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July 19, 2013

The Honorable Mark Leno

Chair, Joint Legislative Budget Committee
California State Senate

1020 N Street, Room 553

Sacramento, CA 95814

Dear Senator Leno:

I am pleased to submit the California Department of Transportation’s (Caltrans) quarterly report
on the Project Resourcing and Schedule Management System. This report is required under the
provisions of Item 2660-492-0042 of the Budget Act of 2005. The provision states:

“Beginning July 1, 2005, the Department of Transportation shall provide to the
Chairperson of the Joint Legislative Budget Committee copies of the monthly
status and oversight reports submitted to the Department of Finance for the
Project Resource and Scheduling Management Project on a quarterly basis.”

The enclosed package contains three monthly reports that were submitted by the Independent
Project Oversight Consultant to the California Department of Finance from January 1, 2013
through March 31, 2013. These reports identify potential risks with significant probability of
occurrence and impact. Caltrans is actively monitoring these risks and mitigating them as
identified in Attachment A.

Distribution to the Legislature has been made by Caltrans pursuant to California Government
Code section 9795. This report can be found at www.dot.ca.gov/reports.htm.

Malcolm Dougherty
Director

Attachment

¢:  Ms. Diane Boyer-Vine, Mr. Gregory Schmidt, Mr. E. Dotson Wilson

“Caltrans improves mobility across California”
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[ am pleased to submit the California Department of Transportation’s (Caltrans) quarterly report on
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provisions of Item 2660-492-0042 of the Budget Act of 2005. The provision states:
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Distribution to the Legislature has been made by Caltrans pursuant to California Government Code
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Director
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Quarterly PRSM Status Report to the Legislature

IPO Report for March 2013
Project Project Resource Scheduling Assessment Date: 03/01/2013 -
Name: Management System (PRSM) n - 03/31/2013

Frequency: Monthly

Oversight Provider Information

Oversight Leader: Ann Richardson Organization:  CA Technology Agency
Phone Number: 916-228-6652 Email: Ann.Richardson@state.ca.gov

Project Information

Project Number:  2660-160 Department: Department of Transportation
Criticality: High Agency: Business, Transportation & Housing
N L VTR

Start Date: 06/07/2000 End Date: 05/24/2013

Project Manager:  Steve Kawano Organization: = Department of Transportation
Phone Number: 916-749-5675 Email: Steve_kawano@dot.ca.gov

Summary: Current Status

Project Phase: Rollout Phase |
Planned Start Date: April 18, 2012
Actual Start Date:  April 9, 2012

Planned End May 9, 2013
Date:

Districts 1, 2, and 3 (Northern Califonia), District 4 (Oakland), District 8 (San
Bernardino), and District 12 (Orange County), are currently in production.
The rollout of the Central Region, Districts 5, 6, 9, 10, is in progress.

Rollout activities include training, preparation of the data for conversion,
and review and completion of go-live checklist items. Go-Live for Districts
6 and 9 is scheduled for April 15, 2013.
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Quarterly PRSM Status Report to the Legislature

Schedule sclect the statlement that most closely applies. measured against the last CTA approved document.

Ahead-of-schedule:

One or more major tasks or milestones have been completed and
approved early (> 5%). All other major tasks and milestones
completed and approved according to plan.

On-schedule:

All major tasks and milestones have been completed and approved
according to plan. (Within 5%)

Behind Schedule:

One or more major tasks or milestones are expected to be delayed.

{(>5%)
Major Milestone SPRU/ROIZE | e asardogicallc Einith
Task Name Baseline Finish avalcy Estlrr.lat‘ed Variance

Finish

Adaptation Phase 4/4/12 2/4/13 218 days
[Pilot (Small) 3/28/12, 3/23/12 -3 days,
[Pilot (Large) 5/24/12 7/2/12 27 days
Rollout Phase I 11/20/12, 5/9/2013 122 days
Rollout Phase II 5/24/13 8/23/13 65 days
Project Completion 5/24/13 10/10/13 99 days
PIER 5124/14 10/10/14 100 days

The project schedule of March 28, 2013 reflects a 72 % of the total project work has been completed.

The Technology Agency has instructed the Department of Transportation to submit a Special Project
Report (SPR) to account for the five month delay in the project schedule; and to account for all project
costs including the cost of the project delay and the cost of hiring consultants to supplement the lack
of project resources.
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Quarterly PRSM Status Report to the Legislature

Resources (Level of Effort) Choose the statement that most closely applies.
Fewer Resources
Completion of one or more major tasks and/or acceptable products has
required or is expected to require materially (>5%) fewer hours/staff
than planned.

Within Resources
All major tasks have been completed and acceptable products created
using the planned number of hours/staff (within 5%).

More Resources
Completion of major tasks and/or acceptable products has required or is
expected to require materially (>5%) more hours/staff than planned.

Comments: A lack of dedicated resources continues to be an issue on the PRSM project. The
current project manager continues as the “interim” project manager, and is also the
“acting” Chief of the Enterprise Technology Investment Division. Interviews for
the Department of Transportation Chief Information Officer have been held,
however, an appointment has not been made. With the forthcoming CIO
appointment, the appointment of a permanent PRSM Project Manager is expected.

The project team has been mitigating their resource deficiencies by contracting
with consulting firms. The Technology Agency has instructed the Department of
Transportation to submit an SPR (5) to address the five month delay in the
project schedule, account for all project costs including the consultants hired to
mitigate the lack of project resources, and to address the cost of the project
delay.

IPOC has learned that the project does not have a formal staffing plan, a single
document which outlines the roles and responsibilities of each project team
member and stakeholder group; and documents the project’s agreed upon approach
for staff planning, acquisition, and transition. The project has agreed to prepare a
staff management plan.

Resources (Budget/Cost) Choose the statement that most closely applies.

Less cost

The project is (>5%) under budget.
Within cost

The project is operating within budget.

Higher cost
Material budget increases (>5%) are likely
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Comments:

Although the Total Project Costs are within the approved SPR4 project budget,
several budget line items continue to be spent beyond the approved amount.

The cost of the consulting firms supplementing the lack of project resources have
not been accounted for in the project’s reported Cumulative Actual Costs. The
Technology Agency has instructed the Department of Transportation to submit
an SPR (5) to account for all project costs including the consultants hired to
mitigate the lack of project resources, and to address the cost of the project
delay.

The project has amended the Independent Verification & Validation (IV&V)
services contract through October 30, 2013, at a cost of $64,750, to ensure IV&V
services will remain through the end of the project. The project is currently
scheduled to be completed October 10, 2013.

‘ Last Approved Cumulative Actual
i Budget ($) Cost {§) Difference
Staff {Salaries & Benefits) 10.023.182 2 10,298.520 <275,338>
) Hardware Purchase | ) ]
Software Purchase/License . 1,759.500 1,564,000 195,500
i Telecommunications | =
Contract Services - Soltware Customization 9,312,864 | 7.384.731 1.928.133 |
Contract Services - Project Management :
Contract Services - Project Oversight : s 893310 _899.142 <5.832>
Contract Services — [V&V Services 1099274 1.172.062 <72,788>
Contract Services - Other Contract Services 3.438.638 3.850.253 | __<411.615>
Data Center Services 3 6.750 6.750 | 0
Agency Facilities . | i
: : . Other 413611 133,723 279.888
W@Cﬂ _i e _ _ 26,947,129 25,309,181 1,637,948
Staff (Salaries & Benefits) 341,232 . 0 0
Hardware Lease/Maintenance |
Software Maintenance/Licenses 2,588,292 1203317 1.384.975
~ Telecommunications
Contract Services -
- Data Center Services 6.500.843 | 4.634.602 1866241
_____ Agency Facilities
— — Cther
Total 9,430,367 5837919 3,592 448
TOTAL 36,377,496 31,147.100 5,230,396

Quality (Client Functionality) Choose the statement that most closely applies.
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Quarterly PRSM Status Repott to the Legislature

Adequately Defined

Required client functionality is adequately defined, and is being

successfully built into the system, given the current project phase.
Defined

Inadequately Defined

One or more significant components of required client functionality are
inadequately defined, or are not being successfully built into the system,
given the current project phase.

Comments: TMS (the previous oversight contractor) reviewed the requirements, to-be use
cases, and workflows created for PRSM and found them (o be quite thorough and
inclusive of the underlying solution flow. The Technical As-Built Documentation
(Deliverable #20) was delivered on September 5, 2012. The IV&V consultants
independently reviewed this documentation. In addition, the project team members
reviewed and accepted the deliverable.

Quality (Architecture/System Performance) Choose the statement that most closely applies.
Adequately Defined
The system technical architecture is adequately defined, and modeling,
benchmarking and testing are being conducted (or are planned)
appropriate to the current project phase.
II Inadequately Defined
The system technical architecture is not adequately defined, or modeling,

benchmarking and testing are not being conducted (or are planned)
appropriate to the current project phase.

Comments: During this reporting period, the PRSM training application was installed in a
new logical domain environment in an attempt to address performance issues.
While neither an implementation plan nor a testing plan was provided to IV&V
for review, the project team did complete a series of load tests to validate
performance and the logical domain database was implemented.
Reconfiguration of the production environment is complete and changes to the
Department of Transportation network are in progress.

New Project Risks
_

There are no new risks identified during this reporting period.

Progress toward Addressing Prior Risks

R-9 Risk Statement:
| Medium Key Critical Resources have left or are leaving the project,
High which may have an impact on decision making, problem
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Quarterly PRSM Status Report to the Legislature

_'i“imcftamp_ ___| Short i solving and/or strategy sétting.

| Status Open Description:

In the past several months, the initial PRSM project

Project Risk No. manager has left the Department of Transportation, a new
interim manager was appointed in May. IPOC was told
that a permanent position has been posted for this position,
but based on State hiring timelines it could be several
months before this position is filled. In addition, the |
project management support contract terminates in August

and there are no plans to keep him on board for a longer |
period. This poses a significant risk to the PRSM project

by not having dedicated, permanent and knowledgeable
staff in place for decision making, trouble-shooting and
| setting direction or escalating issues.

Recommendation:

¢ (Caltrans Management needs to appoint a permanent
staff member in the position of PRSM project
manager immediately — the transition in and out of
the interim staff is causing disruption to the project
team.

e Extend the current project manager support staff
throughout the remainder of the large pilot and at a
minimum, through the first three production district
rollouts. There needs to be continuity on the PRSM
project and a central team member responsible for
risk and issue management, schedule management |
and scope management.

e With significant attrition on the project on both the
the Department of Transportation and SAIC teams
as we approach Rollout, it may be necessary to
revise the roles and responsibilities of the Project
Management Plan and the organization/governance
processes.

4/1/2013 — CTA and the pI‘O_leCt leadersh1p met to discuss the status of the project and thel
pending risks. Calirans informed CTA that interviews have been held and an appointment
should be made soon for a permanent project manager. CTA instructed the Department of
Transportation to prepare SPR (5) to address the five month project delay, as well as the cost of
the delay and all actual project expenditures including the cost of the contracting firms hired tof
supplement the lack of project resources. |
Also, the project has amended the IV&V contract to ensure IV&V services will remain on
board through October 31, 2013. The project is currently schedule to be completed October 10
2013.

3/1/2013 - Reportedly, the project is pursuing a full time project manager and anticipates a

appointment soon. In the interim, the project is continuing to supplement the need wit

contracted project administrative services. Also, [IPOC has reported concern for the impendin

expiration of the current Independent Verification and Validation (IV&YV) contract - due t

expire in June 2013. Reportedly, the project is seeking to amend the current IV&V contract t
safeguard the project through it's implementation scheduled for October 2013. IPOC is

Linvestigating the project’s application of standard risk management processes. CTA and th

Page 6 of 70



Quarterly PRSM Status Report to the Legislature

project leadership are scheduled to meet to discuss action toward the mitigation of this risk.
1/31/2013 - This Risk has been active since May of 2012. The Project Manager remains in an
interim position competing with duties of a Division Chief. The current supplemental project
management support contract is due to expire in August. The IV&V services contract is due to
expire in June. In the last 3 months, there has been no reported demonstration of a formal
mitigation plan for this risk. [POC requires Caltrans prepare a plan of action of how and when
they will satisfactorily eliminate, reduce or under what conditions they will accept this risk.
IPOC recomimends Caltrans document the planned actions as tasks in the project schedule to
allow for closer monitoring and tracking of the project effort toward management of this risk.
12/31/2012 — There is no change from last month. The risk will continue to be monitored.
11/30/12 — There is no change from last month. The positions appear to be stable; this risk
will continue to be monitored until the Caltrans PM position is a permanent.

10/31/12 - The Department of Transportation PM “acting” roles are still in place with no
evidence of moving forward with permanent positions. The Project Management support
Services contract was awarded.

9/30/12 — The the Department of Transportation PM has an “acting” role, not only as the
PRSM PM, but also as the Enterprise Technology Investment Division Chief. The Project
Management Support Services contract award is outstanding.

Risk Identifier | R-6 Risk Statement:
i Lack of performance and scalability planning may lead to

| issues with the Pilot or Rollout if not resolved quickly.
High Description:

| High For performance testing, there is a lack of requirements and
Short goals. There is also a lack of a test plan for scalability and
performance, and a lack of performance test scripts created
| and executed.
Recommendation:

¢ Understand performance requirements — how many
users will be on the system concurrently, what are the
expected performance metrics for submitting data,
what is the expected performance for running reports,
what are the scalability requirements?

e Take the current scheduling system, establish
baseline for these performance requirements, and
determine if they are meeting the goals.

e If they are not meeting the goals, develop and execute

N test cases for performance.

4/1/2013 - CTA and the project leadership met to discuss the status of the project and the
pending risks. CTA instructed the Department of Transportation to prepare SPR (5) to
address the five month project delay, as well as the cost of the delay and all actual project
expenditures including the cost of the contracting firms hired to supplement the lack of project
TESOurces.

PRSM training application was installed in a new logical domain environment in an attempt to
address performance issues. Reconfiguration of the production environment is complete and
changes to the Department of Transportation network are in progress.

| 3/1/2013 - The project team began the development of an upgraded training environment, with

Open
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improve the scalability of the environment therefore resolve the performance issues. IV&V
has recommended the project team document a specific plan for configuring, testing, and
migration of the training environment to the new infrastructure. This documentation will
better enable the project and oversight entities to monitor the completion of the tasks and
ensure that the new training environment is implemented as expeditiously as possible. IPOC
supports this recommendation. CTA and the project leadership are scheduled to meet to
discuss action toward the mitigation of this risk.

1/31/2013 — This Risk has been active for several months. [POC recommends the Department
of Transportation implement the above recommendations and/or provide a plan of how and
when they will satisfactorily eliminate, reduce or under what conditions they will accept this
risk. [POC recommends the Department of Transportation document the planned actions as
tasks in the project schedule to allow for closer monitoring and tracking of the project effort
toward management of this risk.

12/31/2012 — There is no change from last month. This risk will continue to be monitored.
11/30/12 — Monitoring tools are installed on the servers at OTech to assist with the resolution
of the training environment performance issues. These tools will also be used to monitor
production performance. Tools simulating multiple users have been used for testing of the
training environment to ensure that the system is ready for the load needed to conduct training.
10/31/12 - The training environment continues to experience poor performance with the new
server. SAIC have open tickets with CA while the Department of Transportation and OTech
continue to monitor the Department of Transportation network.

9/30/12 - The training environment will be migrated to a new server box so that resources are
not competing with the development and testing environments. The Department of
Transportation has assigned resources to address network concerns that may be the root cause
of the 3-second delay in the production environment. As Districts prepare for rollout, testing
of the network traffic for each district will occur.

Risk Identifier | R-5 Risk Statement:

Inadequate planning for data conversion may cause

R ST - additional schedule delays and impact the quality of

Probability ngh | integration testing.

Impact | High Description:

There have been unexpected problems with the dry-run data

—| conversion process and for several of the Districts’ pilot

data; there has not been a successful dry run to date. This

may cause additional schedule delays and impact the quality

I S Open — of integration testing. In addition, plgnning for conversion is

R behind schedule with the team continuing to document the

: implementation plan and the end-to-end the Department of

Transportation Conversion Process document.

' Recommendation:

S Ve o ¢ Reconcile discrete tasks listed in the go-forward plan

Project Risk No. with high-level tasks in the project schedule to ensure |
that al]l conversion activities are tracked and assigned. |

e Review of the current conversion metrics showing
what has been successfully converted and what
remains to be converted.

¢ Include districts in conversion validation activities —
no one knows their data better than they do.

“Timeframe Medium
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In discussions with the project team, they have indicated that
they would like to document, by District, where the source
data is coming from, what pre-conversion activities or data
cleanings have been done so far, what remains to be done,
and results of testing. This will help the State identify which
district is in the best position to move forward in Pilot.
IPOC agrees and supports this approach.

4/1/2013 — CTA and the project leadership met to discuss the status of the project and the
pending risks. CTA instructed the Department of Transportation to prepare SPR (5) to address
the five month project delay, as well as the cost of the delay and all actual project expenditures
including the cost of the contracting firms hired to supplement the lack of project resources.
Though the overall project schedule is delayed from the approved SPR 4 completion date, the
project’s latest estimates for data conversion have remained on schedule.

3/1/2013 - CTA and the project leadership are scheduled to meet to discuss action toward the
mitigation of this risk.

1/31/2013 — This Risk has been active for several months. Problems with data conversion
continue to cause schedule delays. A reported estimated fifty percent of project data has been
converted. IPOC recommends the Department of Transportation provide a plan of how and
when they will satisfactorily eliminate, reduce or under what conditions they will accept this
risk. IPOC also recommends the Department of Transportation document the planned actions
as tasks in the project schedule to allow for closer monitoring and tracking of the project effort
toward management of this risk.

12/31/2012 - Activities to convert, load, and validate the remaining District 4 projects
resumed the second week of December. Revised data load activities added effort required to
schedule. Milestones have slipped from baseline due to load and training delays. However,
lessons learned from conversion of District 1, 2, 3 were acted upon. Data conversion for
District 4 is near completion.

11/30/12 — Conversion for District 4 has been placed on hold due to the temporary suspension
of training. Once 50% of the staff in District 4 is trained, conversion activities will begin.
Training resumed on November 28, 2012. Based on previous challenges of loading Districts

1, 2 &3, some adjustments have been made to the conversion process. The Conversion Plan is
not updated to reflect these changes.

10/31/12 — Districts 1, 2 & 3 project data completed migration on September 25. However,
the expenditure data did not fully migrate until October 6, 2012. The project team is looking
at a new strategy to migrate the project and expenditure data to avoid further issues. It is
recommended that the process be tested prior to the next rollout.

9/30/12 — Migration of Districts 1, 2 & 3 occurred 26 days behind schedule. All of the data
migrated into production with the exception of some missing expenditures. An analysis is
being conducted to determine the volume and impact of the missing expenditures. Migration
of this data started on September 15, 2012 with an unsuccessful completion. The archiving
files became full and the production environment needed to be suspended. At the same time, it
was realized that there is a missing step in the loading process, which includes linking the data
to existing projects. This missing step will double the time need to load the data into
production. Tasks for the new process are included in the schedule for future rollouts. This
risk will remain open and reassessed after the next roliout.

Risk Identifier | R-1 Risk Statement:
| Probability Medium Lack of effective organizational change management or
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Impact | Medium
Timeframe Medium
Status | Open
Project Risk No.

District buy-in for Pilot could lead to lack of acceptance of
PRSM or to new PRSM processes.

Description:

One of the most significant challenges to the PRSM Project
could be engaging and obtaining buy-in from district
executives, management and staff. It is very important that
District executives and management are knowledgeable
about PRSM and the changes to their business processes and
benefits of using PRSM. District staff, in addition to
training, should be knowledgeable of the decisions and
consequences of changing/standardizing business processes.
Lack of engagement of District personnel at all levels could
have a negative impact on overall PRSM system acceptance
and usage.

Recommendation:

e Assess the changes to the training program/plan
proposed in the most recent implementation vendor
change request in order to understand the impact on
Organizational Change Management. Work with the
Districts to help them understand the changes to the
training program in order to gain organizational buy-
in and confirm that the program is adequate to enable
a successful rollout.

e Consider hiring/extending additional consulting
resources to assist with refining the organizational
change management plan and to execute the plan.

¢ Involve the end users in a more direct way and allow
them to participate in the risk management process.
This will allow the project team to obtain early buy-
in and a stake in the project. Hold a risk
identification session to identify the district concerns
of the pilot activities and help define appropriate
mitigation strategies to address the risks identified.

¢ Analyze current methods of communication to
determine if additional processes need to be put in
place to get the districts to open up the channels for
communicating risks and issues associated with pre-
pilot, pilot, and post pilot activities.

¢ Engage the districts in reviewing business
functionality and business processes.

4/1/2013 - Late in this reporting period, [POC received a copy of the project’s Organizational
Change Management Plan vO0.5NB 12/2010, Change Management Plan v2.1 3/2011,
Communications Management Plan vs12.1 4/2013, Risk Management Plan v4.4 12/21/2007,
and a copy of the Issue Management Plan which was a part of the 2008 RFP Vol IV1-Rev 2,
used in the solicitation of the prime vendor. IPOC will review the project plans and assess the
project’s application of Organizational Change Management.

The Evaluation Report tasks for the rollout of each District have been deleted from the March
28" version of the project schedule. The schedule noted that the team elected to drop the tasks
and obtain the evaluations in a different manner (than originally planned). IPOC has requested
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clarification of the project’s alternative to obtain each Districts evaluation of the product; and
recommended the project update all project artifacts to reflect all work performed including
actions that may be a deviation from the original work planned.

3/1/2013 — TPOC reported the Rollout Evaluation Report tasks, for each District rollout have
not been completed, as per the project schedule. IPOC has requested copies of the project’s
Organizational Change Management Plan and the Change Management Plan. CTA and the
project leadership are scheduled to meet to discuss action toward the mitigation of this risk.
1/31/2013 - This Risk has been active for several months. IPOC recommends the Department
of Transportation provide a plan of how and when they will satisfactorily eliminate, reduce or
under what conditions they will accept this risk. IPOC also recommends the Department of
Transportation document the planned actions as tasks in the project schedule to allow for
closer monitoring and tracking of the project effort toward management of this risk.
12/31/2012 - Lessons learned from conversion of District 1, 2, 3 were utilized, providing for a
smoother conversion for District 4.

11/30/12 — District 4 has been kept informed and involved in status meetings regarding the
progress of the training environment issues.

10/31/12 ~ Customer buy-in is deteriorating due to the performance issues in the training
environment. Training is temporarily suspended until the issues can be resolved.

9/30/12 - District 4 has been engaged with cleaning their data for conversion readiness and has
begun training. District 4 staff has shown enthusiasm about migrating to the PRSM system
and is requesting post-training access to the system. Access to either production as “read
only” or continued access to the training environment has been requested. This is a positive
indication that customer buy-in exists. This risk will remain open through District 12
readiness to ensure that this positive response continues.

Closed Risks

No risks were closed during this reporting period.

General Comments

Though the project continues to be delayed by five months, the project effort has remained consistent and

no additional delays are anticipated.

The Technology Agency has instructed the Department of Transportation to prepare a Special Project

Report 5 to address the project delay, the cost of the delay, and all project expenditures.

IPOC received late in this reporting period, a copy of the project’s Organizational Change Management
Plan, Change Management Plan, Communications Management Plan, Risk Management Plan, and a
copy of the Issue Management Plan. IPOC will review the project plans and assess the project’s

application of the project management standard practices.
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Quarterly PRSM Status Report to the Legislature

IPO Report for February 2013

Appendix G: Independent Project Oversight Report

Project Project Resource Scheduling Assessment Date: 02/01/2013 -
Name: Management System (PRSM) - 02/28/2013

Frequency: Monthly

Oversight Provider Information

Oversight . T

Leader: Ann Richardson Organization:  CA Technology Agency
Phone Number: 916-228-6652 Email: Ann Richardson@state.ca.gov
Project Information -

Project Number:  2660-160 Department: Department of Transportation
Criticality: High Agency: Business, Transportation & Housing
Last Approved Total One-time

Document/Date: SPR4 - 04/02/2012 Cost: 26,947,129

Start Date: 06/07/2000 End Date: 05/24/2013

Project Manager: Steve Kawano Organization:  Department of Transportation
Phone Number: 916-749-5675 Email: Steve_kawano@dot.ca.gov
Summary: Current Status

Project Phase: Rollout Phase I

Planned Start Date:  April 18, 2012 E:;'-led End  May9,2013

Actual Start Date:  April 9, 2012
Rollout Phase I

During this reporting period, the project completed the District 4 rollout and the formal State acceptance
of the rollout.

The District 8 End User training was completed; and District 8 went Live. The District 8 rollout is

scheduled for completion March 12, 2013; and formal State acceptance of the rollout is scheduled for
March 26, 2013.
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The District 12 Rollout Plan and District Support Desk Procedures were prepared; the data was
converted and validated; and end user training was initiated. The District 12 rollout is expected to be
completed March 25, 2013, and State acceptance of the rollout is scheduled for March 28, 2013.

Also, during this reporting period, the project maintained production operations in Districts 1, 2, 3, 4, and
8.

Rollout Phase Ii
During this reporting period, the Rollout Plan and District Support Desk Procedures for District 6 & 9
were prepared.

Schedule sclect the statement that most closely applies. measured against the last CTA approved document.

Ahead-of-schedule:

One or more major tasks or milestones have been completed and
approved early (> 5%). All other major tasks and milestones
completed and approved according to plan.

On-schedule:
All major tasks and milestones have been completed and approved

r

Major Milestone SPR 4/2/?Q 12 et o e anish
Task Name Baseline Finish =y Variance|
Finish
Adaptation Phase 4/4/12 2/4/13 218 days
Pilot (Small) 3/28/12 3/23/12 -3 days
Pilot (Large) 5/24/12 7/2/12 35 days
Rollout Phase ] 11/20/12 5/9/13 122 days
Rollout Phase H 5/24/13 8/30/13 70 days
Project Completion 5/24/13 10/17/13 104 days
PIER 5/24/14 10/17/14 105 days

The project schedule of February 28, 2013 reflects a 70 % of the total project work planned has been

completed.

according to plan. (Within 5%)
Behind Schedule:

One or more major tasks or milestones are expected to be delayed.

(> 5%)

3/1/2013 Schedule
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Resources (Level of Effort) Choose the statement that most closely applies.

Fewer Resources

Completion of one or more major tasks and/or acceptable products has
required or is expected to require materially (>5%) fewer hours/staff
than planned.

Within Resources

I:_:[ All major tasks have been completed and acceptable products created
using the planned number of hours/staff (within 5%).

More Resources
Completion of major tasks and/or acceptable products has required or is
expected to require materially (>5%) more hours/staff than planned.

Comments: A lack of dedicated resources continue to be an issue on the PRSM project. The
current project manager is considered an ‘interim’ project manager, and is also the
“acting” Chief of the Enterprise Technology Investment Division. Stablity of the
project team is also an issue. Several of the current project team members were
brought on to the PRSM project late in 2012. The project schedule is not fully
resource loaded, which compounds the resource issue further, making it very
difficult to estimate the impact of changes to either the project schedule, staffing, or
project budget.

The project team has been mitigating their resource deficiencies by contracting
with consulting firms. Two companies have assisted the Project Manager with the
administration of project and other firms have performed acceptance testing and
deployment of the product to the Districts.

As of this reporting period, there is no evidence of a staff management plan and
IPOC was informed that the project’s organization chart has not been updated for
‘sometime’. IPOC has requested the organization chart to be updated to reflect the
current staffing of the entire project team and to provide documentation relative to
the roles and responsibilities of each team member as would be found in a standard
Staff Management Plan

Resources (Budget/Cost) Choose the statement that most closely applies.

Less cost
The project is (>5%) under budget.

Within cost
The project is operating within budget.

Higher cost
Material budget increases (>5%} are likely
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Comments: Although the Total Project Costs are within the approved SPR4 project budget,

several budget line items are over spent. The approved SPR 4 budget of
$10,023,1892 for State (Salaries and Benefits) is currently over spent by $93,334.
The allotted $3,438,638 approved in the SPR 4 budget for Other Contract Services
has been spent and the current balance is zero. The cost of the consulting firms
providing administration of project, and acceptance testing and deployment
services, are not included in the project’s reported Cumulative Actual Costs (see
table below).

IPOC has reported their concern for the impending expiration of the current
Independent Verification and Validation (IV&V) contract - due to expire in June
2013. The State is reliant upon the IV&V services to verify that deliverables
produced at each phase of the project fulfills the PRSM RFP requirements and are
internally completed and sufficiently correct. Reportedly, the project is seeking to
amend the current IV&V contract to safeguard the project through it's
implementation scheduled for October 2013. The approved SPR4 budget of
$1,099,274 for IV&V services is currently over spent by $69,525.

IPOC is working with the project to qualify and quantify all project costs expended
on the PRSM project including the cost of the anticipated project delay.

Last Approved Cumulative Actual
Budget ($) Cost (%) Difference
Staff (Salaries & Benefits} 10,023,182 10.209.419 <93.334> |

Hardware Purchase

Software Purchase/License 1,759,500 1.564.000 195,500

Telecommunications X in by

Contract Services - Software Customization 8.312.864 7.384.731 1.928.133
Contract Services - Project Management

Contract Services - Project Oversight 893310 899.142 <5.832>

Contract Services — V&V Services 1,099,274 1,168,799 <69,525>

Contracl Services - Other Contract Services = 3438638 3.438.638
Data Center Services | 6.750 _ 6,750
- Agency Facilities = ea
__ Other 413611 133,723 279,888
Yme Meiba i 26,947,129 24,805,202 2,141,927
i _Staff (Salaries & Benefits) 341232 , ey 0
___Hardware Lease/Maintenance e

;i Software Maintenance/Licenses 2,588.202 | £ 3 1.203.317 1.384.975

. Telecommunications
iz Coniract Services _
_ __Data Center Services 6.500.843 4452162 2,048.681
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Agency Facilities

_Total.( : L 9,430,367 5,655,479 4,978,203
TOTAL 36,377,496 30,460,681 5916815

Quality (Client Functionality) Choose the statement that most closely applies.
Adequately Defined
Required client functionality is adequately defined, and is being
successfully built into the system, given the current project phase.

Inadequately Defined

One or more significant components of required client functionality are
inadequately defined, or are not being successfully built into the system,
given the current project phase.

Comments: TMS (the previous oversight vendor) reviewed the requirements, to-be use cases
and workflows created for PRSM and found them to be quite thorough and
inclusive of the underlying solution flow. The Technical As-Built Documentation
(Deliverable #20) was delivered on September 5, 2012. The IV&V consultants
independently reviewed this documentation. In addition, the project team members
reviewed and accepted the deliverable,

Quality (Architecture/System Performance) Choose the statement that most closely applies.
Adequately Defined

The system technical architecture is adequately defined, and modeling,
benchmarking and testing are being conducted (or are planned)
appropriate to the current project phase.

Inadequately Defined

The system technical architecture is not adequately defined, or modeling,
benchmarking and testing are not being conducted (or are planned)
appropriate to the current project phase.
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Comments: The project continues to experience performance issues in both the training and

production environments. One weak link in the production environment could be
the lack of performance testing in that environment.

With the current archiving architecture, the archiving files become full during the
process of migrating data into production. A work around is in place at this time,
which includes creating a backup file and then turning off the archiving during the
process, however this is only a temporary fix.

The training environment issues were thought to be resource constraints since
various environments (Development, Testing and Training) all resided on the same
server box. An second server was installed to host the training environment.
When performance issues did not improve, training was suspended. Changes
were made to the system, performance measurement tools were added; and the
training approach was modified. Training resumed on November 28, 2012,
Nevertheless, the root cause of performance issues remains unknown, training
continues in the districts with disruptions creating a cumulative effect on the
continuity and quality of the training.

As reported by IV&YV, the project team continues to use short term measures to
work around the performance issues, including ‘bouncing’ the training application
three times daily to clear caches and logs; limiting training to four simultaneous
classes to manage the load on the application servers and database; and staggering
functions and scripting training to reduce the load on the servers. These measures,
however, have not effectively mitigated the training environment performance
issues.

However, during this reporting period, the project team began building an
upgraded training environment. The team believes this will allow the team to
increase and manage resources and memory in the training environment. The team
believes this will resolve the performance issues and improve the scalability of the
environment so that more training classes can be held simultaneously.

New Project Risks

There are no new risks identified during this reporting period.

Progress toward Addressing Prior Risks

Risk?ldentifier | R-9 Risk Statement:

'Probability | Medium Key Critical Resources have left or are leaving the project,
_Impad S| High which may have an impact on decision making, problem
Timeframe | Short solving and/or strategy setting.

Status | Open Description:
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Project Risk No. In the past several months, the initial PRSM project
manager has left Caltrans, a new interim manager was
appointed in May. IPOC was told that a permanent
position has been posted for this position, but based on
State hiring timelines it could be several months before this
position is filled. In addition, the project management
support contract terminates in August and there are no
plans to keep him on board for a longer period. This poses
a significant risk to the PRSM project by not having
dedicated, permanent and knowledgeable staff in place for
decision making, trouble-shooting and setting direction or
escalating issues.

Recommendation:

¢ Caltrans Management needs to appoint a permanent
staff member in the position of PRSM project
manager immediately — the transition in and out of
the interim staff is causing disruption to the project
team.

e Extend the current project manager support staff
throughout the remainder of the large pilot and at a
minimum, through the first three production district
rollouts. There needs to be continuity on the PRSM
project and a central team member responsible for
risk and issue management, schedule management
and scope management.

¢ With significant attrition on the project on both the
Caltrans and SAIC teams as we approach Rollout, it
may be necessary to revise the roles and
responsibilities of the Project Management Plan and
the organization/governance processes. |

3/1/2013 - Reportedly, the project is pursuing a full time project manager and anticipates anl
appointment soon. In the interim, the project is continueing to supplement the need with
contracted project administrative services.

Also, IPOC has reported their concern for the impending explratlon of the current Independenﬂ
Verification and Validation (IV&V) contract - due to expire in June 2013. Reportedly, tha
project is seeking to amend the current IV&V contract to safeguard the project through it’s
implementation scheduled for October 2013.

IPOC is investigating the project’s application of standard risk management processes.

CTA and the project leadership are scheduled to meet to discuss action toward the mitigation

of this risk.

1/31/2013 - This Risk has been active since May of 2012. The Project Manager remains in an
interim position competing with duties of a Division Chief. The current supplemental project
management support contract is due to expire in August. The IV&V services contract is due to
expire in June. In the last 3 months, there has been no reported demonstration of a formal
mitigation plan for this risk. IPOC requires Caltrans prepare a plan of action of how and when
they will satisfactorily eliminate, reduce or under what conditions they will accept this risk.
IPOC recommends Caltrans document the planned actions as tasks in the project schedule to
allow for closer monitoring and tracking of the project effort toward management of this risk.
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12/31/2012 - There is no change from last month. The risk will continue to be monitored.
11/30/12 — There is no change from last month. The positions appear to be stable; this risk
will continue to be monitored until the Caltrans PM position is a permanent.

10/31/12 - The Caltrans PM *“acting” roles are still in place with no evidence of moving
forward with permanent positions. The Project Management support Services contract was
awarded.

9/30/12 — The Caltrans PM has an “acting” role, not only as the PRSM PM, but also as the
Enterprise Technology Investment Division Chief. The Project Management Support Services
contract award is outstanding.

Risk Identifier | R-6 Risk Statement:
; Lack of performance and scalability planning may lead to
issues with the Pilot or Rollout if not resolved quickly.

"Probability | High Description:

‘Impact | High For performance testing, there is a lack of requirements and

Tlﬁac Amet . | Short goals. There is also a lack of a test plan for scalability and

Sm S Open performance, and a lack of performance test scripts created
SR e and executed.

BI‘OJeet-'-RELSkJNO ; Recommendation:

» Understand performance requirements — how many
users will be on the system concurrently, what are the
expected performance metrics for submitting data,
what is the expected performance for running reports,
what are the scalability requirements?

e Take the current scheduling system, establish
baseline for these performance requirements, and
determine if they are meeting the goals.

e If they are not meeting the goals, develop and execute

: s e test cases for performance. -

| 3/1/2013 — The project team began the development of an upgraded training environment,

with the expectation that this new environment will allow the team to manage resources and

improve the scalability of the environment therefore resolve the performance issues. IV&V

has recommended the project team document a specific plan for configuring, testing, and

migration of the training environment to the new infrastructure. This documentation will
better enable the project and oversight entities to monitor the completion of the tasks and
ensure that the new training environment is implemented as expeditiously as possible. [POC
supports this recommendation. CTA and the project leadership are scheduled to meet to
discuss action toward the mitigation of this risk.

1/31/2013 — This Risk has been active for several months. [POC recommends Caltrans

implement the above recommendations and/or provide a plan of how and when they will

satisfactorily eliminate, reduce or under what conditions they will accept this risk. IPOC
recommends Caltrans document the planned actions as tasks in the project schedule to allow
for closer monitoring and tracking of the project effort toward management of this risk.

12/31/2012 — There is no change from last month. This risk will continue to be monitored.

11/30/12 — Monitoring tools are installed on the servers at OTech to assist with the resolution

of the training environment performance issues. These tools will also be used to monitor

production performance. Tools simulating multiple users have been used for testing of the
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training environment to ensure that the system is ready for the load needed to conduct training,
10/31/12 — The training environment continues to experience poor performance with the new
server. SAIC have open tickets with CA while Caltrans and OTech continue to monitor the
Caltrans network.

9/30/12 — The training environment will be migrated to a new server box so that resources are
not competing with the development and testing environments. Caltrans has assigned
resources to address network concerns that may be the root cause of the 3-second delay in the
production environment. As Districts prepare for rollout, testing of the network traffic for
each district will occur.

{ Risk Identifier | R-5 Risk Statement:
: Inadequate planning for data conversion may cause
_ additional schedule delays and impact the quality of
_| High integration testing.
High Description:
: There have been unexpected problems with the dry-run data
= [ Medium conversion process and for several of the Districts’ pilot
data; there has not been a successful dry run to date. This
may cause additional schedule delays and impact the quality
o Open i of integration testing. In addition, planning for conversion is
B behind schedule with the team continuing to document the
implementation plan and the end-to-end Caltrans Conversion
Process document.
Recommendation:
o el ¢ Reconcile discrete tasks listed in the go-forward plan
Project Risk No. with high-level tasks in the project schedule to ensure
that all conversion activities are tracked and assigned.
* Review of the current conversion metrics showing
what has been successfully converted and what
remains to be converted.
¢ Include districts in conversion validation activities —
no one knows their data better than they do.
In discussions with the project team, they have indicated that
they would like to document, by District, where the source
data is coming from, what pre-conversion activities or data
cleanings have been done so far, what remains to be done,
and results of testing. This will help the State identify which
district is in the best position to move forward in Pilot.
_ IPOC agrees and supports this approach.
3/1/2013 — CTA and the project leadership are scheduled to meet to discuss action toward thd
mitigation of this risk.
1/31/2013 - This Risk has been active for several months. Problems with data conversion
continue to cause schedule delays. A reported estimated fifty percent of project data has been
' converted. [POC recommends Caltrans provide a plan of how and when they will
satisfactorily eliminate, reduce or under what conditions they will accept this risk. IPOC also
recommends Caltrans document the planned actions as tasks in the project schedule to allow
for closer monitoring and tracking of the project effort toward management of this risk.
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12/31/2012 — Activities to convert, load, and validate the remaining District 4 projects
resumed the second week of December. Revised data load activities added effort required to
schedule. Milestones have slipped from baseline due to load and training delays. However,
lessons learned from conversion of District 1, 2, 3 were acted upon. Data conversion for
District 4 is near completion.

11/30/12 — Conversion for District 4 has been placed on hold due to the temporary suspension
of training. Once 50% of the staff in District 4 is trained, conversion activities will begin.
Training resumed on November 28, 2012. Based on previous challenges of loading Districts
1, 2 &3, some adjustments have been made to the conversion process. The Conversion Plan is
not updated to reflect these changes.

10/31/12 — Districts 1, 2 & 3 project data completed migration on September 25. However,
the expenditure data did not fully migrate until October 6, 2012. The project team is looking
at a new strategy to migrate the project and expenditure data to avoid further issues. It is
recommended that the process be tested prior to the next rollout.

9/30/12 - Migration of Districts 1, 2 & 3 occurred 26 days behind schedule. All of the data
migrated into production with the exception of some missing expenditures. An analysis is
being conducted to determine the volume and impact of the missing expenditures. Migration
of this data started on September 15, 2012 with an unsuccessful completion. The archiving
files became full and the production environment needed to be suspended. At the same time, it
was realized that there is a missing step in the loading process, which includes linking the data
to existing projects. This missing step will double the time need to load the data into
production. Tasks for the new process are included in the schedule for future rollouts. This
risk will remain open and reassessed after the next rollout.

Risk Identifier | R-1 Risk Statement:

ProbaBﬂ;t}r ~ | Medium Lack of effective organizational change management or
Impact __ | Medium | District buy-in for Pilot could lead to lack of acceptance of
Timeframe | Medium | PRSM or to new PRSM processes.

Status Open ——1 Description:

One of the most significant challenges to the PRSM Project
could be engaging and obtaining buy-in from district
PR e executives, management and staff. It is very important that
 Project Risk No. | District executives and management are knowledgeable
Y about PRSM and the changes to their business processes and
benefits of using PRSM. District staff, in addition to
training, should be knowledgeable of the decisions and
consequences of changing/standardizing business processes.
Lack of engagement of District personnel at all levels could
have a negative impact on overall PRSM system acceptance
and usage.
Recommendation:

e Assess the changes to the training program/plan
proposed in the most recent implementation vendor
change request in order to understand the impact on
Organizational Change Management. Work with the
Districts to help them understand the changes to the
training program in order to gain organizational buy-
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[ | in and confirm that the program is adequate to enable

E a successful rollout.

e Consider hiring/extending additional consulting
resources to assist with refining the organizational |
change management plan and to execute the plan. '

e Involve the end users in a more direct way and allow
them to participate in the risk management process.
This will allow the project team to obtain early buy-
in and a stake in the project. Hold a risk
identification session to identify the district concerns
of the pilot activities and help define appropriate
mitigation strategies to address the risks identified.

e Analyze current methods of communication to
determine if additional processes need to be put in
place to get the districts to open up the channels for
communicating risks and issues associated with pre-
pilot, pilot, and post pilot activities.

e Engage the districts in reviewing business
functionality and business processes.

3/1/2013 - IPOC reported the Rollout Evaluation Report tasks, for each District rollout have nof
been completed, as per the project schedule. IPOC has requested copies of the project’s
Organizational Change Management Plan and the Change Management Plan. CTA and the

project leadership are scheduled to meet to discuss action toward the mitigation of this risk.
1/31/2013 ~ This Risk has been active for several months. [POC recommends Caltrans
provide a plan of how and when they will satisfactorily eliminate, reduce or under what
conditions they will accept this risk. IPOC also recommends Caltrans document the planned
actions as tasks in the project schedule to allow for closer monitoring and tracking of the
project effort toward management of this risk.

12/31/2012 - Lessons learned from conversion of District 1, 2, 3 were utilized, providing for a
smoother conversion for District 4.

11/30/12 - District 4 has been kept informed and involved in status meetings regarding the
progress of the training environment issues.

10/31/12 - Customer buy-in is deteriorating due to the performance issues in the training
environment. Training is temporarily suspended until the issues can be resolved.

9/30/12 — District 4 has been engaged with cleaning their data for conversion readiness and has
begun training. District 4 staff has shown enthusiasm about migrating to the PRSM system

- indication that customer buy-in exists. This risk will remain open through District 12

and is requesting post-training access to the system. Access to either production as “read
only” or continued access to the training environment has been requested. This is a positive

readiness to ensure that this positive response continues.

Closed Risks

No risks were closed during this reporting period.
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General Comments

It appears as though the project has either not formally declared a standard methodology for managing
the project or are not adhering to the disciplines of project management as were defined at the onset of

the project.

Outstanding as of this reporting period are artifacts reflecting the organization of the project, division of
roles and responsibilities, plans for managing project communication, risks, issues, and managing
organizational changes. Though the project team has resumed hosting risk and issue management
meetings, the process of identifying, quantifying and assigning ownership for the mitigation of risks
appears to be lacking.

IPOC will work with the project team to reinstitute the project management practices which will
provide the most benefit to the remaining project implementation phases.
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Quarterly PRSM Status Report to the Legislature

IPO Report for January 2013

Appendix G: Independent Project Oversight Report

. . Project Resource Scheduling Management . 01/0172013 -
Project Name: System (PRSM) Assessment Date: 01/31/2013

Frequency: Monthly

Oversight Provider Information

Oversight Leader: Ann Richardson Organization: CA Technology Agency

Phone Number: 916-228-6652 Email: Ann.Richardson @stale.ca.gov

Project Information

Project Number: 2660-160 DEPARTMENT:  Department of Transportation
Criticality: High Agency: Business, Transportation & Housing
LastApproved  gpp _04/02/2012 Lo "o M™® 26,947,129

Start Date: 06/07/2000 End Date: 05/24/2013

Project Manager: Steve Kawano Organization: Department of Transportation
Phone Number: 916-749-5675 Email: Steve_kawano@dot.ca.gov

Summary: Current Status - If multiple current phases, use section at end to assess the status of additional phases.

Project Phase: Rollout Phase 1
Planned Start Date: April 18,2012 Planned End Date: May 17, 2013
Actual Start Date: April 9, 2012

The PRSM project is currently in the Rollout Phase |. The PRSM Special Project Report (SPR} of April 2,
2012, approved the completion of the Rollout Phase | as November 20, 2012; and the project to end May 24,
2013.

According to the project schedule provided for this reporting cycle, approximately 66 % of the total project
work planned has been completed. The completion of the Rollout Phase | is projected as May 17, 2013; and
the end of the project is projected as October 31, 2013.

This independent Project Oversight Report measures the PRSM project’'s progress against the SPR of April
2, 2012, to include achievement of project schedule and scope, use of resources and approved budget; and
mitigation of project risks and resolution of project issues. And to provide a high degree of assurance that the
stakeholder’s expectations will be met; and end users will receive the product as agreed upon in the April 2,
2012 SPR.

Schedule

Select the statement that most closely applies, measured against the last OCIO approved document.
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Ahead-of-schedule:
One or more major lasks or milestones have been completed and approved early (> 5%).
All other major tasks and milestones completed and approved according to plan.

On-schedule:
All major tasks and milestones have been completed and approved according to plan.
{Within 5%)

Behind Schedule:
One or more major tasks or milestones are expected to be delayed. (> 5%)

Comments:
2/1/2013 Project
Major Milestone SPR 4/2/2012 Schedule Finish
Task Name Baseline Finish  Actual or Estimated Variance
Finish
Adaptation Phase Wed 4/4/12 Mon 2/4/13 218 days
Pilot (Small) Wed 3/28/12 Fri 3/23/12 -3 days
Pilot (Large) Thu 5/2412 Mon 7/212 27 days
Rollout Phase | Tue 11/20/12 Fri5/17/13 128 days
Rollout Phase I Fri 5/24/13 Fri9/13/13 80 days
PROJECT COMPLETION Fri 5/24/13 Thu 10/31/13 114 days
PIER : Sat 5/24/14 Thu 10/30/14 114 days

Over the past several months, power outages and data source issues have caused
delays in conversion and validation activities of Districts 1, 2, & 3. Migration of the
data into production linking the data to existing projects took longer than planned.
The production environment required disabling when the data for Districts 1, 2, & 3
was being loaded into production creaied an issue in archiving the files. The root
cause of the performance issues in the training environment remains unknown and
continues to cause disruption in the training of District users. Data clean-up
continues to be a resource intensive effort for many districts.

Reportedly, the project team has utilized the experience they've gained with each
District roll out and are making more informed estimates in determining project
task completion. The team has added memory to the training servers. The
training approach has been changed and performance measurement tools have
been added to the network in an effort to reduce the system load; and the network
is being continuously monitored. Reportedly, as issues arise they are being
responded.

In January, staff in Districts 3, 4, and 8 were trained; conversion of District 4
projects was initiated and is near completion. The rollout of District 8 has been
delayed. The data load was halted due to data errors, which will require the
project team to reconvert and load the projects in February. District 12 is next on
the schedule for Go-Live (March 4).

In this reporting cycle, the completion of acceptance and evaluation tasks for
Adaption phase, and for Districts 1, 2, 3, and 4, as defined in the project schedule
are not demonstrated as completed. This would include Go/No-Go decision
points, issue resolution and satisfaction surveys, and phase evaluation reports.
IPOC recommends the PRSM project complete these tasks as a means of
demonstrating the Project’s effort of formal phase completion and documentation
and application of lessons learned in each phase prior to moving toward the next
project milestone.
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Resources {Level of Effort) Choose the statement that most closely applies.

Fewer Resources
Completion of one or more major tasks and/or acceptable products has required or
is expected to require materially {>5%) fewer hours/staff than planned.

———— Within Resources
Within Kesource: All major tasks have been completed and acceptable products created using the
planned number of hours/staff (within 5%).

More Resources
Completion of major tasks and/or acceptable products has required or is expected to
require materially (>5%) more hours/staff than planned.

Comments: The PRSM project manager left the PRSM project effective April 6, 2012. Since that
time, the project has transitioned through two interim project managers. The current
PRSM Project Manager continues to also be in the “acting” role as Chief of the
Enterprise Technology Investment Division,

Management of the project is being supplemented with a contractor working for
Caltrans. Prior status reports indicate that this contract is due to terminate in August
2013. Whether or not this resource will be retained past the initial contract expiration
has not been demonstrated. IPOC will assess the extent of these contracted services
in the next reporting period.

The current Independent Verification and Validation (IV&V) contract for PRSM is
scheduled to end June 2013. The PRSM project is currently at risk of proceeding
without IV&V services from July — October 2013 the period where 34% of the remaining
project work will be implemented. The expected benefits of IVAV services include the
verification that deliverables produced at each phase of the project fulfills the PRSM
RFP requirements and are internally completed and sufficiently correct. In addition,
IV&V services are expected to perform validation throughout the life of the project
through the examination and exercising the complete application (software, hardware,
procedures, and all else) to determine if the system requirements are met.

IPOC will assess in the next reporting cycle, the effectiveness of the current structure for
the management and oversight and the distribution of the responsibilities for the day to
day operations of the project.

Resources (Budget/Cost) Choose the statement that most closely applies.

Less cost
The project is (>5%) under budget.

Within cost
The project is operating within budget.

Higher cost
Material budget increases (>5%}) are likely
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Comments:

period.
information is provided.

The PRSM project was unable to provide Cumulative Actual Costs for this reporting
IPOC is unable to assess the risk of cost overage and cannot until the

As reported in the December 2012 IPOR, the Other Contract Services amount is in
question as to what services are covered. An assessment of these services will be

provided in the next reporting cycle.

Caltrans staffing hours are collected by an internal application that produces a monthly
report. An assessment of the staffing costs to determine if the balance is sufficient for
the remainder of project will be provided in the next reporting cycle.

The anticipated project end date is currently delayed 5 months. The delay will no doubt
have an impact on the current April 2012 approved project budget. IPOC will provide an
assessment in the next reporting cycle of the extent which the project delay will impact

the April 2012 approved project budget.

B-Ioﬂ are omh m'as rﬂlﬁﬁt actual costs thi‘i:iuﬁli Ummber 20‘!2
ative actu: _resim:lud My 210 )
Last Approved Cumulative Actual
e 4 A Budget ($) Cost ($) as of 12/2012
[One-Time IT Project Goste____ '
Staff (Salaries & Benefits) - 10,023,182 9,939,848
Hardware Purchase
Software Purchase/License 1,759500 | 782,000
| Telecommunications o
_Contract Services - Software Customization 9,312,864 5,639,654 |
Contract Services - Project Management .
Contract Services - Project Oversight 893,310 899,142
Contract Services — Independent Verification and Validation
{IV&V) Services ) i 1,099,274 1,003,234 |
Contract Services - Other Contract Services 3,438,638 3,629,033
Data Center Services _ L 6,750 6,750
Agency Facilities N )
_Other 413,611 128,510
Sk st Y Total Ona:'tiriiq,l:LProject Costs 26,947,129 22,028,172
_Contiﬁuing ITPojectCosts
Staff (Salaries & Benefits) 341,232 0
Hardware Lease/Maintenance ) o
Software Maintenance/Licenses 2,588,292 _ 460,000
Telecommunications o . P rm—
__Contract Services . s =
Data Center Services _ 6,500,843 2,424,873
Agency Facilities
Other = =
ol s ____Total Continuing IT Project Costs 9,430,367 2,884,873
TOTAL 36,377,496 24,913,045

Quality {(Client Functionality) Choose the statement that most ctosely applies.
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Adequately Defined
Required client functionality is adequately defined, and is being successfully built into
the system, given the current project phase.

tnadequately Defined
One or more significant components of required client functionality are inadequately

Comments:

defined, or are not being successtully built into the system, given the current project
phase.

The project is in the Rollout Phase |. TMS (the previous oversight vendor) reviewed the
requirements, to-be use cases and workflows created for PRSM and found them to be
guite thorough and inclusive of the underlying solution flow. The Technical As-Built
Documentation (Deliverable #20) was delivered on September 5, 2012. The IV&V
consultanis independently reviewed this documentation. In addition, the project team
members reviewed and accepted the deliverable.

However, according to the project schedule provided for this reporting cycle, the Rollout of
each District includes an update to the Technical As-Built Documentation, as well as the
completion of a Satisfaction Survey and a Rollout Evaluation Report. As of this reporting
cycle, the schedule does not demonstrate the completion of the tasks, for either District 1,
or 2, or 3. IPOC recommends the project demonstrate the completion of each of these
tasks or provide the alternative direction that was given to ensure the current level of client
functionality is and will be continue to be acceptable.

Quality {Architecture/System Performance) Choose the statement that maost closely applies.

Adequately Defined

The system technical architecture is adequately defined, and modeling, benchmarking
and testing are being conducted (or are planned) appropriate 1o the current project
phase.

Inadequately Defined
The system technical architecture is not adequately defined, or modeling, benchmarking

Comments:

and testing are not being conducted (or are planned) appropriate to the current project
phase.

The IV&V is actively involved in the verifying and validating the project rollout. The project
continues to experience performance issues in both the training and production
environments. One weak link in the production environment could be the lack of
performance testing in that environment.

With the current archiving architecture, the archiving files become full during the process of
migrating data into production. A work around is in place at this time, which includes
creating a backup file and then turning off the archiving during the process, however this is
only a temporary fix.

The training environment issues were thought to be resource constraints since
Development, Testing and Training instances all resided on the same server box. An
additional server was installed that solely hosted the training environment. When
performance issues did not improve, training was suspended. Changes were made to the
system, performance measurement tools were added; and the training approach was
modified. Training resumed on November 28, 2012, Nevertheless, the root cause of
performance issues remains unknown, training continues in the districts with disruptions
creating a cumulative effect on the continuity and quality of the training.
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New Project Risks
I

List (in priority order) the most critical risks to completing the project within the approved schedule, budget and scope. See

instructions for description of desired format. If more than five risks are to be included, copy and paste as needed.

There are no new risks identified during this reporting period.

Progress toward Addressing Prior Risks

List the risks included in the New Project Risks section in previous IPORs. Risks are to remain reported in this section until

they are closed or no longer ctitical, with an explanation of the resolution. See instructions for description of desired
content. If more than five risks are 10 be included, copy and paste as needed.

[RiskIdentiier ] R-9
Probabilfy. | Medium
%m’ st High
imeframe. .~~~ | Short
D

Risk Statement:

Key Critical Resources have left or are leaving the project, which
may have an impact on decision making, problem solving and/or
strategy setting.

Description:

In the past several months, the initial PRSM project manager has
left Caltrans, a new interim manager was appointed in May. |
IPOC was told that a permanent position has been posted for this
position, but based on State hiring timelines it could be several
months before this position is filled. In addition, the project
management support contract terminates in August and there are
no plans to keep him on board for a longer period. This poses a
significant risk to the PRSM project by not having dedicated,

' permanent and knowledgeable staff in place for decision making,

trouble-shooting and setting direction or escalating issues.

Recommendation:

s Caltrans Management needs to appoint a permanent
staff member in the position of PRSM project manager
immediately — the transition in and out of the interim staff
is causing disruption to the project team.

+ Extend the current project manager support staff
throughout the remainder of the large pilot and at a
minimum, through the first three production district
rollouts. There needs to be continuity on the PRSM
project and a central team member responsible for risk |
and issue management, schedule management and
scope management. |

+ With significant attrition on the project on both the
Caltrans and SAIC teams as we approach Rollout, it may
be necessary to revise the roles and responsibilities of
the Project Management Plan and the
organization/governance processes.

1/31/2013 — This Risk has been active since May of 2012. The Project Manager remains in an interim
position competing with duties of a Division Chief. The current supplemental project management
support contract is due to expire in August. [V&YV services contract is due to expire in June. In the last 3
months, there has been no reported demonstration of a formal mitigation ptan for this risk. 1POC requires
Caltrans prepare a plan of action of how and when they will satisfactorily eliminate, reduce or under what
conditions they will accept this risk. IPOC recommends Caltrans document the planned actions as tasks
in the project schedule to allow for closer monitoring and tracking of the project effort toward
management of this risk.
12/31/2012 - There is no change from last month. The risk will continue to be monitored.
| 11/30/12 — There is no change from last month. The positions appear to be stable; this risk will continue
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to be monitored until the Calirans PM position is a permanent.

10/31/12 — The Caltrans PM “acting” roles are still in place with no evidence of moving forward with
permanent positions. The Project Management support Services contract was awarded.

9/30/12 — The Caltrans PM has an “acting” role, not only as the PRSM PM, but also as the Enterprise
Technology Investment Division Chief. The Project Management Support Services contract award is
outstanding.

Risk |dentifier- | R-6 Risk Statement:

_Probability. ~ . | High Lack of performance and scalability planning may lead to issues with

Impact . | High the Pilot or Rollout if not resolved quickly.

| Timéframe_ | Short

Status Open Description:
AT For performance testing, there is a lack of requirements and goals.

| Project Risk No. There is also a lack of a test plan for scalability and performance, and

i a lack of performance test scripts created and executed.
Recommendation:

e Understand performance requirements — how many users will
be on the system concurrently, what is the expected
performance metrics for submitting data, what is the expected
performance for running reports, what are the scalability
requirements?

e Take the current scheduling system, establish baseline for
these performance requirements, and determine if they are
meeting the goals.

s If they are not meeting the goals, develop and execute test
cases for performance.

1/31/2013 - This Risk has been active for several months. IPOC recommends Caltrans implement the above
recommendations and/or provide a plan of how and when they will satisfactorily eliminate, reduce or under
what conditions they will accept this risk. IPOC recommends Caltrans document the planned actions as tasks
in the project schedule to allow for closer monitoring and tracking of the project effort toward management of
this risk. :
12/31/2012 — There is no change from last month. This risk will continue to be monitored.

11/30/12 — Monitoring tools are installed on the servers at OTech to assist with the resolution of the training
environment performance issues. These tools will also be used to monitor production performance. Tools
simulating multiple users have been used for testing of the training environment to ensure that the system is
ready for the load needed to conduct training.

10/31/12 — The training environment continues to experience poor performance with the new server. SAIC
have open tickets with CA while Caltrans and OTech continue to monitor the Caltrans network.

9/30/12 — The training environment will be migrated to a new server box so that resources are not competing
with the development and testing environments. Caltrans has assigned resources to address network
concerns that may be the root cause of the 3-second delay in the production environment. As Districts
prepare for rollout, testing of the network traffic for each district will occur.

[ Risk Identifier .| R-5 Risk Statement:

_Rfobability’” ~ = | High Inadequate planning for data conversion may cause additional
‘impact. =~ | High schedule delays and impact the quality of integration testing.
Timeframe = = | Medium

“Statis | “" [ Open Description:

SRR e There have been unexpected problems with the dry-run data
Project nglE‘Nif""T" conversion process and for several of the Districts’ pilot data; there

has not been a successful dry run to date. This may cause additional
schedule delays and impact the quality of integration testing. In
addition, planning for conversion is behind schedule with the team
continuing to document the implementation plan and the end-to-end
Caltrans Conversion Process document.
Recommendation:
o Reconcile discrete tasks listed in the go-forward plan with
high-level tasks in the project schedule to ensure that all
conversion activities are tracked and assigned.
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* Review of the current conversion metrics showing what has
been successfully converted and what remains to be
converted.

¢ Include districts in conversion validation activities — no cne
knows their data better than they do.

In discussions with the project team, they have indicated that they
would like to document, by District, where the source data is coming
from, what pre-conversion activities or data cleanings have been done
so far, what remains to be done, and results of testing. This will help
the State identify which district is in the best position to move forward
in Pilot. IPOC agrees and supports this approach.

1/31/2013 — This Risk has been active for several months. Problems with data conversion continue to cause
schedule delays. A reported estimated fifty percent of project data has been converted. IPOC recommends
Caltrans provide a plan of how and when they will satisfactorily eliminate, reduce or under what conditions
they will accept this risk. {POC also recommends Caltrans document the planned actions as tasks in the
project schedule to allow for closer monitoring and tracking of the project effort toward management of this
risk.

12/31/2012 — Activities to convert, load, and validate the remaining District 4 projects resumed the second
week of December. Revised data load activities added effort required to schedule. Milestones have slipped
from baseline due to load and training delays. However, lessons learned from conversion of District 1, 2, 3
were acted upon. Data conversion for District 4 is near completion.

11/30/12 — Conversion for District 4 has been placed on hold due to the temporary suspension of training.
Once 50% of the staff in District 4 is trained, conversion activities will begin. Training resumed on November
28, 2012. Based on previous challenges of loading Districts 1, 2 &3, some adjustments have been made to
the conversion process. The Conversion Plan is not updated to reflect these changes.

10/31/12 - Districts 1, 2 & 3 project data completed migration on September 25. However, the expenditure
data did not fully migrate until October 6, 2012. The project team is looking at a new sirategy to migrate the
project and expenditure data to avoid further issues. It is recommended that the process be tested prior to the
next rollout.

9/30/12 — Migration of Districts 1, 2 & 3 occurred 26 days behind schedule. All of the data migrated into
production with the exception of some missing expenditures. An analysis is being conducted to determine the
volume and impact of the missing expenditures. Migration of this data started on September 15, 2012 with an
unsuccessful completion. The archiving files became full and the production environment needed to be
suspended. At the same time, it was realized that there is a missing step in the loading process, which
includes linking the data to existing projects. This missing step will double the time need to load the data into
production. Tasks for the new process are included in the schedule for future rollouts. This risk will remain
open and reassessed after the next rollout.

R-1 Risk Statement:
| Medium Lack of effective organizational change management or District buy-in
= | Medium for Pilot could lead to lack of acceptance of PRSM or to new PRSM
" | Medium processes.
Open
R B L e Description:
Project Risk No.” One of the most significant challenges to the PRSM Project could be

engaging and obtaining buy-in from district executives, management
and staff. It is very important that District executives and
management are knowledgeable about PRSM and the changes to
their business processes and benefits of using PRSM. District staff, in
addition to training, should be knowledgeable of the decisions and
consequences of changing/standardizing business processes. Lack
i of engagement of District personnel at all levels could have a negative
impact on overall PRSM system acceptance and usage.

Recommendation:

s Assess the changes to the training program/plan proposed in
the most recent implementation vendor change request in
order to understand the impact on Organizational Change
Management.  Work with the Districts to help them
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understand the changes to the training program in order to
gain organizational buy-in and confirm that the program is
adequate to enable a successful rollout.

* Consider hiring/extending additional consulting resources to
assist with refining the organizational change management
plan and to execute the plan.

* Involve the end users in a more direct way and allow them to
participate in the risk management process. This will allow
the project team to obtain early buy-in and a stake in the
project. Hold a risk identification session to identify the district
concerns of the pilot activities and help define appropriate
mitigation strategies to address the risks identified.

e Analyze current methods of communication to determine if
additional processes need to be put in place to get the
districts to open up the channels for communicating risks and
issues associated with pre-pilot, pilot and post pilot activities.

» Engage the districts in reviewing business functionality and
business processes.

1/31/2013 — This Risk has been active for several months. |IPOC recommends Caltrans provide a plan of how
and when they will satisfactorily eliminate, reduce or under what conditions they will accept this risk. IPOC
also recommends Caltrans document the planned actions as tasks in the project schedule to allow for closer
monitoring and tracking of the project effort toward management of this risk.

12/31/2012 - Lessons learned from conversion of District 1, 2, 3 were utilized, providing for a smoother
conversion for District 4.

11/30/12 - District 4 has been kept informed and involved in status meetings regarding the progress of the
training environment issues.

10/31/12 — Customer buy-in is deteriorating due to the performance issues in the training environment.
Training is temporarily suspended until the issues can be resolved.

9/30/12 — District 4 has been engaged with cleaning their data for conversion readiness and has begun
training. District 4 staff has shown enthusiasm about migrating to the PRSM system and is requesting post-
training access to the system. Access to either production as “read only” or continued access to the fraining
environment has been requested. This is a positive indication that customer buy-in exists. This risk will
remain open through District 12 readiness to ensure that this positive response continues.

Closed Risks

No risks were closed during this reporting period.

General Comments
___

IPOC is unable for this reporting period to adequately assess and substantiate the project management
practices and processes for PRSM project, the minimum practices and processes that could affect the
successful implementation of the PRSM project. IPOC requests Calirans to provide access to the project
plans so as to enable IPOC to assess the application of project management practices and process; and to
monitor and track the project’s effort toward implementing a successful project.

Progress toward resolution of open project issues was not documented in this reporting cycle. Also, progress

toward mitigation of active project risks was not documented in this reporting cycle. IPOC recommends the

project to resume regularly scheduled issue and risk management, and schedule management sessions. IPOC

recommends Caltrans provide plans of how and when they will satisfactorily eliminate, reduce or under what

conditions they will accept the active PRSM project risks and if and when additional risks are identified. IPOC

also recommends Caltrans provide timely updates regarding the action toward resolving project issues and
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mitigating project risks; and to document the actions as tasks in the project schedule to allow for closer
monitoring and tracking of the project’s effort toward management of the project issues and risks.

Without documentation of actions taken, IPOC is limited in the ability to determine the degree of progress
made toward resolution of issues and mitigation of risks, and is limited in determining the project’s ability to
meet the project milestones. Documentation is the roadmap to describe what actions have been taken and
that which are outstanding. Timely and accurate reporting of project status is a key element in making
informed project management decisions and ensuring project success.
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