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Process for Corrective Action Plan (CAP) to Address Contract Requirements Deficiencies
Introduction 

This guideline documents the process to initiate, develop, review, execute and close-out a Corrective Action Plan (CAP) to Address Contract Requirements Deficiencies.  It is intended to be used by Department staff responsible for contract management and oversight of contractor performance, and by contractors who have received notification from the Department requiring development of a CAP.
A CAP is one of several tools available to the Department to help ensure a contractor fulfills their responsibilities under the contract and to ensure the project is completed, or services provided, in the required manner.  Contract provisions, the deficiencies identified, and the nature of the circumstances will help the Department determine whether a CAP or other remedial option under the contract is appropriate.

The Department’s role is to:

1. Initiate a CAP upon determination of its appropriateness based on the contract provisions and circumstances
2. Review and accept / reject the CAP provided by the contractor
3. Monitor the contractor’s completion of the action items contained in the CAP
4. Determine if the outcomes of the actions implemented are acceptable
The contractor’s role is to:

1. Develop a CAP for approval by the Department
2. Execute the approved CAP

3. Achieve the expected outcomes
Examples when a CAP should be considered (not limited to):
· CAP should be considered when contracted services deviate from, or deficiencies are identified with respect to, the requirements specified in the contract
· CAP should be considered when established performance measures are not met

When a CAP should not be considered (not limited to):
· CAP should not be used as a substitute for normal project management and oversight activities generally provided for under the contract

· CAP should not be used to address shortcomings identified during deliverable acceptance review where the contract contains separate provisions under these circumstances (payment only occurs after deliverable acceptance)

Objectives & Benefits

The general objectives for the Process for Corrective Action Plan (CAP) to Address Contract Requirements Deficiencies are to:

· Provide the Department with a process standard for correcting deficiencies of contract requirements 
· Develop a common set of guidelines and templates to be used for the CAP process
· Provide a process to initiate, develop, review, execute and close-out a CAP
The general benefits of a CAP process are to:

· Clearly identify, agree upon, manage, and monitor actions to remediate contract deficiencies 

· Establish transparency for follow-through and follow-up on CAP action items  
· Follow a standardized process for reviewing and approving CAP remediation activities

· Determine root causes of deficiencies to reduce the probability of recurrence 
· Reduce uncertainty and minimize risk

Definitions
Refer to Appendix A for a list of the terms and acronyms used in this document.

Roles and Responsibilities
There are various staff resources and stakeholders involved in managing the contract for this project. In some cases, one individual may perform multiple roles in the process. Refer to Appendix B for specific roles and responsibilities, as they pertain to Contract Management. 

All project staff will be trained on their contract management responsibilities by their manager/lead when they join the project.  Project meetings are used to brief staff on any changes to the process.  For more on standard project governance, meetings, and reporting, reference the DHS Governance Teams – Detailed Roles and Responsibilities Guideline. 

Overview of Corrective Action Plan Process

The steps of the Corrective Action Plan Process are shown below:
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Step 1 – Initiate
The Department prepares written notification to the contractor upon determination of the need for a CAP.  This notification may be a simple letter consisting of one (1) or more pages plus any attachments and signed by the Contract Manager or other individual designated by the contract.
In preparing the notification, consideration should be given to the following:

1. Who is involved?

2. What is happening?
3. What are the related issues/factors/extenuating circumstances, if any?
4. What is the impact (actual and potential)?

5. What should be happening?

6. When did the problem begin?

7. When was the problem identified?

Notification should include (not limited to):
1. Clear, descriptive statement of each non-conformance problem / deficiency

2. Any supporting facts and possible causal factors

3. Reference to appropriate contract provisions
4. Reference to appropriate project related documents, if any
5. Reference to the Process for Corrective Action Plan (CAP) to Address Contract Requirements Deficiencies (this document)
6. “Due by” date for the Contractor to respond with a CAP
Step 2 – Develop
Following receipt of written notification from the Department, the contractor must prepare a response in accordance with contract requirements and acceptable to the Department.  The contractor must submit their response to the Department no later than the “due by” date stated in the notification.
Minimum Required Content

Minimally, the contractor response must include:
1. Executive Summary
2. Corrective Action Plan (CAP)
1. Executive Summary

The executive summary should contain:

a. High level contractor management’s assessment of the non-conformance problems / deficiencies
b. Synopsis of corrective action(s) to be taken
c. Outline of the overall process for executing and completing the CAP
d. Planned CAP completion date - when all corrective actions will be completed

e. Commitment to the corrective action(s)
This commitment should be evidenced by contractor executive involvement in the planning process, commitment of resources, and policy directives to the contractor’s staff.

2. Corrective Action Plan (CAP)
The Corrective Action Plan (CAP) must contain the contractor’s proposed corrective action(s) for each non-conformance problem / deficiency identified by the Department.  The CAP must delineate a clear understanding and ownership of each deficiency, a detailed description and ownership of the corrective action(s), the process for tracking and reporting the status of CAP completion, planned effectiveness review activities to ensure successful resolution, and planned prevention activities to avoid a recurrence.
The template shown in Appendix C – Corrective Action Plan (CAP) Template must be utilized as the central document for presenting this information.  Additional information may be attached.
The following items should be included, but not limited to:

a. Description of all corrective actions / tasks and completion schedules
b. Dependencies between corrective actions, if any (i.e. corrective action B cannot begin until corrective action A is complete)
c. Resources required (i.e. time, personnel and technology)
d. Allocation of responsibility – the individual responsible for overall CAP completion and the individuals responsible for each corrective action / task
e. Plans for monitoring, tracking and reporting progress towards completing the CAP

f. Corrective action deliverable(s) / measure(s) / indicator(s) that will provide objective evidence that the corrective action is successfully completed
g. Process for verifying completion and closure of the corrective action
h. Description of the follow-up corrective action effectiveness review to be conducted to ensure successful resolution of the deficiency and prevention of recurrence
i. No excuses – however, if the contractor disagrees with a stated deficiency, provide a clear explanation why and provide any supporting data
Additional Content

If appropriate, it may be necessary to include the following:
1. Detailed corrective action work plan(s)
2. Additional supporting information

1. Detailed corrective action work plan(s)

Where appropriate, detailed corrective action work plan(s) should be attached showing major tasks, task completion schedule, dependencies and resources.
2. Additional Supporting Information
Step 3 – Accept / Reject
The Department will review the CAP provided by the contractor and respond in writing with:

1. Acceptance, or

2. Provisional Acceptance, or
3. Rejection of the contractor’s CAP
If the CAP does not meet the criteria for acceptance, the Department’s response will state the reasons for the decision and the next steps to be taken.
The Department may consider, but not limit its review to the following:
1. Compliance with contract provisions and project related documents
2. Compliance with the Department’s Process for CAP to Address Contract Requirements Deficiencies (this document)
3. Are proposed corrective actions likely to eliminate deficiencies and prevent recurrence?

4. Are proposed corrective actions reasonable and achievable?
5. Are the action deliverable(s) / measure(s) / indicator(s) clear, meaningful and able to provide objective evidence the corrective action is successfully completed?

6. Is the timeline acceptable?

7. Are resources acceptable / adequate?

Step 4 – Execute (Manage to Completion)
The contractor will execute the CAP by completing and implementing the corrective actions to resolve the non-conformance problems / deficiencies.  Implementation and completion status will be tracked by the contractor and communicated to the Department to ensure timely and adequate resolution of each finding.  This will be done according to the accepted plans provided by the contractor for monitoring, tracking and reporting progress towards completing the CAP.  The Department may modify these plans at any time, as needed.
Due diligence and follow through is very important in this step.  The implementation and completion of the CAP can be tedious with potential for ineffectiveness in the corrective action outcomes.  Although the findings have been identified and detailed plans to correct the findings have been developed, the often long and weary process of actively completing and implementing all of the corrective actions for each deficiency has the propensity to receive less attention as emphasis is shifted to other more immediate initiatives, crises, and requirements.  It is important the CAP’s execution receives continuous management attention, ongoing monitoring of progress, adaptation to keep it on track, and periodic status communication.
Step 5 – Close Out (Did It Work?)
This step in the CAP process includes assessment by the Department and contractor to:

1. Review the effectiveness of each corrective action – is the outcome acceptable?
2. Review the effectiveness of the overall CAP – is the outcome acceptable?

3. If appropriate, establish on-going, post implementation effectiveness monitoring

4. If appropriate, establish preventive actions to avoid recurrence
5. Complete a close out report

The Department will evaluate the outcome of each corrective action and the overall CAP to make a determination whether these outcomes are acceptable or unacceptable.  In the event of an unacceptable outcome or recurrence, the Department may continue all or part of the CAP, initiate a new CAP, or institute other remedial actions at its disposal according to contract provisions.
The efforts to identify the deficiencies and implement the corrective actions are fruitless if the same or similar findings recur.  Follow-up to determine the effectiveness of corrective actions in successfully resolving and preventing recurrence of identified deficiencies is critical.
Reasons for ineffective corrective actions may include:
· The Department did not fully understand or adequately state the identified deficiency

· The contractor did not accept ownership

· The contractor did not identify and address the causal factors (including root cause)

· The causal factors were all correctly identified, but inadequate or insufficient corrective actions were developed in response

· The corrective actions were not adequately closed or not implemented as intended (e.g. the revised procedure was published but not adequately promulgated or understood by the staff / users)

· The corrective actions were not implemented in a timely manner
Step 6 – Lessons Learned
Deficiencies identified and corrective action plans developed through the CAP process become natural inputs to both the risk management and the lessons learned processes.  CAPs should be periodically reviewed to determine their applicability to these processes as well as for consideration during the development of requests for proposals and requests for quotations.
Appendix A – Definitions

Corrective Action Plan (CAP) 

Corrective action refers to any activity initiated for the purpose of altering the course of a task or project that may have lost focus or somehow deviated from the pre-specified direction it was intended to take.  This new direction should be well-documented and should, upon execution, turn the task or project in a way such that it better aligns with the goals, expectations, and ultimate results laid out in the contract and/or project management plan.  Corrective action can be implemented at any point within the project when the project as a whole, or a specific task or tasks, have taken the project in a direction in conflict with the contract/project requirements, service level agreement/objectives and/or deliverables.  Early intervention is traditionally more effective as it can involve a more minor and timely correction than later intervention.

Contractor

A contractor is any entity that has entered into a contract for the provision of goods or services with a Commonwealth agency and/or Department Program, Project Team, or Representative.

Contract Manager

The contract manager has the single authority to act for DHS under the contract.  Whenever the Commonwealth is required by terms of the contract to provide written notice to the contractor, such notice is signed by the contract manager, or in that individual’s absence or inability to act, such notice may be signed by the contract manager’s designee.

The contract manager is also responsible for acceptance or non-acceptance of each deliverable identified in the contract.  Prior to any payment being made, the DHS contract manager certifies via the acceptance process that the products or services, for which invoices were issued, have been received and accepted.

Appendix B – Roles and Responsibilities

The following table lists the CAP roles and responsibilities:       

	ROLE
	Responsibilities

	
	· 

	Contract Manager
	· Identifies deficiencies 

· Initiates CAP Process by notification to the contractor

· Accepts or rejects CAPS submitted by the contractor

	Contractor
	· Develops CAPs for approval as requested by the Department
· Executes the approved CAP
· Achieves the expected outcomes


Appendix C: Corrective Action Plan (CAP) Template
	#
	Deficiency

Description
	Actions to be taken

(Prospective & Preventative)
	Indicator the Deficiency is Resolved
	Status Tracking and Reporting
	Resources
	Lead
	Planned 

Complete 

Date
	Actual Complete Date
	Completion Confirmed Review Date
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