consider what happens if FMNP goes away and Farmers Markets are still retailers available for WIC

· Capture food prices for all retailers in CIMS?

· Rewrite retailer contract and handbook
· Design and print materials associated with contract
· Coordinate with DOH Contracts Office and AAG regarding contract changes
· Coordinate with WAC development

· Include new Vendor Cost Containment strategies, as much as possible

	22. Revise and implement banking services contract 
	· Assess need for a contract amendment or competitive bid
· Develop and implement a contracting plan

· Revise contract/statement of work to reflect new services and increased volume of transactions.

· Revised contract should be in place before CIMS Client Services (and state applications?) pilot testing begins.

· Allow ample time for DOH contract processing.

· Consult with contractor.

· Consult with DOH Office of Contracts Management

	23. Design, print and distribute check stock TO PILOT 
	· Assess need for WIC check redesign (not Farmers Market)
· Develop and implement a plan for check redesign, if applicable

· Coordinate with FMNP and Senior FMNP on design and business rules
· Revise purchase order for check stock printing managed by DOP for non-FMNP checks 
· Print enough check stock for statewide implementation, but distribute check stock only to pilot sites

	24. Design, print and distribute client education materials (PILOT)
	· Consult with communication and stakeholder input leads about a communication strategy for clients

· Develop and distribute client and staff educational materials

· Convene a group to determine appropriate client messages and methods to communicate these messages

· Inventory reduction and replacement plan

· Identify what materials in which languages are needed

· Develop a client communication/education plan (materials may be for both communication (short term) and education (long term)

· Implement plan

· Includes WIC Food brochure, Farmers Market brochure, and appropriate client education materials

	25. Develop and implement local agency training (PILOT) 
	· Assess clinic training needs
· Establish and implement a training plan
· Consult with communication and stakeholder leads on a communication strategy for clinic staff 
· Develop and distribute staff educational materials
· Includes draft policies and procedures

· Allow time between CIMS design/programming and pilot testing to develop training and materials

	26. Develop and disseminate WIC policies and procedures (PILOT)
	· Develop and implement a policy and procedure development plan

· Coordinate policy and procedure revisions and review

· Consult with NLS NTeam and Advisory Group

· Develop and distribute program materials

· Identify program materials needing revision and translation (e.g. substitution form, monitoring, client forms)

	27. Develop and implement retailer training (PILOT)
	· Identify areas of current issues and make decisions
· Develop and implement a training plan to assure retailer training needs are met

· Includes revising, approving, printing and distributing the training materials

· Update Power Point presentation
· Need to complete drafts before pilot testing begins

· Coordinate with communication and stakeholder input leads on communication strategy for retailers/ market managers

· Consult with FD-RMT, Retailer Advisory Committee

	28. Develop and implement market manager training  (PILOT)
	· Identify areas of current issues, address early if possible

· Assess market manager training needs 

· Develop and implement a training plan to assure market manager training needs are met

· Coordinate with communication and stakeholder input leads on a communication strategy for market managers

· Develop and distribute market manager materials
· Consult with Washington State Farmers Market Association (WSFMA)

	29. Pilot test and evaluate CIMS Client Services and WIC Reports applications 
	· Develop and implement a pilot test and evaluation plan
· Identify coordination points with other tasks

· Communication with clinics regarding deployment will be done in accordance with the Communication and Stakeholder Input Plan
· Develop and deploy release notes and user’s guide
· Includes WIC Reports application, if there are modifications

	30. Determine readiness for statewide implementation
	· Allow time to consciously and strategically determine readiness to go statewide (go/no go decision)

· Develop readiness or success criteria

· This decision will trigger statewide implementation tasks

	31. Revise, print and distribute client education materials (STATEWIDE IMPLEMENTATION)
	· Revise materials based on pilot test results

	32. Revise and implement local agency training (STATEWIDE IMPLEMENTATION)
	· Revise training and materials based on pilot test results

· Coordinate with statewide implementation of CIMS

	33. Revise and disseminate WIC policies and procedures (STATEWIDE IMPLEMENTATION)
	· Revise policies and procedures based on pilot feedback

· Submit policies to FNS for approval

· Follow work plan

	34. Distribute check stock (STATEWIDE IMPLEMENTATION)
	· Distribute check stock per work plan

	35. Revise and implement retailer training (STATEWIDE IMPLEMENTATION)
	· Revise training based on pilot feedback

· Implement training per work plan

	36. Revise and implement Farmers Market contracts 
	· Develop and implement a contracting plan 

· Coordinate with Senior FMNP/DSHS

· Coordinate with DOH Office of Contracts Management regarding contract changes

	37. Revise and implement market manager training  (STATEWIDE IMPLEMENTATION)
	· Revise training based on pilot feedback
· Implement training per work plan

	38. Deploy CIMS Client Services and WIC Reports applications (STATEWIDE IMPLEMENTATION)
	· Develop and implement a deployment plan

· Communication with clinics regarding deployment will be done in accordance with the communication and stakeholder input plan
· Revise and deploy release notes and user’s guide
· Includes WIC Reports application, if there are modifications

	39. Revise WIC WAC 
	· Assess need to revise WAC

· Develop and implement a WAC revision and public comment plan following DOH process
· Revise WAC regarding requirements and foods provided through the program, including public comment period and client survey

· Consult with Integrity Unit staff

· Coordinate with retailer contract development, FMNP WAC lead, AAG, and DOH rules office

	40. Revise Farmers Market WAC 
	· Assess need to revise WAC

· Develop and implement a WAC revision and public comment plan.

· Revise WAC regarding requirements and foods provided through the program, including public comment period and client survey

· Consult with DSHS/Seniors FMNP

· Coordinate with FMNP contract development, WIC WAC  lead, AAG, and DOH rules office.

	41. Develop post-implementation plan 
	The post-implementation plan will include:

· Fiscal tracking after implementation of the new foods

· An evaluation plan and plans for course correction

· Monitoring and communication plan for ongoing issues

· Includes a post-implementation IT review.  Every IT project has a post-implementation review i.e. closing out technical aspects, code in right place, did everything get done.   It is standard DIS best-practice.  Reference Race/Ethnicity post-implementation review report as an example.

	42. Update local agency monitoring tools and processes
	· Revise process and forms to assure monitoring is in sync with the new foods list and new policies and procedures
· Begin using process and forms

	43. Update retailer monitoring tools and processes
	· Revise process and forms to assure monitoring is in sync with the new contract and new foods list
· Begin using process and forms

	44. Update Farmers Market monitoring tools and processes
	· Revise process and forms to assure monitoring is in sync with the new contract and new foods list

· Begin using process and forms

	45. Project management
	· Overall management of project

· Develop, monitor and maintain project management plan 

· See Project Manager role for additional activities

















+ Consultants, as needed


(i.e. user experts)























Management Liaison


Cathy Franklin


Project Manager


Kathy Chapman





Core Team/Task Leads 


Extended Management Team members	





Task�
Lead Name�
�
Banking services contract�
�
�
Budget impact and fiscal analysis�
�
�
Cash benefit methodology�
�
�
Check stock design, printing, and distribution�
�
�
CIMS pilot test, evaluation and deployment�
�
�
CIMS requirements, design and programming�
�
�
Client education materials�
�
�
Communication plan and stakeholder input�
�
�
Farmers Market coordination, contracts, training & monitoring�
�
�
Food list decision�
�
�
Food list proposal�
�
�
Food policies�
�
�
Food selection criteria�
�
�
Foods and supply systems research�
�
�
Interim rule tracking and distribution�
�
�
Local agency monitoring �
�
�
Local agency training and materials�
�
�
Medical foods policies (boutique items)�
�
�
Pilot test coordination�
�
�
Post-implementation plan�
�
�
Retailer contracts, training and monitoring�
�
�
Statewide implementation readiness decision�
�
�
WAC – Farmers Market�
�
�
WAC – WIC �
�
�
WIC policies and procedures�
�
�
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