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2. Procedure Scope

This procedure describes ERCOT’s processes to manage projects, once they have been defined, prioritized and ready to enter the initiation phase of a project.  

All projects begin as an idea, or concept to improve or fix business operations.  In ERCOT’s case, the idea can come from a market participant (ROS, WMS, PRS, RMS, TAC, BoD), internal ERCOT employee, or state mandated by PUCT rulemaking or in accordance with a legislative mandate.  Ideas generally will come about in response to a perceived problem or need, and represents a solution to that problem or need for the market.

Some of the projects are required due to approval of a Protocol Revision Request (PRR) or a System Change Request (SCR) submitted by an external party or an internal ERCOT employee.  PRRs and SCRs are approved and prioritized pursuant to the requirements in Section 21 of the ERCOT Protocols.  Other projects are submitted by an internal ERCOT employee and do not require a PRR or SCR.  These projects are approved and prioritized by the ERCOT Executive Committee.   

This procedure describes the requirements and forms required to follow the ERCOT project lifecycle process.  The phases include:

· Conceptualization

· Initiation

· Planning

· Execution

· Implementation

· Closure

This procedure is created and maintained by the Program Management Office in accordance with the Program and Project Administration Policy.

3. Statement of Intent and Background

These procedures detail the instructions for ERCOT in the development of projects with the goal of successfully completing project deliverables supporting overall organizational strategies.

4. Project Proposal and Prioritization
 XE "Cost and Time Estimate" 
4.1. Filling out a Project Request

Part A of the Project Request form will be filled out in its entirety by the requestor. Part A is outlined as follows and requires the corresponding information:

1. Date of Request XE "Date of Request"  – Date request is filled out

2. Name – Name of Requestor and point of contact for any questions concerning the project request

3. Telephone No. – Requestor phone number where they be contacted for any further information required by PMF.

4. Department XE "Department"  – Requestor’s Department or the Department sponsoring the project proposed

5. Manager – Requestor’s Manager

6. Source of Request XE "Source of Request"  – Identify whether the source of request is internal or external (ie. CCM, PUCT, SB7, ROS, RMS, WMS, PRS, BoD to include the PRR or SCR number associated)

7. Director XE "Director"  – Name of Director to sponsor project proposal

8. Project Name XE "Project Name"  – Include a short but identifiable name that is readily recognized

9. Business Priority XE "Business Priority"  – Critical, Significant, Enhanced Client Service, ERCOT Efficiency, Stability/Reliability, or Other

· Critical – ERCOT operations disrupted and systems inoperable

· Significant – ERCOT operations are slowed down and causing detrimental effects on system operations

· Enhanced Client Service – providing improved service to Market Participants

· ERCOT Efficiency – enhanced ERCOT system maintainability

· Stability/Reliability – Improve stability/reliability of ERCOT systems

10. Project Description XE "Project Description"  – Clearly describe the change or enhancement requested. 

11. Project Justification XE "Project Justification"  – Provide reasons, reference documents and examples of situations that warrant the proposed change or enhancement.

12. Background XE "Background"  – provide a brief summary outlining background information that supports the reason for the proposed change or enhancement.

13. Business Objective XE "Business Objective"  – describe the business objectives attained by implementing proposed change or enhancement

14. Scope XE "Scope"  – define the scope of work to include what system components will be affected under in scope and those that will not under out of scope. For example, if the proposed change will only require system changes to Lodestar, then Lodestar will be in scope, while all other system components such as Siebel, SeeBeyond, TCH, Paperfree, EMMS, etc. would be out of scope.

15. Functional Requirements XE "Functional Requirements"  – Clearly define all the functionalities required to fulfill the change or enhancement requested.

16. Approvals XE "Approvals"  – Ensure review and approval is obtained by the requestor’s manager, director, and officer.

Note: items 8 and 10-15 should have been included in the Impact Analysis and may be referenced to attached Impact Analysis, rather than duplicating information. 

4.2. Internal Project Request Approvals

The purpose of obtaining project request approvals XE "project request approvals"  is to keep the respective manager and director apprised of new initiatives and ensures that appropriate level of review is made by management prior to project submittal to PMO and Executive Committee XE "Steering Committee" . Management will verify that the proposed project is in-line with ERCOT strategic initiatives and objectives, as well as validate its immediate need considering current commitments that they are aware of. 

The PMO will not accept any project request unless all appropriate signoffs are made by the requestor, manager, director and officer. 

A hard copy of the project request with appropriate approvals, along with an electronic copy of the request must be submitted to the PMO. All electronic copies will be submitted to 1 ERCOT PMO via email. Hard copies may be sent via intra-office mail with attention to Michelle Duncan, PMO Austin.

4.3. Project Request Cost/Time Estimates XE "Estimates" 
Along with the signed project request, the PMO also requires a time and cost estimate to provide an initial budget estimate for the proposed project.  The initial budget estimate will assist the Executive Committee in reviewing the proposed project.  Once the PMO receives a project request with its corresponding time and cost estimate, it is submitted to the next scheduled Executive Committee for their final review and approval.  Once a project submittal has been approved by the Executive Committee, a PR# XE "PR#" 

 XE "Project Request Number"  is assigned to it and the electronic copy is saved to the common drive under the IT Development PMO/1 Project Requests folder. It is then assigned to the IT Project Office for execution.  All time and cost estimates should be coordinated through the IT Project Office to ensure all project estimates are included. 

The time and cost estimate should, at minimum, establish the desired commencement and completion dates for the project.  It should also include all costs of completing the project such as hardware acquisition, configurations and installation, software licensing fees, consulting costs, internal labor costs and capitalized interest costs.  The cost estimate should also identify on-going, incremental operating and maintenance costs of the project, if any.  For instance, if development of new functionality requires incremental, annual software maintenance fees or the addition of an ERCOT employee to monitor and maintain software, the project time and cost estimate should specifically detail these on-going, incremental costs.

If the project is proposed to be completed in stages, separate time and cost estimates should be completed for each stage of the project.  Consolidated project estimates should also be prepared in order to give comprehensive perspective on the overall project initiative.

5. Project Initiation and Rationalization

The staging and execution of projects is essential in any organization to ensure the right efforts are worked at the right time. All new internal project requests will be reviewed and prioritized against current commitments by the Executive Committee and then added to the Project Priority List XE "Steering Committee" . The Executive Committee is comprised of the CEO, CFO, CIO, COO, CMO, and General Counsel.  The Executive Committee provides the final review, prioritization, approval, and appropriate funding allocation of all ERCOT project initiatives which are documented and listed in the Project Priority List (PPL) that is maintained by the PMO.  
Note:  A Diagram outlining the process flow for On-going project initiation is included in the Appendix.  An annual prioritization process flow is summarized and also included in the appendix and is the process by which the Priority List is established at the beginning of each calendar year and which all new project requests throughout the year are prioritized against.  The Priority List is a ‘living’ document that will periodically change as priorities shift within ERCOT and the Market.

5.1. ERCOT Executive Committee XE "Steering Committee" 
The Executive Committee XE "Steering Committee"  acts as the standing body that is responsible for evaluating all new internal project requests and assigning appropriate priorities to those requests.   The respective Director’s sponsoring project initiatives are responsible for reviewing the projects on the Project Priority List and making a recommendation to the Executive Committee regarding which projects should be started next.  The Executive Committee meets monthly to review new project requests, evaluate whether any new projects can be started, status of in-flight projects and projects that have been completed since the last meeting.

The Executive Committee XE "Steering Committee"  members assess projects according to their impact upon overall corporate strategic plans, performance of company’s mission, and day to day financial and operational functions.

Specific factors that the sponsoring directors must address in reviewing new project requests include:

1. ERCOT Business Reason XE "Business Reason"  for the Project

· What business process does the project impact?

· Does the project automate, improve, fix, or streamline a business function?

2. Project Cost/Benefit Analysis XE "Cost/Benefit Analysis" 
· What is the estimated cost of the project (including internal FTEs)?

· Is the project in the approved ERCOT budget?

· What savings will be realized (annual vs. one time savings)?

· What is the impact on annual staffing and production support costs?
· What is the impact or cost of not doing the project?

3. Operational or Regulatory Requirement

· Is the project required to support a PUCT ruling or government requirement?

· Is the project required by an ERCOT committee (RMS, PRS, TAC or BoD)?

· Is there an ERCOT board vote required to approve the project?

4. Project Requirements XE "Project Requirements"  Definition

· Are the business requirements and market impacts clearly defined and static?

· What ERCOT department is sponsoring the change and will be responsible for completing the requirements?

· What is the project required start date and who will be the subject matter expert (SME)?

5. Complexity and Risk XE "Risk"  

· What is the complexity of the change, both to systems and business processes?

· Is there a high risk of failure due to complexity?

· Can the project be broken down into smaller sections or delivered in stages to reduce risk?

6. Security and Reliability

· Does the project improve ERCOT’s security and reliability of operations?

· Is there a physical or cyber security issue that the project addresses?

· Are there any physical safety issues associated with the project?

7. Viability of ERCOT’s Operations and Support of the Market

· Does the project improve the efficiency or effectiveness of ERCOT’s operations?

· Does the project have an impact on billing or settlement for the market?

· Does the project improve our operation in the eyes of the marketplace?

8. Additional Considerations

· Any additional subjective information or justification for the project?

6. Project Outsourcing

Once a project is approved by the Executive Committee XE "Steering Committee"  and appropriate funding allocated, a list of approved projects is developed by the PMO. PMO and the IT Project Office then identifies any resource constraints in completing the approved lists. Some approved projects may need to be procured considering resource shortfalls among the ERCOT IT staff. Those that require contractor augmentation to implement will follow the project outsourcing process in accordance to the ERCOT Purchasing Policy. For smaller projects that are procured from a single source and only require one to five additional contractors for development support, the PMO will issue a Statement of Work XE "Statement of Work"  and will procure the contractor(s) from the standard ERCOT consulting provider or recommended vendor from the Project Manager. The Project Manager will ensure that the contractor has the appropriate technical skills required to perform the project work under his/her leadership. For those larger projects, ERCOT will follow a more formal process in developing a RFP, RFI, or RFQ and issue outsource material to the ERCOT preferred vendor list for response. 

One or more of the following key deliverables are required if outsourcing all or a portion of project work:

· Statement of Work (SOW)

· RFP

· RFI

· RFQ

6.1. Single Source Procurement

If it is determined that a project can not be completed internally and additional contract augmentation is required, the Project Manager will be allowed to outsource additional support from the standard ERCOT consulting provider, or recommend a previous on-site consultant or known source. The PMO will then issue a Statement of Work XE "Statement of Work"  (SOW) outlining the summary of work requested, project background, key personnel required (ie. technical skills required), project deliverables, major milestones XE "milestones" , resource requirements, risks and concerns, acceptance criteria, estimated time and cost, and accounting and appropriation data (ie. funding code required on all invoices). The SOW will be sent to Legal for execution, and a copy sent to Finance to confirm accounting and appropriation data. Note: All vendors on-site must have a Standard Consulting Agreement in place with ERCOT, apart from the SOW, in order to perform any project work. 

Legal, in conjunction with Finance, will be responsible for negotiating rate reductions appropriately. Once the SOW is signed by both ERCOT and selected vendor, a copy of SOW will be provided to PMO for project files. 

PMO Staff will initiate all Facilities Request XE "Facilities Request"  required for all new project contractor personnel on-site. The Facilities Request may take up to 4 weeks to process, due to shipping and handling of equipment. According to ERCOT security policies all project contract personnel will be issued standard ERCOT workstation and monitor. All required non-standard software must also be ordered on this Facilities Request and should be identified by the project PM and provided to the PMO Staff. 

6.2. Multiple Vendor Procurement and Selection

As with the Single Source Procurement, a determination is made that an approved project can not be completed internally and requires additional contract augmentation. Multiple vendor procurement and selection will be required when a project is of significant size and risk and requires an extensive project team to accomplish. It is also considered when the required expertise is not available in house. In these cases, the PMO will formally issue outsource material (ie. RFI, RFQ, or RFP) and solicit bids for consideration. 

Steps…..

1. PMO will establish an ERCOT Evaluation Team XE "Evaluation Team"  to assist in the RFP process from inception to selection of vendor. The Evaluation Team will be comprised of key technical staff, as well as representatives from Legal and Finance. Their responsibility will be to develop a comprehensive RFP, RFI or RFQ that outlines the requirements of the project, schedule, and other project information. The RFP will become the vehicle by which ERCOT will promote competitive proposals from the vendors and ultimately select the one that most closely fits our needs and budget.

2. PMO and the Evaluation Team XE "Evaluation Team"  will establish a timeline for execution of the RFP, RFI, or RFQ. The timeline will include issuance of Non-disclosure Agreements (NDA) to all vendors to receive the proposal, provide proposal to vendors who have signed NDA, receipt of vendor questions, consolidated list of Q&As, Pre-Bid Conference XE "Pre-Bid Conference"  to address Q&As, Notification of Short List, Bid Presentation XE "Bid Presentation" , final selection recommendation to Executive Committee XE "Steering Committee"  and finally, vendor selection per Executive approval. 

3. PMO will issue a Non-disclosure Agreement to the ERCOT preferred vendor list. In order to issue a RFP, RFI or RFQ, all interested vendors must sign and return the NDA for consideration.

4. PMO will issue the RFP, RFI, or RFQ to those vendors who have signed a Non-Disclosure Agreement XE "Non-Disclosure Agreement"  with ERCOT. Depending on the size of the project an appropriate window will be provided for the review of the request to all vendors and a due date will be selected for the submission of all responses. 

5. PMO will provide a deadline for the submission of questions concerning the request and will consolidate all questions. The Evaluation team will provide responses to all questions and provide a list of all questions submitted at the Pre-Bid Conference XE "Pre-Bid Conference" . 

6. A Pre-Bid Conference XE "Pre-Bid Conference"  will be coordinated prior to the due date of all response submissions, in order to address any outstanding issues. 

7. The Evaluation Team XE "Evaluation Team"  will be responsible for evaluating all bids and will consider the following factors when reviewing all vendor’s bids:

a. UNDERSTANDING OF THE PROJECT - 
The bid will be evaluated on the degree to which the bidders responds to the requirements of the proposal and provides a comprehensive discussion of the issues relevant to the project goals, objectives, and tasks to be performed.

b. TECHNICAL APPROACH – The bidder’s technical approach will be evaluated for completeness, feasibility, soundness, and practicality of the proposed approach and work plan for accomplishing the requirements outlined in the RFP, RFI or RFQ. This will include the bidder’s discussion of the steps proposed to accomplish each task. The bidder’s proposed approaches to address potential problems will be evaluated on the degree to which it is practical and consistent with the goals and objectives of the project

c. KEY PERSONNEL – The resumes of proposed key consultants to be assigned to this project will be evaluated to document experience and competence necessary to carry out the project.

d. MANAGEMENT/PROJECT PLAN – The bidder’s management plan will be evaluated on its ability to effectively carry out the project. A detailed management plan including a MS Project Plan depicting how the project will be administered, and how time commitments will be met and distributed among the project functions will be evaluated for feasibility and appropriateness.

e. PRODUCT – The bidder’s proposal will be evaluated in consideration of proposed products to be utilized in implementing the requirements of the RFP, RFI or RFQ and their compatibility with current system configuration. Additional costs arising from implementation of outside products not currently supported by ERCOT must be evaluated for the follow up operational costs that may be incurred to maintain them.

f. COST – Bidder’s pricing will be evaluated against current ERCOT budgetary funding allocated for project.

8. Based upon the evaluation scores the Evaluation Team XE "Evaluation Team"  will select the top vendors for the Short List and will notify those of their status.

9. The PMO will coordinate a Bid Presentation XE "Bid Presentation"  for the vendors selected on the Short List to present their responses to the RFP, RFI or RFQ to the Evaluation team and allow for any outstanding issues/concerns or questions the Evaluation Team XE "Evaluation Team"  may have concerning the bid to be addressed.

10. The Evaluation Team XE "Evaluation Team"  will again rank the vendors according to the factors outlined in Ch.3 Para 7. Based upon this evaluation, the Evaluation Team will provide a selection recommendation to include first and second choice with supporting documentation to the Executive Committee XE "Steering Committee"  for approval.

11. Upon Executive approval of the selected vendor, PMO will notify the selected vendor, as well as those that were not selected.

12. PMO will develop the Statement of Work XE "Statement of Work"  and provide to Legal and Finance for appropriate action.

As with the Single Source Procurement, PMO Staff will initiate all Facilities Request XE "Facilities Request"  required for all new project contractor personnel on-site required for the approved project. The Facilities Request may take up to 4 weeks to process, due to shipping and handling of equipment. According to ERCOT security policies all project contract personnel will be issued standard ERCOT workstation and monitor. All required non-standard software must also be ordered on this Facilities Request and should be identified by the project PM and provided to the PMO Staff. To ensure that contract personnel have the appropriate clearances and equipment, this process should be initiated as soon as the vendor is approved.

7. Project Planning

Planning a project entails sitting down and detailing what must be done from start to finish, with appropriate supporting documentation to assist in management and control during project execution. The costs associated with planning a project are historically the lowest in the project lifecycle. Thus, a little extra time spent planning will not cost that much more, and could realize greater savings in the long run. Certain core planning processes must be performed in essentially the same order on every project, due to various dependencies that exist. These core processes are outlined in this chapter. 

Once a project sponsor obtains final project approval and a budget has been established with Finance to subsidize the newly approved project initiative, the sponsor will assign or recruit a project leader/manager. Sometimes there are co-project leads, one from each of two departments that have a high vested interest in the project. At ERCOT, the standard practice is to assign an IT Lead as the Project Manager and provide a Business Lead to provide support throughout the project lifecycle. The reasoning behind this premise is that most work conducted at ERCOT is IT related and requires strong project management, as well as technical expertise to carry out seamlessly and effectively.

The following key deliverables are created in this phase:

· Requirement Specification 

· Project Charter

· Project Schedule 

· Cash Flow Report (this is required on a monthly basis) 

Note:  All these templates are located on the Document Manager for your reference.

7.1. Project Leader / Manager XE "Project Leader / Manager" 
When asked or assigned to lead a project, the first step for the project leader/manager is to fully understand and agree to expectations for the project with the project sponsor. Never agree to do something you do not understand or you don’t agree with! In accepting the challenge of leading the project, the project leader/manager is ‘agreeing to direct sufficient energies toward resolving a particular problem, situation, or goal; maintaining the necessary momentum to complete the task.

In coming to agreement with the project sponsor, the project leader/manager must determine or review the preliminary objectives, resources required, and deadlines and negotiate and clarify them to ensure mutual understanding and commitment. Start the project on the right foot: know what is expected and what resources are available to you and be confident that you can accomplish the tasks by the deadline. 

7.2. Requirements Gathering

No matter how well a Project Leader/Manager performs, no matter how well the tasks for creating the end result are executed, the project is destined for failure, if it cannot be defined with specifications and requirements by the customer or the Project Sponsor XE "Project Sponsor" .

“Famous Last Words…’We need to be as flexible as possible, so we’ll plan it as we go…” Being flexible can be a great attribute in some circumstances, and it even has a place in projects. Planning as you go, however, does not! 

“Famous Last Words…”I’ll know what I want when I see it…” Somehow, what the customer wants must be put down on paper, and vague statements like this one shown above, must be avoided at all costs!

The product or service to be developed – the end result of the project – must be thoroughly detailed in the Requirements Specification XE "Requirements Specification" . This document should contain all specifications and requirements necessary to define what is needed, and should be written by the Project Manager in coordination with the customer(s) and Project Sponsor XE "Project Sponsor" . Gathering the project’s requirements involves three processes: 1) Elicitation and Analysis; 2) developing the Requirements Specification document; and 3) Validation and Verification of the requirements.

If it is determined that a project can not be completed internally and additional contract augmentation is required, the Project Manager will be allowed to outsource additional support from the standard ERCOT consulting provider, or recommend a previous on-site consultant or known source. The PMO will then issue a Statement of Work XE "Statement of Work"  (SOW) outlining the summary of work requested, project background, key personnel required (ie. technical skills required), project deliverables, major milestones XE "milestones" , resource requirements, risks and concerns, acceptance criteria , estimated time and cost, and accounting and appropriation data (ie. funding code required on all invoices). The SOW will be sent to Legal for execution, as well as a copy sent to Finance to confirm accounting and appropriation data. Note: All vendors on-site must have a Standard Consulting Agreement in place with ERCOT, apart from the SOW, in order to perform any project work. 

Legal, in conjunction with Finance, will be responsible for negotiating rate reductions appropriately. Once the SOW is signed by both ERCOT and selected vendor, a copy of SOW will be provided to PMF for project files. 

7.3. Elicitation and Analysis 

This process is used to identify stakeholders – the people with a vested interest in the outcome – and gain their particular perspectives of the project. It is not the objective at this point to resolve any conflicts, or delve into inconsistent and unfeasible requirements, but only to disclose them so that they can be presented to everyone involved and studied for resolution. Any documents that address the purpose or objective of the end result (such as an established contractual agreement) should be referred to in order to extract pertinent requirements.

7.4. Requirements Specification XE "Requirements Specification"  Document

The information gathered during the elicitation/analysis process should be categorized into functional and technical requirements. Any conflicting perspectives on the end result should be identified for negotiation and resolution and recorded in the Requirements Specification XE "Requirements Specification"  Document. 

Validation and Verification

Finally, all stakeholders must verify that they understand and agree with the written requirements. They must verify that the requirements are:

· VALID (will the product or service provide the functions and features to best support the customer’s needs?)

· CONSISTENT (are there any unresolved conflicts in the requirements?)

· COMPLETE (are all necessary functions included?)

· REALISTIC (can the product or service be realistically implemented with available resources?)

· VERIFIABLE (can the requirements realistically be tested?)

· COMPREHENSIBLE (are the requirements easily understood?)

· TRACEABLE (is the origin of each requirement clearly stated?)

· ADAPTABLE (if necessary, can the requirement be changed without significant impact on other requirements?)

All stakeholders must agree to the requirements, and sign the Requirements Specification XE "Requirements Specification"  Document, for the process to be complete.

8. Project Charter XE "Project Charter" 
The Project Charter XE "Project Charter"  is formal recognition of a project, and essentially becomes a contract between the customer and the project team. It is the Project Manager’s responsibility to create the charter, which should address the business need or purpose for the project, as well as other pertinent project information described below. (For an example of a Project Charter, see ATTCH D). The following key information needs to be included in the Project Charter.

8.1. Project Overview 

Provide a brief statement of the project’s name, group responsible for issuing the charter, background of the project’s origins (WHY is the project required?), define the expected results (WHAT must be achieved to have a successful project?), and identify organizational risk limits.

8.2. Project Scope

The scope describes what is to be done, and defines what should and should not be included in the project’s work. State the assumptions used and constraints that are known at the time. List any major documents that pertain to the project, such as previous proposals, agreements, or requirements specification document signed off by the customer. 

The scope is comprised of two elements:

· A Scope Statement XE "Scope Statement"  that identifies what must take place to successfully achieve the project’s objectives; and

· The Scope Definition XE "Scope Definition" , in which the project’s major deliverables (which were identified in the Scope Statement XE "Scope Statement" ) are broken down into clear statements of responsibility XE "statements of responsibility" .

Breaking the deliverables down into statements of responsibility XE "statements of responsibility"  makes them more manageable, and helps improve cost, time and resource estimation later. This definition, properly done, can serve as a baseline for performance measurement and control.

8.3. Project Structure XE "Project Structure" 
Armed with the high-level objectives and deliverables that are expected for the project and outlined in the Scope, it is clear what work needs to take place to achieve the project’s objectives. Given this, timing and budgets, the project leader/manager needs to assess the best way to organize the project. Options include:

· Departmental Team – effective for small projects that only impact the department and require no outside resources where group discussion is needed.

· Inter-Departmental Team – effective for projects that impact multiple departments or have a major impact on ERCOT and market participants.

· Virtual Team – defined as projects that are led by a strong project manager who works with others as needed to achieve project goals. Team meetings are not the forum in which work is conducted. Effective for projects that:

· Need to move quickly

· Require resources dispersed throughout ERCOT

· Require resources that are difficult to get into a room at the same time

· Require little need for broad based group discussions on issues so may not be a great approach if lots of creativity and/or brainstorming is needed)

· Have a very experienced project manager who is very familiar with ERCOT operations

· Working solo – effective for very small projects that have minimal impact

After selecting how best to organize the work, the project leader/manager needs to assess other procedural options:

· Core Team vs. Extended Team – defined as isolating a small group of key individuals as the core team, for whom meeting attendance and participation is critical. Extended team members impact the project only at specific points and are pulled in at those times. Effective if: need to move quickly and extended team membership numbers are large, extended team members are unable to commit a lot of time to project.

· Steering Committee XE "Steering Committee"  – defined as a group of managers who oversee the project to ensure that it stays on strategy and has access to resources it needs (a group version of project sponsor). Effective if: resource – intensive project that requires ongoing executive commitment. 

· Subject Matter Experts XE "Subject Matter Experts"  – if a team approach is chosen, the use of a SME can be effective for various purposes. Human Resources can provide SMEs to work with a team when that skill needs to be supplemented to the team. Sometimes an SME can be very helpful during specific parts of a project with specific skills, such developing the business process model or brainstorming ideas.

· Consultants XE "Consultants"  – the use of consultants should be dictated by skills of group assigned to work, availability of resources assigned to work, timelines, and budget. Occasionally, internal or external experts can be assigned to a project as a consultant – someone for project leaders/managers to consult with at key project stages for advice or expertise. Coordinate consultant use with the project sponsor to ensure appropriateness.

Once the project structure is determined, the project leader/manager should define and communicate the roles of all the players on the project team: team members, Steering Committee XE "Steering Committee"  members, SMEs, and consultants. List key project team members by name, title, contact information, and email address. Include a brief statement of authority and responsibility of each member. Also, include a description of organizational interfaces and their respective responsibilities and accountabilities. An organization chart that depicts key project members, interfaces, and reporting relationships is the recommended manner of capturing and presenting this information.

To ensure management approval of project team staffing XE "project team staffing" , the project leader/manager should write up a brief description for each role, including expected time commitment. This section should be used when recruiting for team players with management. An example of such a description follows:

The team should be comprised of members representing all areas impacted by the project, on a full time or ad hoc basis. Include representatives from CyberSecurity, Release Management, and Configuration Change Management when and where necessary.

8.4. High-Level Workplan / Schedule XE "Workplan / Schedule" 
An effective workplan/schedule XE "workplan/schedule"  serves as a roadmap for the project: who does what, when, and why. If done well, the workplan/schedule is used throughout the project to guide the team to focus on the key issues and next steps. Key elements of a workplan/schedule include:

· Reason for action (why are we doing this?)

· Specific action (what are we doing?)

· Responsibility for action ( who is doing this?)

· Date for completion ( when will it be completed?)

A workplan/schedule XE "workplan/schedule"  is drafted at this stage in the project because it helps to determine resources requirements (skills needed and when they are needed). More importantly, a detailed workplan/schedule at this stage is useful in that it clearly outlines what the project scope is – more so than a few sentences of a project scope statement. For large projects that tasks may not all be known yet, start with all that you do know. The goal is to ultimately have a detailed workplan/schedule so that the work can be managed. Continue to update the workplan/schedule throughout the project as new tasks are identified.

The best workplan/schedule XE "workplan/schedule"  format is one that drives the work to completion. At ERCOT, Microsoft Project is the standard software for work planning and project management. 
At this stage in the project, the workplan/schedule is in draft mode. The project leader/manager may use this tool to recruit team members, to discuss project scope or to work with new team members to revise the workplan/schedule XE "workplan/schedule"  before the project kickoff. 

Begin to identify key milestones XE "milestones"  that can be evaluated throughout the project. For long running projects, these milestones can help you keep the project on track. They provide good checkpoints for evaluating what is working and what changes might be made to improve the workplan/schedule XE "workplan/schedule" . For most projects, the milestones are at the end of each phase (ie. design, build, test, migration, production, and acceptance). For larger projects, additional milestones can be identified to help in monitoring the project’s progress.

These milestones XE "milestones"  may also double as Quality Assurance XE "Quality Assurance"  Review Points or you may want to segregate such QA checkpoints. A QA checkpoint is one more opportunity to revisit work completed to date on a project, assess the direction, the work, etc. and determine any necessary changes in direction going forward – use them.

8.5. Project Estimation

An estimate is a guess, based on experience! Estimates XE "Estimating" 

 XE "Estimates"  are meant to be wrong, so don’t expect them to be 100% correct. If you want all your estimates to be 100% correct, you’ll have to wait until the project is over and do your estimates then. 

Good estimates, that is, estimates that can help you determine how long a project should take and how much it will cost, are based on assumptions. Early in the project you don’t know which assumptions are valid and which ones are not, so ASK!

Most people who estimate do an excellent job. When things go wrong, it was not the estimate that goes wrong, but rather the assumptions. Assumptions are the most important information elements a project leader/manager has to manage his/her project. 

The major questions that are usually asked about any project have some basis in ‘How much is it going to cost?’ and “How long is it going to take?” These initial estimates were developed and captured in the Impact Analysis when the initial concept was presented to management for approval. There is no reason these cannot be used again, but they must be expanded and revised to more accurately reflect added information acquired during the planning phase. 

Based upon the additional information collected during the planning phase, the Project Manager may determine that the initial estimate is not all encompassing and will need to submit his/her findings to the Executive Committee for review.  In some cases, if the project requires additional funding, it will need to be re-submitted via Change Control to the Executive Committee for additional funding approval.

8.5.1. Monthly Cash Flow

A monthly cash flow will be required at the very beginning of the project and at the first of each month for its duration to Accounting for all in-flight projects using the template provided by the Finance Department and located in the appendix of this policy.   The projected estimates for the month should be allocated by cost type (e.g. consulting cost, ERCOT labor, hardware cost, software cost).

8.6. Project Communications XE "Project Communications"  / Status Reporting XE "Status Reporting"  

To keep momentum going on a project, excellent communication is critical. The project leader is the ambassador for the project to the overall organization and, as such, needs to ensure that the right people are kept apprised of progress at the right times. 

· Internal Project Communications XE "Project Communications" : Determine how team members want to communicate project status. Options include team minutes, shared drive updates for all to view and update, email, and via project server. The key is to ensure that team members are on the same page at all times so that the project can move forward quickly. 

· External Project Communication: The project leader/manager is the spokesperson for the project and should consider early in the effort who all of the key stakeholders are. Once this list is determined, the project leaders should assess the best way to keep these folks up to date on project status. Email status reports at regular intervals (weekly, monthly) are widely accepted as a simple and direct way to keep stakeholders apprised of project status. For the larger organization and for bigger projects, weekly or monthly stakeholder XE "stakeholder"  meetings may be required. 

Thus, there must be a way for team members to work their concern up the ladder between meetings. Remember, the final arbiter in all projects is the Project Sponsor XE "Project Sponsor" .

Also consider establishing a team email list. This establishes an easy way to communicate information to all team members and for others outside the team to communicate directly with the team. For larger projects, the project leader/manager and/or the team need to define metrics to measure. These can be very helpful to objectively assess status and to get early warning of potential problem areas. For example, count number of new issues, outstanding issues and issues resolved on a weekly basis. Count number of tasks completed, number of tasks outstanding, number of tasks late, number of tasks not yet started. Watch for trends. 
8.6.1. Toll Gate Review

At ERCOT a Toll Gate approach is followed to ensure appropriate communications are conducted at the various phases of the project lifecycle.  This approach entails formal reviews by respective project teams, Directors, and Executive Committee and are referred to as 1) Project Team Gate, 2) Director Gate, and 3) Executive Committee Gate.  The Project Team Gate involves key project members such as the Project Sponsor, IT Project Manager, Business Project Manager/SME, IT Delivery Manager, and other IT staff as required (technical architect, application architect, and release management representative.)  The Director Gate is a standing meeting with all the directors - with only the operating directors maintaining voting authority.  Just as the Director Gate, the Executive Committee Gate is a standing meeting.  The Executive Committee is comprised of all the ERCOT Officers and maintains the final approval, prioritization, and funding for every project initiative that is executed.
The number of toll gates required for a project is dependent upon the size and dollar amount of the project.  The required toll gates and project documentation, as prescribed in the process, can be reviewed at Appendix L through O.  The breakdown of project size which determines what level of communication is required is as follows:
· Large Project (over 6 months):  This size project will require the maximum amount of gates and project documentation.

· Medium Project (2-6 months):  This size project will require less gates and more of the project documentation is optional.
· Small Project (80hrs – 2 months):  This size project will require significantly less formality and only involves toll gate communications upon inception of planning and the onset of migration to production.

· Very Small Project (less than 80hrs):  This size project is managed by the IT Delivery Managers and is considered internal development.  Only one director gate is required prior to development work to ensure validity of change and potential impacts to larger initiatives have been reviewed.
8.7. Problem Resolution XE "Problem Resolution" 
It is given in a project that problems can become issues, particularly when two or more parties involved cannot agree on how to resolve the problem. If they are left unresolved, problems can have a detrimental effect on the project, at which point they become issues. For that reason, there should be a procedure in place for escalating issues to appropriate management to achieve final resolution. 

Escalation XE "Escalation"  itself is good, and should be encouraged to achieve quick resolution to problems that cannot be easily remedied. An escalation is a good way to clarify priorities in a project. Generally, neither party is necessarily wrong—there are just conflicting priorities.

Escalation XE "Escalation"  Guidelines:

· Escalation XE "Escalation"  should take place only after a sincere attempt has been made to resolve the issue among team members.

· The escalation should be initiated within two work days

· Escalate the problem, and not the person

· Always inform involved parties and your own resource manager before beginning an escalation

· Despite any escalations that are underway, keep working the project plan!

8.8. Project Change Control XE "Change Control" 
Once the requirements for a project have been agreed upon, you will need a Change Management Plan in place. Before Requirements are agreed upon, everything is ‘up for grabs’, so there is really nothing to ‘change’.  Reference ERCOT’s Configuration Change Management Policy to ensure all changes to the system are processed through the Change Management Lead at IT Shared Services appropriately. The CCM Process will be followed to track all changes that will be migrated into the system. Changes specific to project schedule, resources, and budget will be reviewed by key project team members identified. 

The primary reason for Project Change Control XE "Change Control"  is to make only those changes that are absolutely necessary, and acceptable to all concerned for the overall success of the project. The idea that ‘just one little change won’t hurt’ has destroyed many projects in the past and introduced a perennial scope creep to the project. No matter how small it may seem, it could have far-reaching effects on required resources, the project’s budget, and the ultimate success or failure of the project.

The secondary objective of change control is to manage any alterations as effectively as possible, and ensure that promised service levels are not impaired by introducing unacceptable levels of risk into a project. The effects and risks of the change must be ascertained, and their effects analyzed by all project areas.

There is a method behind this requirement. It is not unknown for the customer to keep finding enhancements to add to the project. If the customer comes up with a truly beneficial feature, change control requires a review. If it can be added with little or no effect, it should not be a problem; otherwise, it can be added as a later enhancement, with its own budget. 

8.9. Risk XE "Risk Assessment"  Assessment & Management 

The process of this task is to identify risks to the project’s overall success. This is a task that must be in every phase of a project. The project team must continually re-assess the risks as they progress through definition, design, test, and delivery. 

This process involves identifying any new risks and developing a plan to mitigate these risks. All risks will not be known at the time of preparing the charter, but all risks that are must be documented and provided with contingent responses. Some things to consider include:

· Loss of Key resources

· Business process impacts

· Items outside project team control that could impact successful delivery.

9. Project Execution

First, it is important to recognize that here at ERCOT the majority of projects undertaken our of a software development nature. Therefore, apart from the typical project lifecycle a project will undergo, it will also follow a software development process during the execution phase of a project. The eight phases of a software project are conceptualization, reviewing requirements, analysis of requirements, design, build, test, release/change management, and migration into production. This policy will cover the project management aspect of the execution phase. For specific standards and policies on the various phases of software development please reference your group’s coding, testing and migration procedures. 

The key deliverables for this phase are:

· Weekly Status Reports

· Tracking Meetings (on-going risk management responsibilities of PM)
· Project Reviews (on-going risk management responsibilities of PM)
· Risk Mitigation (on-going risk management responsibilities of PM)
9.1. Completion of Project Tasks

The Project Manager will outline in the project schedule a list of task items required for the successful completion of the project during the planning phase and provide a copy to all project members at the Project Kick Off Meeting. The project schedule will outline tasks to the degree necessary for successfully managing the project. Each Team Lead assigned a project task will then have their supporting task list to accomplish the assigned task and will be held responsible for its successful completion. Each Team Lead should provide team members with a Project Checklist XE "Project Checklist" , which will outline the team’s activities, person responsible for each activity, predecessor (dependencies) activities, planned start and end dates of each activity and actual start and end dates of each activity. This will assist the Team Leads in reporting the progress of their tasks during the Tracking Meetings XE "Tracking Meetings"  with the Project Manager and identify any possible ‘showstoppers’ that may result in applying Risk XE "Risk Management"  Management processes.

9.2. Project Communications XE "Project Communications" 
The Project Communications XE "Project Communications Plan"  Plan outlined in the Project Charter XE "Project Charter"  will be followed. This plan will define such things as the frequency of Status Updates, Project Stakeholder Reviews, and the Tracking Meetings XE "Tracking Meetings" , with the project members required to attend or provide inputs to each, as well as determine the escalation process for unresolved issues that will require higher levels of the Project Leadership to resolve. Each Team Leader should offer input for the agenda to their designated Project Manager. The PMO is the central repository for all ERCOT project information and will require all project documentation to be housed on the ERCOT shared drive under IT Development PMO\In-flight Projects. All approved projects will have a folder within the In-flight Projects folder referencing their corresponding project number.

9.3. Project Review XE "Project Review" 
The purpose of Project Review XE "Project Review"  is to validate that the product or new enhancement being developed does comply with the customer’s requirements; that it functions properly; and that it meets customer’s expectations. The Project Review process outlines the frequency and type of inspection controls necessary during the development of a new product or functionality. Quality Control inspections may be conducted along with the Project Review, but specifically address the verification that product requirements and specifications are in-line and no deviations from the set standards have occurred causing any possible defects to the overall functionality of the product. 

9.4. Team Development XE "Team Development" 
Team Development XE "Team Development"  refers to the human resources side of project management. It involves helping the team to function as a team, and the individual members to grow. Team Development is not an element with a starting and stopping point in the project – it is an on-going part of it, and is essential to the project’s ability to meet its objectives.

A project is an excellent means for an individual to ‘get out the box’ and do or learn something different than his or her regularly-assigned tasks. Thus, there is an enhanced learning environment available for the persons who want to take advantage of it. Training is important in team development. Training includes all activities designed to enhance skills, knowledge, and capabilities of the project team. Training does not necessarily have to take place in the classroom to be considered as such. Many Subject Matter Experts XE "Subject Matter Experts"  (SMEs) brought in to augment project staff are excellent sources for transfer of specific technical knowledge to ERCOT personnel. 

9.5. Scope Verification XE "Scope Verification" 
Scope Verification XE "Scope Verification"  is primarily concerned with the acceptance of the work results. Test Cases XE "Test Cases"  serve as a measurement tool to examine and test the product to determine whether it conforms to the product requirements and customer’s expectations. One of the most common problems Project Managers face is an increase in project scope as the project progresses or not taking the time to properly define the problem to be resolved at the onset of the project. These small incremental changes in scope can change the work results and often times push out project end dates and overall projected costs. If at any point in the project lifecycle a project change request is submitted that affects the scope of the project, the Project Manager must implement the Scope Control to ensure the changes are beneficial. Scope Control is integrated with other control processes such as Schedule Control, Schedule/Cost Control, Quality Control, in order to thoroughly document the change and its affect upon the overall completion of the project. 

9.6. Tracking Meetings XE "Tracking Meetings" 
The main purpose of Tracking Meetings XE "Tracking Meetings"  is to identify potential problems before they occur and put recovery plans in place to minimize any adverse effects to the completion of the overall project. Any potential problems or lagging tasks should be immediately put on an "Action Item XE "Action Item" " list for special handling, and should be reviewed at each subsequent meeting. 

The well-known Murphy's Law XE "Murphy's Law"  states that if something can go wrong, it will. While this is a somewhat humorous statement, it is a truth in project management. There is another truth to be considered as an immutable law of project management: That which is not tracked does not exist. If you can identify it, and track it in your meetings, you can do something about it before it develops a life of its own. Project problems often turn into small-scale projects on their own.

Specific areas for discussion at the Tracking Meetings XE "Tracking Meetings"  should include, but are not limited to: the progress of project activities, progress made on any action items, and a 30-day outlook of project activities. 

If there are issues that cannot be resolved at this level then a work and escalation meeting should be scheduled with higher levels of management. Always inform your management and involved parties prior to beginning escalation of issue.

9.7. Handling ‘High-Risk’ Matters

If it becomes apparent that areas of the project are lagging, or that other matters are begging for the 'action-item' status, then it is best to create a specific plan for catching up the lagging areas, and conduct daily meetings to monitor the progress of the effort. Any delay in handling such items will result in more lagging items later in the project, and can create more projects!

No matter how well thought out a project plan may be, problems and risk are inherent in project management. How you handle those risks is a key to being successful.

10. Project Control

For lack of a better term, 'Control' is listed as a stage of Project Management. In reality, Control is actually better described as an element of the Project Management arsenal of tools and practices that is used throughout the entire project. As used in this sense, 'Control' is NOT about power and authority. Rather, it is more about knowing what is happening and being ready to take corrective action, if necessary.

From the moment a concept becomes a project, control is important to everyone involved in the effort. Control mechanisms XE "Control mechanisms"  are used to make sure the effort is staying on track in terms of schedule, budget and resources. Properly done, there should be a mechanism in place to handle any necessary changes that might need to be made. Control encompasses Tracking Meetings XE "Tracking Meetings"  and communications, and anything else necessary to help ensure the successful outcome of the project.

The greatest control that exists in the project is the team itself. Just like our government, it is based on a system of checks and balances, XE "checks and balances"  and will function that way if used properly. Each team member has specific duties and roles to fulfill, and often he or she must question the work of others on the team to make sure it is all happening as it should. 

Remember the Requirements Specification XE "Requirements Specification"  document discussed in the Project Planning Stage? It is a form of control, in that it helps to limit and define what the customer wants.
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Controls are used even in the final project stage in the form of project review, and even, perhaps, a project audit.

The wise Project Manager XE "Project Manager"  will begin installing controls from the moment he or she is informed that they will be heading up the effort, to know at all times what is going on. Control is exercised by comparing where you are to where you planned to be, and then taking action, if necessary, to correct the deviation. The main areas within a project that will require constant monitoring and feedback are change control, scope control, project review XE "Project Review" , risk assessment, schedule control, cost control, and communication control.

On the following pages are some descriptions of various controls that are commonly used in projects.

10.1. Project Change Control XE "Change Control" 
Once the Project Plan XE "Project Plan"  is signed and the ink is dry, it must not be changed arbitrarily! Any subsequent changes must be reviewed and implemented in accordance with the Change Control XE "Change Control"  Procedure, outlined in the Project Charter XE "Project Charter" . 

The primary reason for Change Control XE "Change Control"  is to make only those changes that are absolutely necessary, and acceptable to all concerned for the overall success of the project. The idea that "just one little change won't hurt" has destroyed many projects in the past. No matter how small it may seem, it could have far-reaching effects on required resources, the project's budget, and the ultimate success or failure of the project. 

The second objective of change control is to manage any alterations as effectively as possible, and ensure that promised service levels are not impaired by introducing unacceptable levels of risk into the project. The effects and risks of the change must be ascertained, and their effects analyzed. 

There is a method behind this requirement: It is not unknown for the customer to keep finding enhancements to add to the project. If the customer comes up with a truly beneficial feature, change control requires a review. If it can be added with little or no effect, it should not be a problem; otherwise, it can be added as a later enhancement, with its own budget. This serves to protect the Project Manager XE "Project Manager"  and team members down the road.

In the case of a software development project, system, integration, hardware, and technical specifications must be addressed and documented in accordance with ERCOT’s Change Configuration Management policies and procedures. The CCM Policies and Procedures is located on the ERCOT Document Manager under ERCOT Policies and Procedures.

A Project Change Control XE "Change Control"  template is located on the Document Manager under ERCOT Policies and Procedures.  Approval authorization for changes are as follows:

1. For any changes that do not affect the project budget and do not impact other in-flight projects (ie. shared resources and other parallel project schedules) approval from the corresponding Resource Manager and Project Sponsor XE "Project Sponsor"  is sufficient.
2. For any changes affecting the budget, but can be captured within the project contingency and impacting resources required on other in-flight projects that can not be addressed between respective Project Managers in terms of shifting schedules, approval authorization from the ERCOT Steering Committee XE "Steering Committee"  will be required.
3. For any changes affecting the overall project budget and adversely affecting resources of other in-flight projects, approval authorization from both the ERCOT Steering Committee XE "Steering Committee"  and Executive Committee XE "Executive Committee"  will be required.

10.2. Scope Control

Scope XE "Scope Control"  Control is more concerned with unintentional changes that can "creep into" the project. Constant comparison of the project schedule to the actual work that is being performed, along with ongoing review of performance reports, will help identify any changes in the breadth of the scope which could adversely affect projected costs and schedules outlined in the Project Plan XE "Project Plan" . 

If a bonafide change in the project's scope is determined to be necessary (due to an error or omission in the initial scope definition, a value-added change, or a requested change from the client), the Change Control XE "Change Control"  Procedure described above should be followed to accurately update the Project Plan XE "Project Plan" .

10.3. Quality Control

The Project Manager XE "Project Manager"  and Team Leaders are responsible for ensuring that high standards of quality are maintained for all deliverables and activities. This category of review requires a constant, daily emphasis on attention to detail and quality of output. 

Project Review XE "Project Review" , as a control, is actually used throughout the project to emphasize and achieve consistent, quality results. Project review meetings can be conducted at any time at the discretion of the Project Sponsor XE "Project Sponsor" , Project Manager XE "Project Manager" , or any designated representatives. Tracking Meetings XE "Tracking Meetings"  during the Execution Phase help provide a regular review, as well. 

Some of the client’s expectations include functionality, cost, minimal defects, reliability, good level of service, competitiveness, and so on. It is imperative that the problems and needs of the client are fully understood, and that this focus is maintained throughout the development of the project. Project review is concerned primarily with ensuring that what is being produced meets the requirements set forth in the original plan. If it is determined that something is awry, corrective action must be taken immediately to correct the flaw(s) and improve the quality of work.

10.4. Risk XE "Risk Management"  Management
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If you consider that a project represents an opportunity, then risk serves as its counterbalance. Risk XE "Risk"  and opportunity must be analyzed together.

Risk XE "Risk"  can be best defined as the probability that an event or events will occur that could have an adverse impact to the attainment of one or more project objectives.

There are four fundamental elements of risk XE "risk:elements" : 

1. Risk XE "Risk Events"  Events: These can be classified as specific events over which there is little or no control. One example would be a major weather event that prevents completion of an important element in a project. 

2. Time: Risk management is focused on the management of future events, and there is a large amount of uncertainty associated with the future. While past events can have an effect on the future, it is best to stay focused on what is coming, rather than what is already done.
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3. Probability: Probability is a mathematical statement of how likely an event will or will not occur. Calculating probability XE "probability"  is not that difficult. It is the ratio of the number of chances that an event will occur (or not occur) to the sum of all chances of the event occurring plus not occurring. Projects are subject to many different risk events that, when analyzed together, present a ‘risk scenario’. 

4. Amount at Stake: What will be lost if a detrimental event occurs?

There are three important points about risk that should be observed:

· Risk is higher in the earlier stages of a project. With time, more information becomes available which can be applied to various elements of the project, which, in turn, helps to lower the level of risk.

· As resources are invested and the project’s opportunities materialize, the amount at stake increases.

· There is no cause and effect to risk. Minimizing risk is dependent upon effective risk management.

Risk management entails four elements to contain risk.

1. Risk Identification XE "Risk Identification" : The ideal method to identify project risks is to assemble the team, and address the following questions:

What can go wrong in this project? 

What can go wrong elsewhere? 

By using the team approach, the experiences of all team members are used in the assessment. Use a brainstorming approach: Nothing is too silly to consider. Then, condense the ideas into categories of risk, and document them. See Appendix H for a list of example categories and potential risks to a project. 

2. Individual Risk Impact Analysis XE "Risk Impact Analysis" : For all the identified risks, what impact will they have to the elements of the project? Use the simple matrix shown below to categorize the impact of each identified risk.

[image: image2.jpg]Assessing Risk

IMPACT
IPROBABIL!
Quartile 1 Quartile 2
Low-impact risks High-impact, high-
H IG H with a high chance probability risks that
of occurrence can sink a project
(a la the "Titanic")
Quartile 3 Quartile 4

LOW

Low-impact, low-
probability risks
are the best type

to have to manage.

Although there is a
low probability of it
happening, a risk in
this quartile can still
cause considerable
harm to the project.





3. Overall Project Risk XE "Overall Project Risk" : Using the foregoing matrix again, a 'weighted' value can be assigned to the risks you have identified, and a Project Risk category assigned using the values below.
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The values shown in yellow boxes will vary according to project. By categorizing identified risks, and entering the number of each in the column '# Risks', and multiplying them by the 'Weight', a risk value for each category can be obtained. By adding all the risk values, and dividing the total by the total number of risks, an average risk value for the whole project can be assigned and evaluated according to the two right-hand columns.

There are other risk-assessment methods available. The one shown is somewhat simplistic, but it is representative of the overall process.

4. Risk Planning: At this point, you should have a good idea of the major risks and their possible impacts. In this step, a plan to mitigate the risks must be developed using the following two strategies:

· Decrease or eliminate the probability of the risk event happening; and

· Decrease or eliminate the potential impact of the risk event.

There is no one best way to handle the individual risks, and they change over the life of the project. 

10.5. Schedule Control
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Schedule Control XE "Schedule Control"  is simply comparing planned work to actual work. A deviation from the planned schedule can have an effect, or cause a change, in the critical paths XE "critical paths"  identified. If it is serious enough, you may have to begin rescheduling tasks or resources in order to maintain the project momentum without incurring any additional costs. 

There are four basic activities that can help with Schedule Control: 

· planning performance

· observing actual performance

· comparing actual and planned performance 

· adjusting as required. 

The Performance Measurement Baseline XE "Performance Measurement Baseline"  depicts how resources are planned to be expended over the life of the Project. What actually occurs and what is actually spent will be compared to the project plan to determine schedule performance and cost performance. 

The preferred method of schedule and cost control is with Earned Value calculations, which are designed to measure the performance of a project in terms of schedule and costs. The calculations are performed using measurable quantities such as hours or money. 

There are three different quantities used in establishing performance criteria XE "performance criteria" . 

· Budgeted Cost of Work Scheduled (BCWS): XE "Budgeted Cost of Work Scheduled (BCWS)"  The sum of the approved cost estimates (including any overhead allocation) for activities (or portion of activities) scheduled to be performed during a given period. (PMBOK)

· Budgeted Cost of Work Performed (BCWP): XE "Budgeted Cost of Work Performed (BCWP)"  The portion of the work package budget that corresponds to the work that has actually been performed. Conceptually, this can be considered as the work package BCWS multiplied by the percent complete. (PMBOK)

· Actual Cost of Work Performed (ACWP): XE "Actual Cost of Work Performed (ACWP)"  Total cost incurred (direct and indirect) in accomplishing work during a given time period. (PMBOK)

These three quantities are compared with each other throughout the life of the project and used to compute the following variances and performance indices:

· Schedule Variance XE "Variance:schedule" 

 XE "Variance:cost"   = BCWP – BCWS

· Cost Variance XE "Cost Variance"   = BCWP – ACWP

· Schedule Performance Index XE "Schedule Performance Index"  = BCWP

· BCWS

· Cost Performance Index XE "Cost Performance Index"  = BCWP

· ACWP

10.6. Project Communications XE "Project Communications" 
The Communication XE "Communication" 

 XE "Communication:stakeholder needs" 

 XE "Communication:progress reports"  Process is a method of facilitating the review and execution of all other control processes. It provides the forum in which all other control processes may be affected and continually monitored. By establishing and conducting regular status meetings, periodic reports, team review panels, and other similar modes of communication, project stakeholders and other team members may keep abreast of the progress and status of the project. Consequently, this will allow members to have more visibility on every aspect of the project, not only their own, and identify any anomalies that may affect the project plan and require further contingency planning. 

10.7. Stakeholder Information / Communication Needs

The information required by each of the stakeholders involved must be identified at the beginning of the project to determine what types of reports and information they need during the project's life cycle. If this has not been identified in the Project Charter XE "Project Charter"  , then it is the responsibility of the Project Manager XE "Project Manager"  to assess what information the stakeholders need to be kept informed of the project's status. The Project Management Office has a template for use in identifying the information requirements of the project stakeholders and is of great benefit to the Project Manager in establishing reporting schedules and frequency of Tracking Meetings XE "Tracking Meetings" .

10.7.1. Progress Reports
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Progress Reports XE "Progress Reports"  should reflect the status of each individual activity and its progress according to the Project Schedule. Any setbacks or other issues must be noted and either discussed with the Team Review Panels or at the Tracking Meetings XE "Tracking Meetings" . The Progress Report should recap what has already been completed, as well as forecast what is expected to happen in the next project sequence. Significant deviations in the schedule, cost, performance, or scope are identified, so that the necessary contingency/recovery plans are affected accordingly. Progress Reports may be required at different levels of management and may occur at different intervals, as well as varying degrees of formality. For instance, the Team Leader XE "Team Leader"  may only require an oral status update from team members, while the Project Manager XE "Project Manager"  may require the Team Leader to provide a written weekly status update of the team’s progress. 

10.7.2. Templates for Weekly, Monthly, and Quarterly Reports

For your reference, you can find various templates XE "templates"  for the weekly, monthly, and quarterly reports as needed at the ERCOT Document Manager under Policies and Procedures.  These reports are not all required for small projects, but are recommended for use when a project is more than 2 months duration. 

10.7.3. Templates for Project Tracking Meeting Agendas and Minutes XE "Minutes" 
All project members for small projects should attend Tracking Meetings XE "Tracking Meetings" , whereas larger projects would only require Team Leaders to be present. All Tracking Meetings should adhere to the established Ground Rules and have a prepared agenda for each. A follow-up summary of the Tracking Meeting should be captured in the Meeting Minutes XE "Minutes"  and distributed to all project members. 

10.7.4. Frequency of Tracking Meetings XE "Tracking Meetings" 
The frequency of the Tracking Meetings XE "Tracking Meetings"  is dependent upon the complexity of the activities involved and the length of the project. The larger and more complex the project, the greater the need to collect and disseminate performance information more frequently. The smaller the project, the more informal the reporting structure may be. 

10.7.5. Project Invoicing Procedures

Each Managers/Departments or their delegate is responsible for coding invoices for their respective Department. The new procedures follows the regular purchasing and coding guidelines as outlined in ERCOT Purchasing Policy, dated November 2001, with the addition of Steps 7-10 as described below:

1. The Manager or designated Administrative Assistant (Admin) codes invoice.

2. The Administrative Assistant forwards invoice to the Project Manager as referenced from Project List provided by PMO, which lists Projects by Project Number and Project Manager.

3. The Project Manager reviews/approves invoice and returns to the Admin.

4. The Admin forwards the invoice to their Manager with appropriate $ signing authority.

5. The Manager returns the invoice to the Admin.

6. The Admin then the forwards the invoice to the appropriate Director for signature if $ amount requires.

7. After the last required signature is on the invoice the Admin forwards it to the PMF Admin. 

8. The PMF Admin stamps with PMF Reviewed Stamp.

9. The PMF Admin copies & records the invoice in the Project Budget Tracking system.

10. The PMF Admin forwards the invoice to the Accounting Department for payment processing.

Note:  A diagram outlining the process flow for invoicing is at Encl 12.  

The ERCOT Purchasing Policy includes the current Approval Authority Limits on page 4 and remains applicable for all project invoicing.  Note:  All projects are appointed a project sponsor (Director Level).

All capital projects will be coded to 100 14000, and does not include invoices for Operating Expense or Minor Capital.  Approved projects funded by O&M monies will reference the appropriate department O&M.  The purpose of this step is to track all costs associated with Major Capital and O&M Projects that have obtained Project Approval from the Steering Committee and have been allocated a budget.  Please note that only approved Capital Budget Projects will be tracked and reporting on by Finance.

The Finance and Accounting Department will provide direction and support for Administrative Assistant questions regarding coding invoices. PMO will provide current lists of Active In-Flight Projects, and corresponding Project Budget Codes.

10.7.6. Project Health Report XE "Project Health Report"  to PMO
All Project Managers will be required to submit a monthly Project Health Report XE "Project Health Report"  by the 1st of each month to PMO. A monthly Project Managers meeting with the PMO will immediately follow this submission to review all project statuses with the PMO Director. 

The Project Health Report XE "Project Health Report"  will address the following areas:

· Financial Health: Is the project at or below budget?


Is the overall forecast in line with the budget?

· Staffing Health: Are the proper resources working on the project? Are there any missing skills on the project staff?

· Technical Health: 
Does the design still fit with the standard technical architecture?  Were there any technical issues during testing?

· Schedule Health:  Is the project on schedule for completion?

Is the project on schedule for the next toll-gate?

· Business Health: Is the business devoting the necessary time & resources?  Does the scope satisfy business requirements?

The PMF in turn will consolidate all Project Health Reports into one Report for update and any action required to the Executive Committee XE "Steering Committee"  and other external stakeholders XE "Executive Committee" . Below is a sample of what the monthly Project Health Report XE "Project Health Report"  to the Committees will look like:

	Project Name
	Financial
	Staffing
	Technical
	Schedule 
	Business

	PR-XXXXX
	
	
	
	
	

	PR-XXXXX
	
	
	
	
	


Each cell will be filled in with the corresponding color for its status; green meaning proceeding on track, yellow meaning precautionary measures are being taken, and red meaning project stoppage and adverse affects on overall project.

10.7.7. Monthly Internal Labor Breakdown

On a monthly basis all ERCOT Managers will be required to submit to PMO, a monthly Internal Labor Breakdown by project and support activity.  The template for this report is located in ERCOT Document Manager under Policies and Procedures.  The Functional Manager will need to coordinate with PMs that have his/her resources assigned to capture the resources applied to each project.  All other support activities must be filled out by Manager accordingly.

11. Project Closure
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The End of the project is just as important as the Beginning. Something new is learned in every project, and the lessons learned can help those who handle similar projects in the future. 
But, there are other things to be done, as well. There should be a formal signoff by the customer, accepting the end result. Any outstanding issues need to be identified, as well, in case any follow-up work needs to be performed.

The focal point of the Ending Phase is the Post-Project Review Workshop.

The following key deliverables are created in this phase:

· Project Sign Off 

· Lessons Learned

11.1. Outstanding Issues

Identification/Resolution of outstanding issues should be done at the Post-Project Review Workshop.  During this workshop a list of topics associated with each work package are provided for their responsible participants to review.  Each participant should provide responses related primarily with the respondent’s objective as well as identifying any outstanding issues that were not addressed and are pending resolution.  

11.2. Project Evaluation

Project evaluation appraises the progress and performance of a project compared to what was originally planned.  It determines if the overall statuses of the work package deliverables are acceptable and if they satisfy their intended value to the client.   It is not until there is an overall consensus among project team members that the final deliverable has met all specified requirements and will satisfy the client’s needs as stated in the Project Charter that the project will undergo Project Verification.   Project Evaluations provide the means to not only collect relevant project data, but also contribute to the repository of lessons learned and best practices.  

11.3. Project Verification

Once the project evaluation is complete and outstanding issues have been resolved to the satisfaction of all key stakeholders, project verification is acknowledged.  The focus of the Project verification is to determine the readiness of the final project deliverable and consequently, provide the “go” or “no go” signal for the finalization of the project.

11.4. Final sign-off procedures and Responsibilities

Project Sign-Off procedures are necessary to ensure a “clean” end to the project and so that:

· Resources can be reallocated to new efforts; 

· There is a clear delineation between development and operation/maintenance; and

· The client will know that the agreed-upon deliverables have been completed to meet the project objectives. 

Project Sign Off template is located on the Document Manager and must be signed off by the acceptance officials and project sponsor prior to its submittal to the PMO.  PMO will provide an electronic copy of project signoffs to Legal and Finance to ensure appropriate notification of project completion.

11.5. Post-Project Review Meeting

The Post-Project Review Meeting is one of the most important elements in the continuum of project management, because it is in this effort that lessons learned can be publicly examined, shared and compiled.  This effort is part of a continual improvement process that examines what went well, what didn't, and how things could be improved. It can help prevent having to reinvent the wheel, or learning by trial and error, for each project or problem that arises.

All project members should attend the Post-Project Review Meeting.   Resource Managers should not be a part of this review to encourage a more open discussion and exchange of ideas.  

For the best results, a Facilitator, selected by the Project Sponsor or by the Project Management Office, should conduct the Post-Project Review Meeting.  The facilitator should be an individual who is well-respected, and who can offer stewardship of the review process.  He or she should prepare by developing meeting guidelines; a list of project activities to be discussed for improvement, as well as for praise; and general topics for discussion in reviewing activities and project phases. Each participant can be requested to come prepared with information about their individual activities in the project, but no preparation is necessarily required by participants in order to have a successful Post-Project Review. In conducting the meeting, it is important that the following guidelines (at a minimum) be observed:

· Criticism of the project and its processes is encouraged, but be sure to limit the criticism to those arenas. Criticism of people should not be permitted!  

· Stay within scheduled time, and discourage any departure from the topics to be discussed. (Keep the meeting on track!) 

· The Post-Project Review Meeting should occur no later than a week after the end of the project.  

· The meeting should last between two hours and a full day, depending on the size and complexity of the project.  

· Attendees should be properly notified of the Post-Project Review Meeting at least two days ahead of time, and informed of any requested preparation. The notification should include a purpose, a list of attendees, and a start and end time. 

The desired result of the Post-Project Review Meeting is the development of two lists: One that describes “what went right” and one that lists “what went wrong”. The Facilitator should be the one to present the results of the meeting to management, either in a formal presentation, or other method of communication that will permit the importance of the material to be conveyed. The reported results should cover only the top 3-5 items from each list.
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The final step in the Post-Project Review process is to prepare the Post-Project Review Report that includes the general information about the project such as project  name, level of effort, participants’ names, and key project dates or milestones.  Presentation charts can be used to graphically represent project schedule and resources expended to accomplish each project activity.  Ensure that the “what went right” and “what went wrong” lists are also included.  The final Post-Project Review report should be distributed to all project members and others, as appropriate.  

11.6. Records Update

The final Post-Project Review Report should be presented to the Project Management Office to be properly archived for future reference. 

11.7. Records Archiving

Once you have completed administrative closure and developed the lessons learned from the project, all project information should be sent to the repository for future reference. All approved In-flight projects will have a project folder established on the shared drive under IT Development PMO folder/Inflight Projects with their corresponding Project number assigned at the time of request.  Project information includes the project request, project charter, project schedule, change control requests, project reviews,  and the lessons learned. This information can be used on future projects to assist others by eliminating previously encountered problems.

Appendix A (ERCOT Impact Analysis)
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Appendix B (Change Request Form)

	 ERCOT Change Request Form

	Change Requester:
	Date:
	Change No : 

	 FORMCHECKBOX 
_  EMERGENCY CHANGE

 FORMCHECKBOX 
_  URGENT CHANGE

 FORMCHECKBOX 
_  ROUTINE CHANGE
	

	Short Description:

	Complete Description of Proposed Change (attach documentation if necessary)

Manager Authorization____________________________          Date____________



	Cross-package Impact:

Technical Applications Systems

     FORMCHECKBOX 
_  POS

     FORMCHECKBOX 
_  MOS

     FORMCHECKBOX 
_  Portal

     FORMCHECKBOX 
_  Other __________________________

     FORMCHECKBOX 
_  Other __________________________

Commercial Systems Applications

     FORMCHECKBOX 
_  Lodestar

     FORMCHECKBOX 
_  SeeBeyond

     FORMCHECKBOX 
_  PaperFree

     FORMCHECKBOX 
_  Siebel

     FORMCHECKBOX 
_  Portal

     FORMCHECKBOX 
_  Oracle

     FORMCHECKBOX 
_  Tivoli/Maestro

     FORMCHECKBOX 
_  Lawson Financials

     FORMCHECKBOX 
_  Metrix/ND

     FORMCHECKBOX 
_  Crystal

     FORMCHECKBOX 
_  Forecast Studio

     FORMCHECKBOX 
_  Other __________________________

     FORMCHECKBOX 
_  Other __________________________
	Data Archive/Data Warehouse

     FORMCHECKBOX 
_  Informatica

     FORMCHECKBOX 
_  Cognos

     FORMCHECKBOX 
_  Oracle

     FORMCHECKBOX 
_  Maestro/Tivoli

     FORMCHECKBOX 
_  Other _____________________________

     FORMCHECKBOX 
_  Other _____________________________

Corporate Network

     FORMCHECKBOX 
_  E-Mail

     FORMCHECKBOX 
_  File Servers

     FORMCHECKBOX 
_  Remote Access System

     FORMCHECKBOX 
_  Internal Routing

     FORMCHECKBOX 
_  External Routing

     FORMCHECKBOX 
_  Firewalls

     FORMCHECKBOX 
_  Intrusion Detection Systems

     FORMCHECKBOX 
_  HP OpenView

     FORMCHECKBOX 
_  Other _____________________________

     FORMCHECKBOX 
_  Other _____________________________

     FORMCHECKBOX 
_  Other _____________________________



	Stakeholder Approval

(to be completed by CML only)



	Is this change a project?

     FORMCHECKBOX 
_  No

     FORMCHECKBOX 
_  Yes

If yes, Change Requester should complete and submit Project Request Form, ERCOT Document Manager No. 241, to Project Management Function.

	Planned Testing:

     FORMCHECKBOX 
_   Testing hardware mirrors production hardware (note exceptions)

     FORMCHECKBOX 
_   Focus Testing

     FORMCHECKBOX 
_   Integration Testing

     FORMCHECKBOX 
_   Regression Testing

     FORMCHECKBOX 
_   Security Testing

     FORMCHECKBOX 
_   User Acceptance Testing

     FORMCHECKBOX 
_   Other ________________________________

     FORMCHECKBOX 
_   Other ________________________________

     FORMCHECKBOX 
_   Other ________________________________



	Summary of Test Plan and Results (attach documentation)

Lead Approval____________________________          Date____________



	Summary of Implementation Plan (attach documentation)

Lead Approval____________________________          Date____________



	Summary of Back-out Plan (attach documentation)

Lead Approval____________________________          Date____________



	Will this change impact Market Participants?

     FORMCHECKBOX 
_  No

     FORMCHECKBOX 
_  Yes

If yes, attach a description of the change and its impact in business language for distribution to Market Participants through Client Representatives.

	Summary of Required Training and/or User Education (attach documentation)

	Stakeholder Migration Approval (to be completed by CML only)

	Proposed Date for Migration:
	Approved Date for Migration:

	Summary of Post-Implementation Review (attach documentation)



	System Owner Acceptance:
	Date:


Appendix C (Project Request Form)

	PR#:
	Date of Request:  

	Part A - REQUESTOR INFORMATION

	Name:   
	Telephone No:   

	Department:   
	Manager:  

	Source of Request:   
	Director:   

	Project Name:   

	Business Priority: 


	__ Critical
	__ Significant
	__ Enhanced Client Service

	
	__ ERCOT Efficiency
	__ Stability/Reliability
	_ Other

	Project Description:


	Project Justification:
   

	Background: 

 

	Business Objectives:

 

	Scope:

In Scope

Out of Scope:



	Requirements:

Requirement

Description

Date Needed

*Add additional pages if required



	Approvals:

	                                      Business                                                     IT  

  Requestor          ____________________              ________________________
  Manager            ____________________              ________________________

  Director             ____________________              
________________________
  Officer               ____________________            
________________________



	PART B – Project Request
	Date Received:     

	PMF Staff Disposition
	Project Request # 

	Action Required:     

	Action Assigned To:    
	Priority:   

	Department:    
	Manager:    

	SME:    
	Telephone No:    

	Other Affected Groups: (within IT)    

	External Organizations Involved: (Non-IT)     



	Action to be completed by: (Date)    

	Response Sent to Requestor: (Date)    



	PART C – Project Request
	Date Issued for Estimation:    

	IT Cost Estimate  (attach estimating detail as required)

	Man Hours Required by Requirement:

Requirement#

Man Hours


	PMF Use Only______________________

	
	Project man hour cost:

	
	Project management cost:

	
	Contingency:

	Vendor Costs:    
	Total Man Hour Cost:

	
	Total Vendor Cost:

	
	Total Infrastructure Cost:

	Additional Software/Hardware Costs:    
	Total Project Cost Estimate:

	
	

	
	

	PART D – Project Request
	Date Submitted:    

	ERCOT Steering Committee Review

	Project Approved for:
	__ T&M Investigation  
	__ Implementation

	Project Disapproved for Reasons Listed:    




Appendix D (Cost and Time Estimate)

Note: This is a spreadsheet file and is located at ERCOT Document Manager under Policies and Procedures/Cost&Time_Estimate.xls

	
	 
	 
	 
	 
	

	 
	PART A  Please ensure that all project information is filled out in its entirety.
	 
	 
	

	 
	Project Name:
	Sponsor's Name:
	 
	 
	

	 
	Estimator's Name: 
	Baseline Estimate Date:
	 
	

	 
	Department:  IT Delivery
	

	 
	Business Objective: 
	

	 
	
	

	 
	
	

	 
	
	

	 
	Project Justification: 
	

	 
	
	

	 
	
	

	 
	
	

	 
	PART B Estimated Direct Effort Hours (in HOURS)
	 
	 
	 
	

	 
	Project Phase
	Internal
	External
	SubTotals
	

	 
	Project Initiation
	 
	 
	0
	

	 
	Requirements Analysis and Specification
	 
	 
	0
	

	 
	Design
	 
	 
	0
	

	 
	Coding
	 
	 
	0
	

	 
	Testing
	 
	 
	0
	

	 
	Market Testing (if required)
	 
	 
	0
	

	 
	Release Management
	 
	 
	0
	

	 
	Installation (DBA time)
	 
	 
	0
	

	 
	Operation and Support (DBA time)
	 
	 
	0
	

	 
	Documentation
	 
	 
	0
	

	 
	Staff Training
	 
	 
	0
	

	 
	User and Market Training
	 
	 
	0
	

	 
	Other
	 
	 
	0
	

	 
	TOTAL Estimated Direct Effort Hours
	0
	0
	0
	

	 
	PART C Project Duration
	 
	 
	 
	

	 
	Estimated Duration
	SubTotals
	

	 
	TOTAL Project Duration in Weeks (Lapsed Time)
	 
	 
	 
	

	 
	Projected Start (by Quarter)
	 
	 
	 
	

	 
	PART D Estimated Project Cost (in Dollars)
	 
	 
	 
	

	 
	Project Cost Element
	Internal
	External
	SubTotals
	

	 
	Estimated Labor Cost
(Total Estimated Effort Hours * Cost Allocation Rate)
NOTE:  Cost Allocation Rate for Internal is __$60___
            Cost Allocation Rate for External is _$150__
	$0.00
	$0.00
	$0.00
	

	 
	Project Hardware Cost
(Acquisition of new equipment)
	 
	 
	$0.00
	

	 
	Projected Software/Middleware Cost
(COTS, Architecture)
	 
	 
	$0.00
	

	 
	Projected ITS Costs
(Include CPU, DASD, transaction usage, anticipated client usage)
	 
	 
	$0.00
	


Projected Indirect Billing Costs

	(Include printing operations, scheduling and control, etc.)
	 
	 
	$0.00
	
	

	 
	Project Travel Costs
(Include travel expenses, conferences, etc.)
	 
	 
	$0.00
	

	 
	Other Administrative Costs
(Include office supplies, etc)
	 
	 
	$0.00
	

	 
	Other Charges (please specify)
_________________________________
_________________________________
	 
	 
	$0.00
	

	 
	TOTAL Estimated Project Cost (in Dollars)
	$0.00
	

	 
	PART E Estimated Indirect Effort Hours (Contingency)
	 
	 
	 
	

	 
	Project Phase
	Subtotal
	

	 
	10%  Contingency (Pre-calculated)
	$0.00
	

	 
	Contingency Factors:
	This Section Not Used
	

	 
	%Change Percentage      5% Recommended
(Project Scope Changes)
	
	

	 
	%Communication Percentage       5% Recommended
(Team Meetings, Status Meetings, Market Meetings)
	
	

	 
	%Project Management Percentage   10% Recommended
(Project Planning & Mgmt Activities)
	
	

	 
	%Rework Percentage   5% Recommended
(Defect Rate)
	
	

	 
	%Overhead Percentage   5%  Recommended
(Indirect Charges, occupancy)
	
	

	 
	%Other   5%  Recommended
(Other indirect charges - specify)
	
	

	 
	 
	 
	 
	 
	

	 
	TOTAL ESTIMATED PROJECT COST
	 
	 
	$0.00
	

	
	
	
	
	
	


Appendix E (Cash Flow Report)

Note:  This file is a spreadsheet and is located ERCOT Document Manager under Policies and Procedures/Cash_Flow_Template.

	
	
	
	
	
	
	
	
	

	ERCOT
	 
	 
	 
	 
	 
	 
	 
	 

	Capital Project Cash Flow
	
	
	
	
	
	
	

	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	

	Project Name:
	 
	 
	 
	
	
	
	
	

	
	 
	 
	 
	
	
	
	
	

	ERCOT Project Sponser:
	 
	 
	 
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	 
	MONTH
	 

	 
	1
	2
	3
	4
	5
	6
	7
	 

	Cost Category
	Oct-02
	Nov-02
	Dec-02
	Jan-03
	Feb-03
	Mar-03
	Apr-03
	Total

	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	

	ERCOT Labor
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	Consultants & Contractors
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	Hardware 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	Software
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	License & Maintenance 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	Tools, Equip, Mtls. & Supplies
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	Other
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	
	
	
	
	
	
	
	
	

	Total Project Cost
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 
	                 - 

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Future Capital
	
	2004
	2005
	2006
	2007
	
	
	

	
	
	
	
	
	
	
	
	

	Projected Capital Cash Flow
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Future Operating Impact
	2003
	2004
	2005
	2006
	2007
	
	
	

	
	
	
	
	
	
	
	
	

	Projected O&M Costs
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Projected New Personnel
	
	
	
	
	
	
	
	


Appendix F (Annual Prioritization Process)
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Appendix G (On-Going Prioritization Process)
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Appendix H (Project Invoice Process)
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Appendix I (Monthly Internal Labor Breakdown)

Note:  This file is a spreadsheet and is located ERCOT Document Manager under Policies and Procedures/Internal Labor Breakdown.xls.

	Internal Labor Breakdown - Monthly Summary

	 
	 
	 
	 
	 
	 
	 

	Manager:
	
	
	
	
	
	 

	Cost Center:
	
	
	
	
	
	 

	Month:
	
	
	
	
	
	 

	 
	
	
	
	
	
	 

	 
	
	Employees
	
	Contractors
	
	 

	Application A
	
	
	
	
	
	 

	Application B
	
	
	
	
	
	 

	Support Activity A
	
	
	
	
	
	 

	Support Activity B
	
	 
	 
	 
	
	 

	     Maintenance Total:
	
	0
	 
	0
	
	 

	 
	
	
	
	
	
	 

	Admin/Holiday/Vacation
	
	 
	 
	 
	
	 

	     Adminitration Total:
	
	0
	 
	0
	
	 

	 
	
	
	
	
	
	 

	Project A
	
	
	
	
	
	 

	Project B
	
	
	
	
	
	 

	Project C
	
	 
	 
	 
	
	 

	     Strategic Project Total:
	
	0
	 
	0
	
	 

	 
	
	
	
	
	
	 

	Project A
	
	
	
	
	
	 

	Project B
	
	
	
	
	
	 

	Project C
	
	 
	 
	 
	
	 

	Tatical Project Total:
	
	0
	 
	0
	
	 

	 
	
	 
	 
	 
	 
	 

	TOTAL STAFF
	
	0
	 
	0
	0
	 

	 
	 
	 
	 
	 
	 
	 


Appendix J (Project Change Control)

Project Change Control Request

Date Of Request:

	Customer:
	Project Name:

	
	Responsible Director:

	
	Project Manager:

	Priority:       
	Low     (
	ASAP     (
	Urgent     (

	Description/Reason for Change:

	

	

	

	

	Impact on Scope of Work:

	

	

	

	

	Impact on Scheduled Timeline for Completion:

	

	

	

	

	

	

	Impact on Resources/Staffing:

	

	

	

	

	Impact on Budget:

	

	

	

	

	Impact on Customer:

	

	

	

	

	


Authorization

Requested by:

Date Requested:

Approved by:

Date Approved:

Authorized by:

Date Authorized:

Please adjust appropriate project documents (budget, schedule, etc.) as needed

Previous Change Notices: MM/DD/YY Description

Appendix K (Project Sign Off Form)

Note:  This file is a spreadsheet and is located ERCOT Document Manager under Policies and Procedures/SignOff_Template.

	[image: image5.jpg]THE TEXAS CONNECTION



   Project Sign Off

Project Number:

	Project Objective:

	

	

	

	

	Project Scope:

	

	

	

	

	Acceptance

Criteria:
	Completed

System

Compliance   Y/N?

	
	

	
	

	
	

	
	

	
	

	
	

	Features and Functionality of Completed System:

	

	

	

	

	Changes/Modifications:

	

	

	

	

	Future Enhancements:

	

	

	

	


Acceptance and Sign Off

[image: image16.emf]PMO issues Capital

Project Budget Estimate

Sheets to Managers

Those projects not

approved are placed on

hold to be reprioritized at

later date

The Executive Committee/

BoD arrive at a total

project spend and

approved project list

Directors provide

preliminary prioritization of

all internal projects

All Sponsor endorsed

projects are submitted to

PMO using issued

template

Prioritized List

Approved by EC

List “Approved” by the

BoD

Yes

No

Yes

No

PMO consolidates and

compiles single project list

for review by Directors

and OC

PMO/Market Rules Gp

reconcile Market and

ERCOT priorities

The Executive Committee

presents the prioritized list

to the BoD for approval

All new requests

throughout CY will be

prioritized against this list

and reprioritized

accordingly


[image: image17.emf]Idea has proof of concept

completed by project

sponsor

Sponsor places idea  "on

hold"

Operating

Committeereprioritizes the

approved project list to

make room for the new

idea

IT completes Impact

Analysis/Time and Cost

Estimate

Sponsor approves

completed Project

Request

Size & scope place

investment as capital

Sponsor wants to

proceed with idea

Operating Committee

reviews new ideas for

approval

Yes

No

Sponsor and IT manager

examine funds for

enhancement work

Idea "Approved" by

OC

Yes

No

Yes

Project manager assigned

to complete detailed

budget, schedule, and

statement of work

No

Final approval by OC

to release funds

No

Yes

On-going project &

resource management

PMO assigns project

number

Finance creates a project

code in Lawson

Accepted by:

Date:

<Name, Project Manager>

[image: image18.emf]Invoice received at

ERCOT

Is invoice for

approved cap

project?

Mgr/Director or

designate sends

invoice to PM for

review and

signature

Yes

Mgr/Director or

designate codes

invoice with

appropriate project

#

PM reviews/

approves invoice

and returns to Mgr/

Director’s Admin

staff

Mgr/Director

approves/signs

invoice according

to appropriate

signature authority

Is the invoice >

50K

Obtain Director

signature/approval

Yes

If less than or

equal to 50K Mgr

may approve

without Director

signature

No

Mgr/Director

Admin sends

signed/approved

project invoice to

PMO Admin

Follow Finance

Invoice procedure

for processing

routine invoices

No

PMO Admin

stamps with PMO

Review

PMO Admin

reviews and

verifies project

information

Is all project

information/coding

correct?

Yes

PMO updates

project budget

information

PMO sends

invoice to Finance

for payment

processing

Accepted by:

Date:

<Name, Product Manager>

Accepted by:

Date:

<Name, Project Sponsor>

Accepted by:

Date:

<Client Acceptance Official, Title>

Please archive appropriate project documents (budget, schedule, etc.) in Project Management Documents Repository

Project Close Out: MM/DD/YY Description

Appendix L (Toll Gate Process – Very Small Project)

	
	
Conceptualizing


	Initiating
	Planning
	Designing
	Developing
	Testing
	Implementing
	Closing

	PMO
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	
	 
	 
	 
	 
	 
	 
	 

	 
	
	 
	
	 
	 
	 
	 
	 

	 
	
	 
	 
	 
	 
	 
	 
	 

	 
	
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	IT PM (Or designate)
	 
	 
	Architecture Review(o)
	 
	Test Plan
	 
	 
	 

	 
	
	 
	Conceptual Design(o)
	
	Ptest Results
	 
	 
	 

	 
	
	 
	Project Plan/schedule
	
	Release Checklist
	 
	 
	 

	 
	
	 
	 
	 
	Technical Design
	Migration Plan
	 
	 

	 
	 
	 
	 
	 
	Test Scripts
	 
	 
	 

	Bus PM (or designate)
	Project Request
	 
	Requirements with Success Criteria
	
	Test Conditions
	Mkt Test Results (o)
	Production Verification
	 

	 
	
	 
	 
	
	 
	Training Plan(o)
	 
	 

	 
	
	 
	 
	 
	 
	ITest Results
	 
	 

	 
	
	 
	 
	 
	 
	Training Materials(o)
	 
	 

	 
	 
	 
	 
	
 


	
 


	
 


	 
	 

	
	
	
	
	
	
	
	
	

	
	
	
	 
	Change control as required
	 
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Gate Teams
	 
	 
	 
	 
	 
	 
	 
	 

	Question:  Is the
	 
	 
	Director Gate 
	 
	 
	 
	 
	 

	project ready to move
	 
	 
	 
	 
	 
	 
	 
	 

	to the next phase
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	

	Notes:
	
	
	
	
	
	
	
	

	o  People/groups listed in column A are facilities not necessarily owners of listed tasks
	
	
	
	
	

	o  Core Project Teams member can include a variety of groups/people as required by the individual project.  Core Project Team minimum is 4.  The IT PM, BUS PM, IT Sponsor, BUS Sponsor

	o  Test scripts = How testing is done, test conditions = What testing is done, test plan = Total  of what, when, how, why
	
	
	


Appendix M (Toll Gate Process –Small Project)

	
	
Conceptualizing


	Initiating
	Planning
	Designing
	Developing
	Testing
	Implementing
	Closing

	PMO
	 
	 
	 
	 
	 
	 
	 
	 

	IT PM
	 
	 
	Cost & Time Est
	 
	 
	 
	 
	Closure Signoff

	 
	
	 
	Project Charter
	 
	 
	 
	 
	Lessons Learned

	 
	
	 
	Project Plan/Schedule
	 
	 
	 
	 
	 

	 
	
	 
	Cash Flow
	 
	 
	 
	 
	 

	 
	
	 
	RFI/RFP/SOW (o)
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	IT Core Project Team
	 
	 
	Architecture Review
	Functional Design
	 
	 
	 
	 

	 
	
	 
	Conceptual Design
	Technical Design
	
	Product Support Doc(o)
	 
	 

	 
	
	 
	 
	
	Release Checklist
	 
	 
	 

	 
	
	 
	 
	Test Scripts
	 
	Migration Plan
	 
	 

	 
	 
	 
	 
	Test Plan
	 
	
	 
	 

	Bus PM and Project Team
	Project Request
	 
	Requirements with Success Criteria
	Test Conditions
	Ptest Results
	ITest Results
	Production Verification
	 

	 
	
	 
	 
	 
	 
	Mkt Test Results (o)
	 
	 

	 
	Impact Analysis(o)
	 
	 
	 
	 
	Training Plan(o)
	 
	 

	 
	
	 
	 
	 
	 
	
Training Materials(o)


	 
	 

	 
	 
	 
	 
	
 


	
 


	 
	 
	 

	
	
	
	
	
	
	
	
	

	
	
	
	 
	Change control as required
	 
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Gate Teams
	 
	 
	Proj. Team Gate
	 
	 
	Proj. Team Gate
	 
	 

	Question:  Is the
	 
	 
	Director Gate
	 
	 
	Director Gate
	 
	 

	project ready to move
	 
	 
	Op Committee (o)
	 
	 
	 
	 
	 

	to the next phase
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	

	Notes:
	
	
	
	
	
	
	
	

	o  People/groups listed in column A are facilities not necessarily owners of listed tasks
	
	
	
	
	

	o  Core Project Teams member can include a variety of groups/people as required by the individual project.  Core Project Team minimum is 4.  The IT PM, BUS PM, IT Sponsor, BUS Sponsor

	o  Test scripts = How testing is done, test conditions = What testing is done, test plan = Total  of what, when, how, why
	
	
	


Appendix N (Toll Gate Process –Medium Project)

	
	
Conceptualizing


	Initiating
	Planning
	Designing
	Developing
	Testing
	Implementing
	Closing

	PMO
	 
	 
	 
	 
	 
	 
	 
	 

	IT PM
	Cost & Time Est (d)
	Project charter (d)
	Cost & Time Est
	 
	 
	 
	 
	Closure Signoff

	 
	
	 
	Project Charter
	 
	 
	 
	 
	Lessons Learned

	 
	
	 
	Project Plan/Schedule
	 
	 
	 
	 
	 

	 
	
	 
	Cash Flow
	 
	 
	 
	 
	 

	 
	
	 
	RFI/RFP/SOW (o)
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	IT Core Project Team
	 
	 
	Architecture Review
	Functional Design
	 
	 
	 
	 

	 
	
	 
	Conceptual Design
	Technical Design
	
	Product Support Doc(o)
	 
	 

	 
	
	 
	 
	
	Release Checklist
	 
	 
	 

	 
	
	 
	 
	Test Scripts
	 
	Migration Plan
	 
	 

	 
	 
	 
	 
	Test Plan
	 
	
	 
	 

	Bus PM and Project Team
	Project Request
	Requirements with Success Criteria (d)
	Requirements with Success Criteria
	Test Conditions
	Ptest Results
	ITest Results
	Production Verification
	 

	 
	
	 
	 
	 
	 
	Mkt Test Results (o)
	 
	 

	 
	Impact Analysis(o)
	 
	 
	 
	 
	Training Plan (o)
	 
	 

	 
	
	 
	 
	 
	 
	
Training Materials (o)


	 
	 

	 
	 
	 
	 
	
 


	
 


	 
	 
	 

	
	
	
	
	
	
	
	
	

	
	
	
	 
	Change control as required
	 
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Gate Teams
	 
	 
	Proj. Team Gate
	Proj. Team Gate
	 
	Proj. Team Gate
	 
	 

	Question:  Is the
	 
	Director Gate
	Director Gate
	 
	 
	Director Gate
	 
	Director Gate

	project ready to move
	 
	Op Committee
	 
	 
	 
	 
	 
	 

	to the next phase
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	

	Notes:
	
	
	
	
	
	
	
	

	o  People/groups listed in column A are facilities not necessarily owners of listed tasks
	
	
	
	
	

	o  Core Project Teams member can include a variety of groups/people as required by the individual project.  Core Project Team minimum is 4.  The IT PM, BUS PM, IT Sponsor, BUS Sponsor

	o  Test scripts = How testing is done, test conditions = What testing is done, test plan = Total  of what, when, how, why
	
	
	


Appendix O (Toll Gate Process –Large Project)

	
	
Conceptualizing


	Initiating
	Planning
	Designing
	Developing
	Testing
	Implementing
	Closing

	PMO
	 
	 
	 
	 
	 
	 
	 
	 

	IT PM
	Cost & Time Est (d)
	Project charter (d)
	Cost & Time Est
	 
	 
	 
	 
	Closure Signoff

	 
	
	 
	Project Charter
	 
	 
	 
	 
	Lessons Learned

	 
	
	 
	Project Plan/Schedule
	 
	 
	 
	 
	 

	 
	
	 
	Cash Flow
	 
	 
	 
	 
	 

	 
	
	 
	RFI/RFP/SOW (o)
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	IT Core Project Team
	 
	 
	Architecture Review
	Functional Design
	Release Checklist
	 
	 
	 

	 
	
	 
	Conceptual Design
	Technical Design
	
	Product Support Doc(o)
	 
	 

	 
	
	 
	 
	 
	
	 
	 
	 

	 
	
	 
	 
	Test Scripts
	Ptest Results
	Migration Plan
	 
	 

	 
	 
	 
	 
	Test Plan
	 
	
	 
	 

	Bus PM and Project Team
	Project Request
	Requirements with Success Criteria (d)
	Requirements with Success Criteria
	Test Conditions
	
	ITest Results
	Production Verification
	 

	 
	Impact Analysis(o)
	 
	 
	
	 
	Mkt Test Results (o)
	 
	 

	 
	
	 
	 
	 
	 
	Training Plan (o)
	 
	 

	 
	 
	 
	 
	
 


	
 


	
Training Materials (o)


	 
	 

	
	
	
	
	
	
	
	
	

	
	
	
	 
	Change control as required
	 
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	Gate Teams
	 
	 
	Proj. Team Gate
	Proj. Team Gate
	 
	Proj. Team Gate
	 
	 

	Question:  Is the
	Director Gate
	Director Gate (o)
	Director Gate
	 
	 
	Director Gate
	 
	Director Gate

	project ready to move
	 
	Op Committee
	Op Committee (o)
	 
	 
	Op Committee ( r)
	 
	 

	to the next phase
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	
	

	Notes:
	
	
	
	
	
	
	
	

	o  People/groups listed in column A are facilities not necessarily owners of listed tasks
	
	
	
	
	

	o  Core Project Teams member can include a variety of groups/people as required by the individual project.  Core Project Team minimum is 4.  The IT PM, BUS PM, IT Sponsor, BUS Sponsor

	o  Test scripts = How testing is done, test conditions = What testing is done, test plan = Total  of what, when, how, why
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