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Background
IBM Global Business Services is engaged to perform reviews of the Nodal 
Program Management Office Control System (PMOCS)
The PMOCS is a process designed to support the PMO in managing and 
controlling program:

Costs (approved budget)
Scope (approved boundaries and definitions)
Schedule (approved completion timeline)
Results (approved requirements) 

The external review process commenced in September 2006 and will continue 
to program completion in 2009 with semi-annual progress checks 
Reviews of the PMOCS are in two phases:

An initial review of the PMOCS design (completed in October 2006)
Periodic progress reviews of PMOCS performance (first progress review completed 
December 28, 2006)
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Background
A PMOCS consists of three interrelated components:

Control Environment
Control Activities
Control Quality Reviews

The External Reviews being conducted by IBM focus on the Control Activities
The Control Activities reviews included:

In the initial review:
• Evaluation of design completeness for program of this size and complexity
• Identification of strengths and weaknesses
• Provision of recommendations for improvement

In the subsequent progress review:
• Assessment of the current state of the PMOCS structure
• Evaluation of program controls performance  
• Provision of recommendations for improvement
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Approach

Initial Assessment 1: Nodal Program Control Design compared to Best Practice Control Activities

Progress Report 2: Nodal Program Control Structure considered for action on previous 
recommendations and actual performance of Control Activities defined in the Control Structure

Control Areas

Program/Project Deifnition
Sponsor Agreement Management

Change Management
Risk Management
Issue Management

Communications Management
Work Plan Management

Technical Enviornment Management
Deliverables Management
Organization Management

Tracking and Control
Qaulity Management

Human Resources Management

Supplier Management

Assigned To Status Type
Expected 
Closure Date Date Raised Owner Title Description

Identified
Program 
Risk 11/2/2006 Grendel, Steven

Change Management effort fails and home team 
does not engage in transition, ownership of Nodal 
systems until late in the program

Identified
Cross-
Project Risk 11/2/2006 Grendel, Steven

Cannot meet staffing required for Texas Nodal 
Readiness & Transitions tasks

Adams, John Assessed
Program 
Risk 11/20/2006 11/2/2006 Tamby, Jeyant No facilities to include the “self serve” load No facilities to include the “self serve” load

Identified
Program 
Risk 11/2/2006 Grendel, Steven

Difficulty completing necessary testing activities 
due to complexity/poor quality of nodal systems 
and related business processes

Adams, John Assessed
Program 
Risk 4/24/2006 Tamby, Jeyant

No requirement for TDSP’s to enter transmission 
improvements

There is no requirement for TDSP’s to enter 
transmission improvements for the coming 
one-year period, but CRR’s are supposed to 
include such

Identified
Program 
Risk 11/2/2006 Grendel, Steven Late System Delivery into MOTE or EDS

Identified Issue 11/2/2006 Grendel, Steven
Facility enhancements identified inside build-out 
lead time

Facility enhancements identified inside build-
out lead time.  Most probably build-out need is 
the control rooms (TCC1 and MET).

% CompletWBS Task Name Duration Start Finish predessor
0%1 NP-65C01_01 MAIN Network Model 603 days? 4/28/2006 8:00 8/29/2008 17:00
0%1 Network Model Package 603 days? 4/28/2006 8:00 8/29/2008 17:00
0%1.1 NMMS 603 days? 4/28/2006 8:00 8/29/2008 17:00
0%1.1.1.1 INCEPTION 209 days? 4/28/2006 8:00 2/27/2007 8:02
0%1.4 INCEPTION 209 days? 4/28/2006 8:00 2/27/2007 8:02
0%1.1.1.1.2 Start Inception 0 days 5/22/2006 8:00 5/22/2006 8:00
0%1.1.1.1.3 Vendor Decision Made 0 days 6/7/2006 8:00 6/7/2006 8:00
0%1.4.1.2 Business Requirements 72 days 4/28/2006 8:00 8/10/2006 17:00
0%1.1.1.1.4.1 Requirements Approved 0 days 4/28/2006 8:00 4/28/2006 8:00
0%1.1.1.1.4.2 Vendor Contract Completed and Vendor on-site 0 days 6/27/2006 17:00 6/27/2006 17:00 32
0%1.1.1.1.1 NMMS Requirements clarification with the vendor 30 days 6/28/2006 8:00 8/10/2006 17:00 10
0%1.1.1.2 Activity Diagrams and Use Cases (high level and some details) 81 days 5/22/2006 8:00 9/15/2006 17:00
0%1.1.1.2.1 Creation of NMMS High Level Use case 67 days 5/22/2006 8:00 8/25/2006 17:00 6
0%1.1.1.1.5.2 Creation of NMMS Detailed level use cases 81 days 5/22/2006 8:00 9/15/2006 17:00 13SS
0%1.1.1.3 Test Plans and Cases (High Level) 25 days 9/18/2006 8:00 10/20/2006 17:00
0%1.1.1.3.1 Test Plan 25 days 9/18/2006 8:00 10/20/2006 17:00 13
0%1.1.1.3.2 High Level Test Cases 25 days 9/18/2006 8:00 10/20/2006 17:00 16SS
0%1.4.1.3 CSD 121 days 8/11/2006 8:00 2/5/2007 8:00
0%1.1.1.4.1 NMMS CSD Submission 0 days 12/15/2006 8:00 12/15/2006 8:00
0%1.1.1.1.7.2 NMMS CSD Approved 0 days 1/15/2007 8:00 1/15/2007 8:00 19
0%1.1.1.4.2 Interfaces 121 days 8/11/2006 8:00 2/5/2007 8:00
0%1.1.1.4.2.1 Interface Spec Draft to TPTF 0 days 1/15/2007 8:00 1/15/2007 8:00 20SS
0%1.1.1.1.7.3.2 Interface Spec Draft Approved by TPTF 0 days 2/5/2007 8:00 2/5/2007 8:00
0%1.1.1.4.2.2 Outbound interfaces 75 days 8/11/2006 8:00 11/28/2006 17:00 11
0%1.1.1.5 CSD Complete 0 days 1/15/2007 8:00 1/15/2007 8:00 19,22,24
0%1.1.1.6 Data Dictionary Initial conception 50 days 12/15/2006 8:00 2/26/2007 17:00
0%1.1.1.6.1 All inbound definitions 50 days 12/15/2006 8:00 2/26/2007 17:00 19SS
0%1.1.1.6.2 All outbound definitions 50 days 12/15/2006 8:00 2/26/2007 17:00 19SS

Evaluate

Recommend

Evaluate

Recommend
Triangle of 

Balance

Scope

Schedule Cost

Business Needs

Nodal Program Control 
Structure

PMOCS Best Practices Nodal Program Control 
Operations

C o n tro l D im e n s io n  B e s t P ra c tic e s  S ta n d a rd  
D e s c r ip tio n  

R a tin g  C o m m e n ts  

P ro g ra m /P ro je c t  
D e f in itio n   

D o c u m e n te d  p ro g re s s  th a t 
d e f in e s  P ro g ra m  o b je c t iv e s , 
s c o p e , a p p ro a c h , s ta k e h o ld e rs , 
ro le s  a n d  re s p o n s ib il it ie s , a n d  
r is k s . 

o  U n c h a n g e d  fro m  p re v io u s  
a s s e s s m e n t 

S p o n s o r  A g re e m e n t 
M a n a g e m e n t 

D o c u m e n te d  p ro c e s s  th a t 
p ro v id e s  in itia l a p p ro v a l o f  
s c o p e , p la n s  a n d  c o n tro ls ; 
fu n d in g  o f  p ro g ra m ; l in k s  to  
d e liv e ra b le s  a n d  c h a n g e  
m a n a g e m e n t.  

o  U n c h a n g e d  fro m  p re v io u s  
a s s e s s m e n t 

C h a n g e  
M a n a g e m e n t 

D o c u m e n te d  p ro c e s s  th a t 
a d d re s s e s  C h a n g e  C o n tro l to  
m a n a g e  a n d  a p p ro v e  c h a n g e  
re q u e s ts  fo r  s c o p e , 
re q u ire m e n ts , re s o u rc e s , 
e tc ., a t a  P M O  a n d  p ro je c t 
le v e l. 

o  A  s p e c if ic  p r io r itiz a tio n  
p ro c e s s  is  b e in g  d e f in e d  to  
re f le c t  re q u ire m e n ts  
c h a n g e s  a s  a  re s u lt  o f  
c h a n g e s  to  P ro to c o ls . 
T h e  IN F  p ro je c t is  c u rre n t ly  
e v a lu a tin g  c o n f ig u ra tio n  
m a n a g e m e n t to o ls . 
T h e re  a re  n u m e ro u s  
P ro to c o ls  o u t a n d  th e  
p ro je c ts  a re  n o t a ll u s in g  
th e  s a m e  v e rs io n  fro  d e s ig n  
p u rp o s e s .  T h e  p ro je c t  
s h o u ld  lo c k  o n  a  s in g le  
p ro to c o l a n d  u s e  c h a n g e  
c o n tro l to  e v a lu a te  th e  
im p a c t o f s u b s e q u e n t 
p ro to c o ls .  T h e  
im p le m e n ta tio n  o f  th e s e  
m a y  h a v e  a d v e rs e  e ffe c ts  
o n  th e  d e a d lin e  a n d  p ro je c t  
c o s ts . 

 

Recommendation 4: Provide Consistent Work Plan Structures with More Tracking Information
Description: Operating Procedure 2.4.3 Section 4 describes general content of work plans - the Work 
Breakdown Structure (WBS), level of detail, information tracked, etc. Considerable latitude has been 
allowed to the individual project manager as to how to apply these base standards. Consequently, in a 
comparison of plans, we found that the alignment with deliverables, the level of detail, inclusion of start 
and end dates, and identification of plan milestones differ at a project by project level.  We recommend 
that standards for work plans be expanded to require:
deliverables be identified that correspond to the deliverables in a metrics based estimate model.
actual and baseline start and end dates be reported so that late and early starts can be identified
estimate effort by deliverables
resource assignments
Impact: Analysis at a program level becomes more difficult due to the inconsistencies at the project 
level.  Additional administrative burden is placed on the project managers to produce analysis that 
supports decision making.  Absence of processes to produce comparable work plans increases the 
level of effort necessary to support the development of work management analysis.
Risk:  Med-High (4)
Timing: Immediate (No later than February 1, 2007)
Action Plan:
Compile list of deliverables to determine a common level of measurement.
Amend requirements of Operating Procedure 2.4.3 to incorporate additional requirements for work plan 
content.
Communicate change in requirements to team.
Consider inclusion in RUP for reference.
Apply standards in the common toolset of Microsoft Project
Utilize resource from PMO to confirm application of standards.
Assigned to:  Jerry Sullivan, Nodal Program PMO Director

Testing of Nodal 
Program controls, 
Interviews and, meeting 
participation

Observations, Ratings 
and Recommended 

Actions

Observations, 
Ratings, Strengths 
and Weaknesses, 

Recommended 
Improvements

Assessment of 
action on previous 
recommendations

1 2
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Findings – Control System Structure
Operational Condition of Nodal 
Program Control System:

Partially in development

Ratings Scale: 

o Meets Best Practices Standard

> Exceeds Best Practices Standard

< Less than Best Practices StandardStructure Ratings Table
Control Dimension  Description Rating Comments

Program/Project Definition Program objectives, scope, costs and 
risks.

o Unchanged from previous assessment

Sponsor Agreement Management Process that provides approval and 
engagement

o Unchanged from previous assessment

Change Management Process that addresses Change Control o Prioritization process in development

Human Resource Management Process for hiring, firing, on-boarding, 
training, etc.

Not Evaluated n/a

Supplier Management Process provides key terms for 
suppliers' contracts 

Not Evaluated n/a

Risk Management Process for consolidated risk 
management plan 

< A single data base and improved definitions 
needed

Issue Management Process for managing program issues < Lack of integration limits visability

Communications Management Process for program communications o Unchanged from previous assessment

Work Plan Management Process for project and program 
management schedules

< More information needed in the plans; 
metrics model needed

Technical Environment Management Process for tools for the program 
including technical environments

> Configuration management in development

Deliverables Management Process for acceptance criteria, 
approval, and checkpoints for program 
deliverables.  

o Effective process put in place includes 
enhancements to orginal design

Organization Management Process for appropriate PMO guidance, 
structure & resourcing  

< Enhance PMO to reflect current lifecycle 
stage of program.

Tracking and Control Documented for tools, reports, methods 
to track program (includes cost planning 

d t l)

> Unchanged from the previous assessment

Quality Management Documented for quality control of 
PMOCS.

o Unchanged from the previous assessment
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Findings – Control System Performance
Operational Condition of Nodal 
Program Control System:

Partially Effective

Ratings Scale: 

o Meets performance expectations

> Exceeds performance expectations

< Less than performance expectationsPerformance Ratings Table
Control Dimension Rating Comments
Program/Project Definition o Operating as designed

Sponsor Agreement Management < Not yet fully engaged - IT and Business

Change Management < Completion of impact assessment assessment

Human Resource Management Not Evaluated n/a

Supplier Management Not Evaluated n/a

Risk Management < Not up to date

Issue Management < Not up to date

Communications Management < More cross project and program integration 
communications

Technical Environment Management > Configuration management process being developed

Deliverables Management o Operating as designed

Organization Management o New Program director; org under review

Tracking and Control < Cost contingency is low, regular forecasting required.

Quality Management o Operating as designed

Work Plan Management < Consistency of application
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Recommendations

Recommendation Impact Risk Action Timing

Modify role of PMO Greater guidance 
improves 

performance; 
structure to support.

High Enhance PMO 
structure and 

guidance based on 
Program stage

1st Quarter

Update estimate and 
contingency

Improved accuracy 
and understanding of 

estimate drivers

High Develop metrics for 
each project; 

consider higher 
contingency

1st Quarter 

Engage internal 
stakeholders in Nodal 

Program

More effective design 
and easier transition 

process

High Actively engage IT 
and Business 

Owners

1st Quarter

Modify tools for Issue 
and Risk 

Management

Increased visibility of 
common trends

Medium-High Single Database; 
improved reporting

1st Quarter

Improve content and 
consistency of work 

plans

Improved 
understanding of 

progress

Medium-High Additional data 
required; adhere to 

policy

1st Quarter

More timely 
completion of impact 
analysis in Change 

Requests

Delays decision 
making

Medium Clear backlog in 
preparation for next 

program phase

1st Quarter


