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Chapter 1

Overview

This chapter of the ESCAPAID Project Plan contains general information that is the foundation for
the preliminary project plan discussed in Chapter 2. Included are the following sections:

e Section 1, Background

e Scction 2, Objectives

e Sccuion 3, Scope

e Scction 4, Assumptions

e Section S, Constraints

e Scction 6, Risks .
e Scction 7, Rewards

¢ Scction R, Future Consideratian

e Section Y, Measures for Success

t SCAPAID I ebnuney 11, 1993 11
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Overview Chapter 1

Section 1 Background

The Electronic Systerns Conwact Admunistration Payment And Invoicing Database (ESCAPAID)
project 1s a cooperauve effort to simphfy and automate the contracung and biliing of services
between Digital Equipment Corporation (Digital) and Los Alamos National Laboratory (LANL)

The ESCAPAID project is intended to improve producuivity in both organizauons by reducing the
inaccuracies and the amount of manual effort 1n the current system. Within LANL. the project i~
intended to streamline operauons for purchasing (MAT Division). finance (FIN Division). and
Laboratory personnel requesung maintenance contract services from Digital

In October 1992, Digital and LANL released a joindy developed Program Defininon. which prov ides
an overview of the proposed system and an eight-step strategy for umplemenung a preliminary
model The second step of this strategy calis for the development of a model plan. mcluding o
descripuon of all high-level tasks that need o be conpleted and a senies of Gantt and PERT (hans
In order w accomphish this step. representatives from Digital and LANL participated in 1 Jout
Applicanon Development (JAD) workshop on Junuary 19 and 200 1993, The results of the workshop
are reflected i this document

Chapter 1, Overview. contuns general intormation about the workshop. including

o objeclives  scope. assumpticns. constiaants, fiskse and rewards oy validated by e
Participants.

o . tutute vanntderation as identlied by the participants, and
® measiles 107 suce s as adentitied by thie parboipants

Chapter 20 Project Plan. presents the prehnvnay proegect phan ton deveiopnient and miplensentanot ol
the model, based o the resilts of the worksbop

For turther backeround mtommiation about the project itselt, please rerer to the ESCAPALD P,
Detimnion dated (X tabep X 1090

1, Felawary 11 1 00 1+ A Al
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Chapter 1 Overview

Section 2 Objectives
The participants validated the objectives of the workshop.

e Develop a project plan for the model of the ESCAPAID project, including
- processes,
- milestones,
business objectives,
responsibilities, and

estumated dates.
o Identify measurements for the model’s success.

e Include plan to re-engineer MAT Division’s manual Purchase Request (PR) process as it
relates to computer maintenanee contracts (i.e., include re-engincering in the plan).

t HCAPAID Fotwny 11, o0y 11
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Overview Chapter 1

Section 3 Scope
The participants validated the scope of the workshop.
¢ The workshop will focus on developing a project plan.

o A deuailed process definition of the current system will b aone outside the workshop.

14 I abruivny 11, 1990 I SCAPAID
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Chapter 1 Overview

Section 4 Assumptions

The participants validated the assumpuons of the workshop.

LANL will develop an automated system on the IBM mainframe us:ng DB2.
The means for shanng data with Digital will be defined later.

The LANL system will create a payment transaction based on its equipment hst. thus
climinating the need for a vendor invoice.

The LANL system will automancally 1ssue a check to Digital for services provided.

The model will include a database of all Computing and Communications (C) Division
hardware carrently on maintenance contract with Digital, including w drranty informat:on

I -0 _AvAll bl my 11 1944 1%
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Overview Chapter 1

Section 5 Constraints
The participants validated the constraints on the project
e Money
o Time
e Data security
® The need to accommodate multiple organizations' requirements

e The need to be able to expand the model to other vendors, LANL organizations. and other
Digital customers

e (Complex approval cycles

16 vohgary 11 18K I %1 AVAN?
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Chapter 1 Overview

Section 6 Risks
The participants validated the risks of the project.
e May not be achievable
e May create more problems than currently exist
e May challenge the trust among partners
e May encounter funding problems

e May be sidetracked by reorganization

ESGAPAID Fobrumy 11, 1993 1-/
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Overview Chapter 1
Section 7 Rewards
The participants validated the potential rewards of the project.
e (Can offer savings within all organizations
e (Can help realize initial Continuous Quality Improvement (CQI) goals
e (Can improve throughput time and reduce errors
e (Can lead to team success
e (Can offer a sense of accomplishment
18 - " Fetruay 11 1993 ) © LSCAPAID
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Chapter 1 Overview

Section 8 Future Consideration

The participants determined that, in the future, when LANL implements automated funds control,
ESCAPAID must accommodate it.

ESCAPAID February 11, 1993 1-9
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Overview Chapter 1

Section 9 Measure; for Success

The participants identified measures for the success of the project

Processing Time—total time expended by employees for the follcwing activities related to the
maintenance contract:

— Trequestng,

— purchasing,

— finance (LANL),

— contract administration,
— finance (DEC),

— services sales.

— service delivery, and

— revenue.
Throughput Time—elapsed time from initiation to first check payment.

Number of Adjustments—adjustments per unit tme. including retroactive adjustments.
credits, rebills.

Number of USRs—Unidentified Service Request (reflects the accuracy of the databisz)
Customer Satisfaction—as measured by Digital questionnaire.
Day- Sales Qutstanding—elapsed ume between invoice creauon and payment.

Predictability—number of tunes (% of times) an event occurs when promised- exceptin
time (needs further defimition).

Cost-- Including personnel, pape-. elc.

1-10
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Chapter 2

Project Plan

This chapter of the ESCAPAID Project Plan contains the matrix and charts which comprise the
preliminary project plan. Included are the following sections:

e Section I, Overview
e Section 2, Task Matrix
e Section 3, Gar.nt Charts

e Scction 4, PERT Charts

ESCAPAID I abrunry 11, 11013 b |
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Project Plan Chapter 2

Section 1 Overview

During the JAD workshop, the participants identified functions, activities, and tasks involved in the
ESCAPAID project. The participants then defined these items and arranged them along a time line.

Based on the results of the workshop, the following preliminary project plan has been developed,
including

e a task matrix showing the name, responsible party, preliminary start and finish dates,
description, and other information about each identified task;

e Gannt charts showing the arrangement of tasks along a time line; and
e PERT charts showing the predecessor-successor relationships among tasks.

To,develop the preliminary project plan, the first step was to organize the identified items into four
general classifications:

e Joint Activities—activities performed by both Digital and I.ANL for both systems at the same
time;

e Digital Activities—activities directed specifically toward the development and
implementation of the Digital system (sometimes with participation from LANL);

e Laboratory Activities—activities directed specifically toward the development  and
implementation of the LANL system (sometimes with participation from Digital); and

e Milestones  those milestones identified by the participants.
Most of the activitics in the second and third classifications parallel cach other,

Within cach of the first three classificitions of activities, tasks were then distributed among ongoing
activities, definition activities, analysis activities, design activities, and implementation activities,
depending upon their placement by participants along the time line,

As reflected in the Gannt and PERT charts, the resulting project plan allows Digital and LANI, to
develop their  systems along  separate  schedules, while  still maintaining  links  between  the
development etforts and communication between the partners,

All dates and pelationships are tentative, intended as a stacting point for further ielinement by the
project teams, For current information, contact the Digital and LANL project teams. In order to assist
in this process, diskette copies of the prelimay project plan have been provided to the project wams
in Mictosoft® Excel and Microsoft® Project formats,

Py Fabyoary 11, 1993 I SCAPAID
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Chapter 2 Project Plan

Section 2 Task Matrix

The following matrix lists the tasks identified by the workshop participants. Included are seven
columns:

e ID—the ID number assigned to the line by Microsoft® Project.

e OQutline Number—the outline number assigned to the line by Microsoft® Project. The first
digit indicates the classification (1=Joint Activitics, 2=Digital Activities, etc.). Two-digit
numbers indicate summary groups (l.1=Joint Ongoing Activities, 1.2=Joint Definition
Activities, etc.). Three-digit numbers indicate the tasks themselves.

e Name—thc name of the task.
e Party—-the party or partics participating in the task.

e Predecessors—the tasks that are predecessors for the task. The numbers in this column refer
to the ID number in the first column of the matrix. $S indicates a start-to-start relationship
(i.c, both tasks start at the same time). FF indicates a finish-to-finish relationship (i.c., both
tasks finish at the same time). A number by itself indicates a finish-to-start relationship (i.c.,
the current task begins when the predecessor task ends). All predecessor-successor
relationships are tentative, included to drive the project management software but expected to
change as the project tecams refine the project plan.

e Start—the start late for the task. All dates are tentative, intended to show the relationship
among tasks but expected to change as the project teams refine the project plan,

o Finish - the end date for the task. Again, all dates are tentative.

® Arca the general arca of the task, as classified by the workshop participants (Technology,
Business, or Personncl). Not all tasks have an arca identified.

e Description-- the description of the task, as formulated by the workshop participants. Not all

tasks have descriptions,
]

In addition to the tasks listed in the matrix, workshop participants identificd and defined a number of
technology activities that were not included in the time line. A list of these activities is presented in
Appendix B of this document.
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Project Plan Chapter 2

Section 3 Gantt Charts

Shown on the following pages are Gannt chart representations of the project plan. In these charts,
time is shown on the horizontal axis and the duration of tasks is shown as horizontal lines. The ends
of each line represent the task’s start and finish dates.

The first chart shows a summary overview of the activities. The remaining charts Jetail the jomnt
activities, Digital activities, LANL activities, and milestones.

All dates and relationships are tentative. The critical path shown in the charts can be expected to
change as the project teams refine the project plan. For current information, contact the Digital and
LANL project teams.
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Project Plan Chapter 2

Section 4 PERT Charts

Shown on the following pages are PERT chart representations of the project plan. In these charts,
cach task is represented by a box, and amrows between boxes indicate the predecessor-successor
relationships among tasks.

In general, there is a left-to-right flow of time through the chart For clarity, Digital activities are
shown in the upper portion of the chart, LANL activities are shown in the lower portion of the chart,
and joint activities and milestones are arranged through the middle portion of the chart.

In the summary PERT chart on the facing page, the numbers arc the ID numbers for the tasks (i.c.,
column 1 in the task matrix). The larger PERT chart following the summary provides more detailed
information about each task.

All dates and relationships are tentative. The critical path shown in the charts can be expected to
change as the project teams refine the project plan. For current information, contact the Digital and
LANL project teams.
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Appendix A

ADP Division

business function

C Division
CIPP

CQl

DB2

DFD
Digital

ESCAPAID

FIN Division
FUT

JAD

Ir

LLANL

MAT Division
MP

PAILD

PR

SMARTS

SMART
TOM

“Trippers”

A?

Administrative Data Processing Division, LANL

A group of processes that together further one aspect of the
enterprise’s mission

Computing and _ommunications Division, LANL
Customer Inventory Payment Process, Digital
Continuous Quality Iinprovement

Relational database management system used by LANL
Data Flow Diagram

Digital Equipment Corporation

Electronic Systems Contract Administration Payment And
Invoicing Database

Financial Operations Division, LANL

Friendly User Testing, LANL

Joint Application Development

Just In Time, a method for purchasing and receiving goods
Los Alamos National Laboratory

Materials Management Division (purchasing), LANL
Medium Encrgy Physics Division, LANL

Purchasing, Accepting, Invoicing, Disbursing System, LANL
Purchase request

LANL. Supply Management Acguisition Requirement Track -
ing System (JFF antomatic invoicing system)

Dipital Service Management And Resource Tracking System
Total Quality Management

Electionic events that initiate other events and take the place
ol paper flow

Fotwuuy 11, 1993 L SCALAID
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Appendix B
Additional Technology Activities

In addition to the tasks listed in Chapter 2, Project Plan, the workshop participants identified
and defined a number of technology activities that were not included in the tin.. line. In orde:
lo capture these activities for future inclusion in the project plan, a list of the activities and
their definitions is presented on the following pages.

ESCAPRPAID 1 abrtiuy 11, 1983 Bt
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Additional Technology Activities

Appendix B

Define Current System

Define Audit Requirements

Define "Triggers"

Develop Change
Management Plan

Define User Interface

Define All
System-to-System
Interfaces

Define Security
Requircments

Establish Intcgration
Requirements

Develop System Design
Documentation

Develop DID for New
Process

Define Data Dictionary

Design Database

Design Pricing Mechanism

Develop a Security Plan

He

Identify current work flow; describe the current business
process. This must drive development of future systems and
work flows.

Identify transactions that must be recorded. The system must
identify who made changes when, and retain historical data.

Determine what new activities will trigger an action (e.g.,
contract renewal, payment, equipment change).

Develop a method to change process, database, business
practices, or documentation. Management and communica-
tions are involved.

Identify user interfaces that will be involved, including
screens and reports; determine who the users are and how
they will use the system.

Define the ESCAPAID-PAID interface, including manage-
ment of the funding process and tracking of funds paid out;
define the Digital-LANL interface, including what data is fed
from one to the other and how it is transferred.

Define sccurity/access to the new system, including controls
to put in place, a method to cnsure integrity of data fed to
Digital, partitioning between vendors, protection of confi-
dentiality of pricing, etc.

No definition developed.
No definition developed.
No definition developed.

No definition developed.
No definition developed.
No definition developed.

No definition developed.

E:SCGAPAID
rf1oject Plan
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Appendix B Additional Technology Activitles
Validate Data No definition developed.

Develop Iniplementation No definition developed.

Plan

Develop Process Design No definition developed.

Build Database No definition developed.

Populate Data No definition developed.

LSCAPAID
Projoct Plan
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List of Participants
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List of Participants Appendix C
Name Organization Address Phone
Executive Sponsors
Ron Butters LANL FIN-DO MS P239 505-667-4107
Newby Ellington ILANL MAT-DO MS P274 505-667-4517
Participants
Mark Backus LANL MAT-6 MS P274 505-667-8553
Dave Barsness LANL MAT-6 MS P273 505-667-1172
Rick Beckstrom Digital Albuquerque see below DTN-554-7152
Bob Grettum Digital Mariboro see below DTN-297-2441

503-467-2441
Robin Gurule LANL FiN-1 MS P240 505-667-1135
Jim Harrison LANL MP-6 MS Hs2s 505-667-5688
Marty Hughes LANI. FIN-1 MS P240 505-667-5197
Margo Javori Digital Denver see below DTN-553-3261
303-649-3261
Sharon Jones Digital Albuquerque sea below DTN-554-7352
505-857-7352
Brenda Joyca LANL ADP-3 MS P223 505-665-0202
Charlotte Lindsay LANL ADP-3 MS P223 505-665-5779
Ken Puntee LANL C-6 MS B264 505-667-0519
Leo Scheel Digital Redmond see below DTN-540-2030
206-828-2030
Waeldon Scoggins LANL C-5 MS B255 505-667-8220
Jim Sipa Digital Seattlo so0 below DTN-540-2072
206-8208-2072
Ed South Digital Marboro s00 bolow DTN 291-2218
Joyco Wadlington Digital Marboro 510 bolow DTN 297 2514
co m.).'.‘m.'y 11; nm:{ ESCAPAID
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Appendix C List of Participants
Name Organization Address Phone
JAD Center Sta‘f
Faciltator:
Melanae Schnumr LANL ADP-2 MS M309 505-667-3795
Design Analyst-
Tad Lane LANL ADP-3 MS P223 505-667-0886

Complete addresses are a» follows:

All LANL Personnel

Digital Albuquerque

Digital Seattde

Digital Denver

ngtal Marlboro

Dipuital Redmond

1 “.CCAI'AIN

et L

Los Alamos National Laboratory

Mail Stop (MS from above)
P.O. Box 1663
Los Alamos. NM 87545

Digital Equipment Corporation
7770 Jefferson Street NE
Suie 100

P.O. Box 499

Albuquerque, NM R7103

Digital Equipment Corporation
11805 Stendall Drive N
Seatde. WA 9K[13

Digtal Equipment Corporation
KOXS S. Chester Street
Englewoad. CO 80122

Digial Eguipment Corporanon
2001 |-orest Strect
Marlboro, MA 01752

Dyztal Fgquipment Corporation
1621% North Fast 9%h
Redmomd, WA 9KR] A
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