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"/ CALIFORNIA STATE TRANSPORTATION AGENCY

TRANSPORTATION AGENCY

ISSUE MEMORANDUM
T0: David S. Kim, Secretary
FROM: A. L. Ray, Commissioner

Cadlifornia Highway Patrol

PREPARED BY: R. J. Okashima, Assistant Commissioner, Staff
California Highway Patrol
Phone: (916) 843-3003; Fax: (916) 843-3264
E-mail: ROkashima@chp.ca.gov

DATE:

SUBJECT: Special Project Report — Wireless Mobile Video Audio Recording

System Project

Check applicable boxes: @ Request for Approval [_] For Secretary’s Information

[C1 Non-Competitively Bid Contract Justification [ Rulemaking/Regulation Document

[C] other Procurement-Related Document! [ Audit/Investigation-Related Document
[ Feasibility Study Report/Special Project Other
Report

CalSTA REFERENCE NUMBER:

FINAL APPROVAL NEEDED BY: This Special Project Report (SPR) is associated with
a Budget Change Proposal (BCP) currently pending Department of Finance
approval; therefore, the California Highway Patrol (CHP) respectfully requests
approval as soon as possible, so as not to delay BCP approval.

I Either: (1) Notices of Confract to Award.
(2) CMAS contract, MSA contract or Purchase Order exceeding departmental delegated authority.
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mail to: ROkashima@chp.ca.gov

SUBJECT:  SPECIAL PROJECT REPORT ~ WIRELESS MOBILE VIDEO AUDIO
B RECORDING SYSTEM PROJECT

SUMMARY: . Per the requirements of State Administrative Manual (SAM) 4945, the
CHP is submitting an SPR for the Wireless Mobile Video Audio Recording System
project (Project). The Project is seeking to align current costs with the
previously-approved BCP and re-baseline the schedule to align with the current
implementation approach, which will allow schedule variances to be reported
more accurately.

DISCUSSION/PRO-CON ARGUMENTS: N/A
EFFECT ON EXISTING LAW: N/A
ESTIMATED COST: N/A

RECOMMENDATION(S): The CHP requests the attached documents be
approved and returned to the Department for submission to the California
Department of Technology in accordance with SAM 4945 ond Statewide
Information Management Manual 30.
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SUBJECT:

RECORDING SYSTEM PROJECT

APPROVED:

SPECIAL PROJECT REPORT —~ WIRELESS MOBILE VIDEO AUDIO

//6/2021

L
A. L. Ray/Cdénimissioner
California Highway Patrol

(Ciasa K. Konove  for

Date

1/7/12021

David S. Kim
Secretary

Attachments:

(1)
(2)
(3)
(4)
(5)
(6)
(7)
(8)
(9)

(10) WMVARS Risk Issue Change Decision Log

Executive Approval Transmittal

SPR

Project Summary Package

Financial Analysis Worksheets
Complexity Assessment

Project Status Report

WMVARS Implementation Plan
WMVARS Master Project Schedule
WMVARS Project Management Plan

(11) WMVARS BCP - Responsibilities

(Form revised 07/08/2019)
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Information Technology Project Request

Special Project Report
Executive Approval Transmittal

| Agency/state entity Name
California Highway Patrol

Project Title (maximum of 75 characters) Project Acronym
Wireless Mobile Video and Audio Recording System WMVARS
FSR Project ID FSR Approval Date | State entity Priority | Agency Priority
1

| am submitting the attached Special Project Report (SPR) in support of our request for the
California Department of Technology's approval to continue development and/or
implementation of this project.

| certify that the SPR was prepared in accordance with the State Administrative Manual
Sections 4945-4945.2, my Agency/state entity has considered the cost benefits analysis
associated with the proposed project changes and the changes are consistent with our
information management strategy as expressed in our current Agency Information
Management Strategy (AIMS).

| have reviewed and agree with the information in the attached Special Project Report.

| also certify that the acquisition of the applicable information technology (IT) product(s) or
service(s) required by my department that are subject to Government Code 7405 applying
Section 508 of the Rehabilitation Act of 1973 as amended meets the requirements or
qualifies for one or more exceptions (see following page).

APPROVAL SIGNATURES

Chief Information Officer Date Signed

&‘“““&\_ /'/6 /202./

Brinted name: ~ | Chjef Chris Childs

~___ Budget Officer Date Signed

Aodle  fSra Dbz

Printed name: | Michelle Fojas

tate Entity Director Qate Signed

Pginted name: /4 Conimissioner Amanda Ray ¢ / b /202 /
Agency Chief Information Officer Date Signed
Warcee /{wféasé, 1/7/2021
Printed name: | Marcie Kahbody
Agency Secretary Date Signed
(lasa K. Ronove  for 17712021

Printed name: | David Kim

California Department of Technology
SPR Transmittal

SIMM Section 30A April 2017




Executive Approval Transmittal
IT Accessibility Certification -

Yes or No

Yes The Proposed Project Meets Government Code 7405 / Section 508
Requirements and no exceptions apply.

Exceptions Not Requiring Alternative Means of Access
Yes or No | Accessibility Exception Justification

The IT project meets the definition of a national security system.

The IT project will be located in spaces frequented only by service personnel for
maintenance, repair, or occasional monitoring of equipment (i.e., “Back Office
Exception.)

The IT acquisition Is acquired by a contractor incidental to a contract.

Exceptions Requiring Alternative Means of Access for Persons with Disabilities
Yes or No | Accessibility Exception Justification

Meeting the accessibility requirements would constitute an “undue burden” (i.e.,
a significant difficulty or expense considering all agency resources).

Explain:

¥

‘Describe the alternative means of access that will be provided that will allow |
individuals with disabilities to obtain the information or access the technology.

No commercial solution is available to meet the requirements for the IT project
that provides for accessibility.

Explain:

Describe the alternative means-of access-that willbeprovided-that will-allow
individuals with disabilities to obtain the information or access the technology
California Department of Technology 2

SPR Transmittal
SIMM Section 30A : April 2017




Special Project Report

Executive Approval Transmittal
IT Accessibility Certification

(continued)

Exceptions Requiring Alternative Means of Access for Persons with Disabilities

Yes or No | Accessibility Exception Justification

Explain:

No solution is available to meet the requirements for the IT project that does not
require a fundamental alteration in the nature of the product or its components.

Describe the alternative means of access that will be provided that will allow
individuals with disabilities to obtain the information or access the technology.

California Department of Technology
SPR Transmittal
SIMM Section 30A
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Special Project Report
2720-114
Wireless Mobile Video and Audio Recording System

November 17, 2020

3.0 Proposed Project Change

The Wireless Mobile Videc and Audio Recording System (WMVARS) project is seeking to increase one-
time projects costs, rebaseline the project schedule, and modify future maintenance and operational
(M&O) costs. The increase in one-time project funding aligns with implementation of project-related
costs previously approved with the Budget Act of 2018 and will allow the California Highway Patrol
(CHP) to fully utilize the funds already allocated. The Budget Act of 2018 authorized 12 positions and
$52.53 million to address the three-year implementation phase of the project. The project financials
that were approved by the California Department of Technology (CDT) on September 25, 20189, as part
of the Project Approval Lifecycle (PAL), were a close approximation of anticipated implementation costs
and less than what was approved by the 2018 budget change. The 2018 Budget Change Proposal (BCP)
for $52.53 million was based on market research and cost estimates at the time. The project financials
developed during PAL were calculated based on actual vendor contract costs that were finalized by the
Department of General Services (DGS) in June 2019. Since project kick-off in September 2019, the
project has completed design, configuration, and system testing. A pilot is currently in progress and is
expected to be completed at the end of January 2020. Although a great effort was made to anticipate
expenditures that were submitted in August 2019, these costs did not factor the need for unanticipated
expenses. Current project financials have been updated to include a line item for unexpected
information technology (IT) costs, which will give the project flexibility to quickly make adjustments if
needed during the pilot and rollout phase. The one-time project cost baseline is $47.22 million. The
project is currently projected at $53.92 million. The increase is approximately $6 million, which is what
the project has allocated for unanticipated IT costs and represents approximately 12 percent of one-
time project costs.

FY 18/19 FY 19/20 Yo/ FY21n Total
BCP 5 5038575 5 2948279 5 24543341 5 AN 52,530,195
PAL Baseline § 3,507,842 § BBABE 5 17,550,837 § 2933283 § 47,226219
Current 4 3507842 § 22,677,849 & 4622118 5 310777 § 53,328,587

The Budget Act of 2018 did not fund ongoing maintenance and support for WMVARS. It was
determined the Department must pursue a separate BCP to secure future operational costs. As such,
the Department has submitted a Fall 2020 BCP to support the maintenance phase. The maintenance
phase of the project will begin Fiscal Year (FY) 2021/22 and requires permanent funding for the 12
previously authorized positions, as well as the ongoing M&0 of WMVARS. The financials for future
operations submitted during PAL/planning were approximations of anticipated operational costs. Since
PAL, the project has refined its estimates. The primary change to future operations is the need to
realign IT costs such that they accurately account for ongoing hardware needs. Baseline IT costs were
previously underestimated. Project financials have been updated to more accurately reflect future
operational costs and submitted with the Fall 2020 BCP.



The project is also requesting to rebaseline the project schedule, so it is mare in line with the
Department’s current implementation approach. The overall project end date did not change. Although
the project has experienced some delay to major milestones up until this point (refer to section 3.3,
Reason for Proposed Change, and section 3.4.2, Impact of Proposed Change on the Project, for details),
it has been able to recover, and completion of the implementation phase remains consistent with the
baseline project end date. Schedule recovery is primarily due to the project’s change in rollout
approach and the dates associated with the beginning of training and vehicle installation. The project is
seeking approval of the updated schedule as the current baseline version does not accurately reflect the
new rollout approach.

3.1 Project Background/Summary

The project will replace the existing standalone DVD-based maobile video and audio recording system
with a commercially available, high-resolution recording solution capable of supporting integrated body
worn cameras (BWC) for all officers. The new solution will allow the CHP to increase in-car usage in
enforcement vehicles from 66 percent to 100 percent, including the ability to outfit motorcycles in the
future. The WMVARS solution will eliminate patrol officer control of in-car data, which will reduce
personnel hours expended handling data, and increase evidence reliability. Additionally, the new
solution will provide an integrated solution for all video evidence captured in-car and with BWCs.

3.2 Project Status

The project kick-off was held on September 25, 2019. Software design and configuration were
completed as of January 31, 2020, and hardware configuration was completed as of September 16,
2020. The WMVARS system has successfully passed electromagnetic interference/radio frequency
interference (EMI/RFI) testing and system testing was completed as of September 18, 2020. Pilot
implementation began on September 25, 2020. Rollout Phase 1, prewiring of vehicles, began on
October 1, 2020.

The below table summarizes major project milestones, current start and end dates, as well as current
status.

PAL Stage 1 and 2 11/1/17 CDT approved

PAL Stage 3 5/3/19 CDT approved
PAL Stage 4 9/30/19 CDT approved
Project Kick-off 9/23/19  9/25/19 Complete
Prerequisites 6/24/19 12/13/19 Complete
Hardware Configuration 10/10/19  9/11/20 Complete
Software Configuration 1/6/20  1/31/20 Complete
Test Readiness Review 2/3/20  4/24/20 Complete
COBAN — Active Directory Federated 3/16/20  8/17/20 Complete
Services Integration

System Test — Part | 3/16/20  1/13/21 Started
System Test — Part |i 8/4/20  9/18/20 Complete
System Test Complete 9/18/20 Complete



Go/No Go Pilot 9/21/20  9/24/20 Complete

Pilot - East Sacramento 9/25/20  1/13/21 Started

Pilot — Placerville 9/14/20  1/13/21 Started
Command Center Enhancements 11/6/20  1/29/21 Started
Rollout Phase 1 - Prewire/Retrofit Vehicles 10/1/20 4/8/21 Started
Rollout Phase 2 — Division Training and 1/25/21 11/30/22 Not started
Begin Vehicle Installation

New Build — Complete Unit 10/1/20 11/30/22 Started
Verification/Quality control 10/1/21 4/7/22 Not started
Final Verification 4/8/22 11/30/22 Not started
Rollout Complete 11/30/22 Notcomplete

3.3 Reason for Proposed Change

Since the project’s approval in June 2019, project cost estimates have been refined based on actual
need and new information. Project financials approved during the PAL process were an estimation of
project costs at the time. Financials were updated in April 2020 when a Change Request (CR) was
approved by the project’s Executive Steering Committee (ESC) to support new vehicle builds. Since April
2020, additional refinement has been made to financials based on actual need and the need to plan for
unanticipated project costs that may arise during the pilot and rollout.

The below table provides a comparison between the Financial Analysis Worksheet (FAW) PAL baseline
and current financials.

FY 18/19 FY 13/20 FY 20421 FY 21/22 Total
FAW PAL 5 3,507,842 & 23,234,256 5 17,550,837 S 2,933,283 5 47,226,219
FAW Original Change Request 5 3,507,842 S 23,502,559 & 21492137 5 2,778,283 § 51,280,820
Current 5 3,507.842 S 22,677,849 5 24,622,119 5 3120777 § 53,928,587
Variance (PAL) s = B (556,407) 5 7,071,282 5 187,494 § 6,702,368
e 0.0 =24 403 64 14.2

Staff costs have increased due to salary and benefits rate increases. Interdepartmental services costs
have increased, as CHP is leveraging the DGS statewide contract and the cost estimate is based on a
percentage of the COBAN/Safe Fleet WMVARS hardware and services procurement. An increase to
WMVARS hardware costs is directly tied to an increase in DGS costs. External services costs have been
reduced, primarily due to a reduction in the number of CHP Area offices that will require an on-premise
appliance to be installed and supported. Net IT costs have increased because of an increase in WMVARS
hardware and the need to plan for unanticipated IT expenses. The number of original vehicles
estimated did not factor in annual new builds being introduced by the Department’s Fleet Operations
Section (FOS). A project CR to support new builds was approved by the ESC in March 2020. Current
financials account for 2,600 enforcement vehicles in the field, which is slightly higher than the original
2,505 vehicles estimated. The future operational budget must be capable of supporting 10 percent for
replacement parts and an additional 800 new builds each FY, The project is projecting an average of 10
percent of its 2,600 vehicles will need full WMVARS component replacement due to loss or damage
and/or replacement for out of warranty repairs. In addition, FOS continuously builds new patrol
vehicles to replace those that have reached end of life due to normal wear and tear. On average, the
project needs the ability to support 800 new builds annually. Unanticipated IT costs have been reserved
to cover potential need for additional WMVARS hardware, and replacement of on-premise appliances
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and associated network components. As noted above, the number of on-premise appliances was
reduced significantly; therefore, reducing the appliance cost as well as the associated installation and
support costs. The number of identified sites was based on cellular coverage and Area bandwidth at the
time. Itis possible adjustments will need to be made if it is determined during the rollout an Area office
needs additional network infrastructure to support WMVARS. It is expected unanticipated IT costs will
cover the need for additional WMVARS or network telecommunication equipment. In addition, the CHP
is currently evaluating the need for BWCs. Body worn camera testing is within the scope of the project;
limited testing was completed during system test. Additional system functional testing and field testing
of BWC components may be required in the future and it is expected unanticipated IT funds would be
used to continue testing on a slightly larger scale, if required.

Future operations cost estimates have also been revised since CDT PAL approval and financials have
been updated to reflect current anticipated costs. The primary change is to hardware and the addition
of telecommunication and unanticipated IT costs. The baseline hardware cost was based on the legacy
in-car camera system M&O budget of $350,000 annually. Future hardware costs are expected to be
$2.1 million plus $900,000 for telecommunication costs annually to support a 10 percent WMVARS
replacement cost for damaged vehicles and/or equipment that needs to be fully replaced in the field.
This is in addition to an average of 800 vehicles built each year to replace vehicles in the field that have
reached end of life. $300,000 or 10 percent, of hardware and telecommunication costs have been
reserved for unexpected expenses such as the replacement of individual WMVARS components due to
normal wear and tear.

The Budget Act of 2018 authorized 12 positions and $52.53 million to address the three-year
implementation phase of the project. The maintenance phase of the project begins FY 21/22 and
requires permanent funding for the previously authorized positions as well as the ongoing M&O of the
system. All 12 positions identified for the implementation phases are required to support M&O. Three
of the positions will support the increase in IT workload (e.g., servers, databases, and networks). Eight
of the positions will provide local IT support to the field Divisions. One position will be at CHP
Headquarters (HQ) to conduct training, assist with deployment, and address maintenance and support
issues during the operation of the system. Refer to WMVARS BCP — Responsibilities_10192020_v3.1, for
additional detail regarding staff responsibilities.

Total BCP Approved Positions 4 5 3 12
(per fiscal year)

Hired 0 4 1 5
Hiring in Progress 0 0 4 4
Pending Advertisement 8] 0 3 3

The current baseline project schedule was based on a three-phased, by Division, rollout approach and
the associated project end date did not factor in completion of all vehicles. A new two-phase
implementation approach has been defined and accounts for all vehicles. The new two-phase approach

“allows the project to recover from schedule overruns experienced to date and still meet the originally

planned completion date of November 30, 2022. Schedule overruns were primarily due to the
additional time needed to ensure hardware compatibility with existing vehicle types, extended EMI/RFI
testing, and the need to ensure the WMVARS software system seamlessly integrated with the
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Department’s Active Directory (AD) system. The integration with AD was dependent on WMVARS
software changes. Two new releases were added to the schedule as deliverables and had a direct
impact on system testing activities and all downstream tasks. Per a request from CDT, Independent
Project Oversight (IPO), the schedule has also been updated to include the time needed for WMVARS
equipment to be installed in all identified vehicles. Due to the complete change in approach, it is
necessary to rebaseline the schedule to more accurately track the rollout for each Division and to ensure
the project end date accurately reflects the current plan.

3.4 Proposed Project Change

3.4.1 Accessibility
Not applicable.

3.4.2 Impact of Proposed Change on the Project

Scape

In March 2020, the project’s ESC approved a CR to support new vehicle builds. The original project
scope and financials only accounted for vehicles in the field. The Department’s FOS continuously builds
new vehicles and deploys them to the field as replacements for those that reach end of life. From an
efficiency standpoint, the Department determined new builds targeted for the field should be prewired
on the assembly line, therefore reducing the amount of work to be done by each Area office. With this
approach, Area offices will only need to install new WMVARS units in prewired vehicles or uninstall
reusable WMVARS components from previously outfitted WMVARS vehicles then install them into new,
prewired vehicles,

Costs

The updated FAW factors in current known costs, including the approved change to support new vehicle
builds. The primary change to the financials is the need to plan for unanticipated IT costs. Instead of
adding a buffer to individual line items, the CHP has separated these costs out as its own line item.
Costs associated with the new build CR were originally estimated at $7.2 million. The estimate assumed
complete WMVARS units were required. When finalizing the second purchase order (PO) for
COBAN/Safe Fleet equipment, it was determined only prewire cabling, mounting brackets, and antennas
were required, greatly reducing the cost to approximately $1.5 million annually. Although current costs
are higher than the baselined FAW, the CHP is not requesting any one-time project funds above and
beyond what has already been approved and allocated to the Department as part of the Budget Act of
2018. The CHP will provide CDT with an itemized breakdown of any FY 20/21 unanticipated funds spent
and any monies not expended by June 2021 will be returned to the Department of Finance (DOF), if
required.

The below table provides a comparison between the approved 2018 BCP and current financials.

FY 18/19 FY 13/20 FY 20/21 FY21/2 Total
BCP 5 5038575 S 22,948,279 § 2454331 § = 5 52,530,155
Current 5 3507842 S 22,677,849 § 24622119 § 3190777 5 53,928,587
Varlance 3 (1,530,733) S (270,430) & /I8 5 3120777 5 1,398,392
Y -30.4 -1.2 0.3 0.0 7

N




Please refer to the below table for an itemized breakdown of one-time project costs and the variance

between baselined and current cost estimates. These numbers can also be referenced in the Detail
Comparison table in the current FAW (FAW 2720 114 WMVARS 101920 SPR.v4.1).

, PAL . Current : Variance ¢ ‘% :Comments
Project Costs {One-Time)
Realigned redirected staff resources based on
Staff (Salaries & Be nefits) $ 7,502,577 $ 7,502,520 $ (57)  0.0%usage to date.
Staff Operating Expense and Equipment {OE&E) R Increase in OE&E rate per Budgets, effective
‘Roliup o 1845725 369,725 § 24,000 6:9% Fiscal Year (FY) 20/2L
.Consulting & Professional Services (Prof. Svc.): !
- Interdepartmental (Interdept.) $ 1435049 § 1,503,222 $ 68,173 . 4.8%
California Department of Technology (CDT} -
Office of Statewide Project Delivery {OSPD} o ,
Project Approvals and Oversight © S 916,540 $ 916,540 $ - 0.0%
CDT- QSPD Statewide Technology Procurement : $ 2,500 . § 2,500 $ - 0.0%:
CDT - OSPD California Project Management ; :
Office LS B - =
Department of General Services (DGS} :
Procurements S 516,009 i $ 584,182 : $ 68,174 °  13.2% Directly tied to COBAN procurement.
Office of Systems Integration S - S - S = :
Consulting & Prof. Sve:External . § 2006800 $ 1176040 $ (830,760} -41.d%6
'Proof of Concept (POC) - Facility Configuration : $ 10,000 ° S 10,000 : $ ~ ... 00%
.Independent Validation and Verification (IV&V) | $ 750,000 S 747,740 | $ (2,260)°  -0.3%;Current based on actual contract amount.
! i {Reduced the total number of on-premise
iapp]iances (from 75 to 20) required based on :
Vendor installation and Configuration | ‘review of low-bandwidth and poor cell .
{Appliance} T s 487,500 ; $ 130,000 © $ (357,500): -73.3% coverage sites.
‘Vendor Training S 38,500 S 58500 $ I X T
:Off-Hours Services S 5400 $ 1,800 ' $ (3,600}, -66.7% Removed per DGS
Reduced the total number of on-premise
:appliances (from 75 to 20) required based on ;
! ; : ; ‘review of [ow-bandwidth and poor cell
On-Premise Appliance Support 1§ 695400 8 228,000 . §  (467,400) -67.2% coveragesites.
Information Technology 1% 37,061,469 . $ 44502481 § 7,441,012 . 20.1% } ,
POC: Servers (2 at cost to vendor) S 80,000 - $ 80,000 S -~ 1 0.0%
‘Updated based on actual parts required as a
;result of working with Fleet Operations
Section (FOS), RPS, and WMVARS Technical
Team. Cost of complete unit is slightly higher
‘and increase in number of units. Takes into
iconsideration 2,600 vehicles to be outfitted
:with WIMVARS units, 10 percent for
' loss/damage, and 800 sets of prewiring for
Wireless Mobile Video Audio Recording System new builds (CR1) on an annual basis. Original
(WMVARS) Hardware (including taxes) _..$ 14,007,772 s 18,398,411 :$ 4,390,639 31.3% PAL estimate was 2,505 and currentis 2,860.
Due to push in implementation rollout
; schedule, the need for software and cloud
Software ) 1,884,800 - $ 1,333,000 $ {551,800} -29.3% storage earlierin the project was eliminated.
:Reduced the total number of on-premise
appliances {from 75 to 20} required based on
) review of low-bandwidth and poor cell
@-Premise Appliance {including taxes) (S 3009375 S 824,030 - $  (2,275,345) -73.4% coverage sites.
-Due to push in implementation rollout
schedule, the need for software and cloud
Cloud Storage— — — - —$——12,403,200—S 8,772,000—$——(3;631;200)—29-3%-storage-earlierin-the-project- was-eliminated;
B -Increased modem and antenna cost.
. Increased wireless access point (WAP) install
Ketwork Telecommunication $ 5586322 S 9,095,040 $ 3,508,718 . 62.8% and infrastructure costs.

: Added to coverpotential need for increased
number of WMVARS replacement units, on-
site appliances/installation/support, external
WAPs including installation, modems, and

— -Unanticipated IT Costs{Hardware, Software, B —— e e — o — ———— —————potential-addition-of-body worn-camerasfor— - --——
Telecommunication) . S - .8 6000000 $ 6,000,000 extended testing.
Misc. OE&E Rollup {Departmental Services;
Central Administrative Services; Office
Equipment; Other; Unclassified/Special
Adjustment; Local Assistance) S - s - s -
Total Project Costs {(One-Time): .$ 487351620 S 55054,045 $ 6,702,425  13.9%
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In addition to the one-time project cost adjustment, CHP is seeking to adjust future operational costs.
Permanent budget augmentation for future operational costs were not approved with the Budget Act of
2018. The FAW has been updated, primarily to support the increase in IT costs. The baseline FAW was -
based on the M&O budget for the current DVD-based system. Financials have been updated to support
the actual cost to replace WMVARS equipment in 10 percent of vehicles and prewiring for 800 new
vehicles each FY. Despite the increase in ongoing M&O, cost estimates are still in line with the original

2018 BCP request.

Future Ops. IT Staff & OE&E Costs {Continuing)

‘Staff (Salaries & Benefits) (8 1445169 $ 1,620,449 $ 175,280 ! 12.1% Increase in salary, per Budgets
; : : ; :Increase in OE&E rate per Budgets, effective
‘Staff OE&E Rollup P $ 96,000 $ 108,000 - $ 12,000 | 12.5% FY 20/21 '
Consulting & Prof. Svc.: Interdept, '§ 262151 § 308600 $ 46,449 . 17.7%
DGS Procurements '$ 262151 S 308600 $ 46,449 17.7% Directly tied to COBAN procurement .
Consulting & Prof. Svc.: External '$ 858,600 ; $ 228,000 §  (630,600) -73.4%:
“Off-Hours Services ‘S 3600 % -8 {3,600).-100.0% Removed per DGS
‘ . ; :Reduced the total number of on-premise

; :app[iances (from 75 to 20) required based on !
: ; i ‘review of low-bandwidth and poor cell
:On-Premise Appliance Support ‘'S 855,000  $ 228,000 $ (627,000): -73.3%!coverage sites.
‘Information Technology - $ 24,460,000 $ 3L

s 700,000 © $

18,560,000 - $

4,071,369 $

‘Hardware
Software
Cloud Storage

7Y

. 2,356,000 $
$ 15,504,000 . §

72

_.2,336,000
15,504,000  $

5,900,000

Original was based on RPS' current MVARS
‘budget. Currentis based on actual WMVARS
.fcost. Represents the cost associated with 10
:percent of fleet vehicles in the field
‘ (damage/reptacement) and 800 new FOS
3,371,369 | 481.6% vehicles that need to be wired annually.
- 1 0.0%

- 0.0% ;
: ‘Antennas required for new builds. Cannotbe':

telecommunication (Antenna) ) - S 11800,000 . $ 1,800,000 . reused.

: ¢ : Added to cover potential need for increased |
number of WMVARS replacement units, on-
site appliances/installation/support and/or
Jexternal WAPs including installation. More
likely individual WMVARS components that

:Unanticipated [T Costs (Hardware, Software, : ‘need to be replaced due to normal wear and

Telecommunication) S =S 78631 $ 728631 tear

Misc. OE&E Rollup {Departmental Services; : : :

Central Administrative Services; Office

Equipment; Other; Unclassified/Special

‘Adjustment; Local Assistance) S - S - $ -

Total Future Operations IT Staff & OE&E
(Continuing):

Annual Future Operations IT Costs (V&0):

oS nmen §

§ 11,381,545

26,725,049 $

$,503,120  25.9%

14,226,749 $

2,845,204 . 25.0%:

The October 2020 Project Status Report table below provides the last approved budget, cumulative
planned cost, and cumulative actual costs to clearly show the variance.

Benefits)

IT Project Costs Last Approved Cumulative Cumulative Comments
{One-Time) _ ~Budget ($8) | Planned Cost ($) | ActualCost($) | .
Staff (Salaries and $6,543,400 $2,717,272 $411,163.61 | Staff costs reported through

_____ | September 2020.. Staff have.
worked fewer cumulative
hours than anticipated.




IT Project Costs Last ApproVed Cumulative Cumulative Commenits :

(One-Time) - Budget($) Planned:Cost ($) | Actual Cost ($) ; ‘

Staff OE&E Rollup $313,725 $140,920 |  $48,000.00 | Project has not hired all
staff anticipated for FY
20/21. Project Team has
not yet traveled.

Consulting and $1,390,825 $904,815 $385,403.01 | See paragraph below.

Professional Services:

Interdepartmental

CDT - OSPD Project $874,816 $388,807 $148,617.00 | The IPO has invoiced a

Approvals and Qversight lower monthly amount than
initially anticipated.

CDT - OSPD STPD $0 $0 $0

DGS Procurements $516,009 $516,009 $236,786.01 | The COBAN/Safe Fleet PO
for FY 20/21 has not yet
been issued.

Consulting and $1,996,800 $1,746,800 $207,660.00 | See paragraph below.

Professional Services —

External

Independent Validation $750,000 $500,000 $155,660.00 | Anticipated costs broken up

and Verification (IV&V) evenly across FYs, not based
on expected month of
expenditure.

Vendor Installation and $487,500 $487,500 $26,000.00 | To be expended when

Configuration (Appliance) appliances are scheduled
for installation.

Vendor Training $58,500 $58,500 $26,000.00 | See paragraph below.

Off-Hours Services $5,400 $5,400 S0

On-Premise Appliance $695,400 $695,400 S0 | To beinvoiced on a date to

Support be agreed upon by CHP and
COBAN/Safe Fleet.

Consolidated Data $0 50 $0

Centers

T $36,981,469 $36,981,469 | $3,566,805.39 | See paragraph below.

Proof of Concept: Servers S0 S0 $0

(two at cost to vendor) [ T -

WMVARS Hardware $14,007,772 $14,007,772 $584,939.53 | See paragraph below.

Software $1,884,800 $1,884,800 $1,550.00 | See paragraph below.




IT Project Costs Last Approved Cumulative Cumulative Comments
(One-Time) Budget ($) Planned Cost ($) | Actual Cost ($)

On-Premise Appliance $3,099,375 §3,099,375 $123,595.00 | See paragraph below.
Cloud Storage $12,403,200 $12,403,200 $0.00 | See paragraph below.
Network $5,586,322 $5,586,322 | $2,856,720.86 | See paragraph below.
Telecommunication

Total IT Project Costs $47,226,219 $42,441,269 | $4,619,032.01

(One-Time):

For purposes of cost tracking and calculating planned costs to date, FY totals for each category, except
DGS Procurements, Consulting and Professional Services — External, and IT, have been broken down into
12 equal months. The total one-time project cost variance between planned and actual costs is largely
due to the fact planned IT costs were based on anticipated PO date. However, actual costs are based on
receipt of product and/or services and when invoices are processed. Due to the delay in project
schedule and delay in receiving hardware, there is currently a large cost variance. This variance is
expected to be gradually reduced over the next several months as hardware is currently being received
to support the Phase 1 rollout and FOS new vehicle builds. In addition, Division training and all on-
premise installations are expected to be complete by March 2021.

Schedule

There is no negative impact to the overall project schedule. Changes to support the rollout approach,
including the approved CR for new vehicle builds, are in line with the baseline project end date. Start
and end dates for each Division have been modified to align with a two-phase rollout approach and a
new task has been added to account for new vehicles being prewired by FOS for the duration of the
project. For clarification purposes, a new Rollout Completion milestone was added, but the project end
date of November 30, 2022, remains the same as the baselined project end date.

Original Timeline

®327 In-Car

Phase 1 y Stage 2 #1166 In-Car Stage 3 #1012 In-car
] *3 Sites On- F ;
Jul 2020 - Premise Jul 2620 - «90n- Oct 2020 7 On-
Nov 2020 Appliances 1l 2021 Premise -0Oct 2021 Premise




Current Timeline

Phase 1

Prewire Retrofit Vehicles
Oct 2020 - for All Divisions

Apr 2021

Phase 2

o Division Training and
san2pes WMVARS Installation

Nov 2022

In parallel with Phase 1 and 2, FOS will ensure new enforcement vehicles coming off the assembly line
will be prewired for the new WMVARS system. These vehicles will not need to be retrofitted.

The following table summarizes major project milestones, baseline start and end dates, current start
and end dates, and current status. The primary change in schedule is due to testing delays and changes
in the implementation rollout.

Project Kick-off 9/23/19 9/27/19  9/23/19  9/25/19 Complete.

Prerequisites 6/24/19 11/20/19  6/24/19 12/13/19 Complete.

Hardware Configuration  10/14/19 2/28/20 10/10/19  9/11/20 Delayed due to completion of
EMI/RFI testing.
Complete.

Software Configuration 1/6/20 1/31/20 1/6/19  1/31/20 Complete.

Test Readiness Review 2/3/20 3/6/20 2/3/20  4/24/20 Delayed due to Requirements

Traceability Matrix (RTM) and
test scripts taking longer than

planned.

Complete.
COBAN - Active 3/16/20 8/17/20 New tasks identified March
Directory (AD) 2020 and added April 2020.
Integration Complete.
System Test Complete 3/2/20 5/8/20  3/16/20  9/18/20 Delayed due to new

milestone being added to
support AD Integration.
Complete.

Go/No Go Pilot 5/4/20 5/8/20  9/21/20  9/24/20 Impacted by delay in system
test.
Complete.
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Pilot — East Sacramento 4/13/20 6/22/20 9/25/20  1/13/21 Started.

Pilot — Placerville 4/13/20 6/22/20 9/14/20 1/13/21 Started.

Command Center 11/6/20 1/29/21 New to track software

Enhancements enhancements identified
during system testing.
Started.

Rollout Phase 1 - 10/1/20 4/8/21 New with rollout approach.

Prewire/Retrofit Started.

Vehicles

Rollout Phase 2 - 1/25/21 11/30/22 New with rollout approach.

Division Training and Not started.

Begin Vehicle

Installation

New Build — Complete 10/1/20 11/30/22 New with CR and rollout

Units approach.
Started.

Verification/Quality 10/1/21 4/7/22 New with rollout approach.

control Not started.

Final Verification 4/8/22 11/30/22 New with rollout approach.
Not started.

Rollout Complete 11/30/22 11/30/22 Not complete

3.4,3 Feasible Alternatives Considered
No other alternatives have been considered.

3.4.4 Implementation Plan

The plan has been updated to reflect a new two-phase rollout approach. The original implementation
plan assumed the rollout by Division would take place immediately following pilot completion. The new
approach allows the project to recover from previous milestone delays and still maintain the original
project end date of November 30, 2022, The team will utilize its existing preventative maintenance
window and resources to begin retrofitting/prewiring identified vehicles in the field at the same time as
the pilot. Prewiring of vehicles is considered low risk and will start after system testing has been
completed. This will greatly reduce the amount of time Area offices will need to complete the WMVARS
installation process.

The first phase includes prewiring of vehicles as part the CHP’s normal preventative maintenance
schedule. The second phase includes required training and completion of vehicle installation within
each field Division and Area office. In parallel with Phase 1 and 2, FOS will prewire new vehicles being
deployed to the field.
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Retrofit Rollout Schedule

Division Appliance Enforcement Division Training
Count Vehicles* Week Of
HQ HQ 1 3
Pilot East Sacramento 1 6 9/21/20
Placerville
501 Southern Division 0 213 3/8/21
201 Valley Division 1 202 1/25/21
301 Golden Gate Division 0 178 2/22/21
801 Inland Division 4 165 2/8/21
401 Central Division 1 169 2/1/21
601 Border Division 2 172 3/1/21
101 Northern Division 5 115 3/29/21
701 Coastal Division 3 94 3/22/21
Total 18* 1,308**

*Estimated number of retrofit vehicles. Number may fluctuate as it is based on vehicle mileage.

New Build Rollout Schedule

prceme = = B ad Date

2020-2022 Complete System 1,182 Oct 2020 — Nov 2022
Total 1,182%

*Estimated number of New Build with complete system.

The WMVARS Implementation Plan v4.5 is included as a separate document.

4.0 Updated Project Management Plan

The updated Project Management Plan (PMP) is included as a separate document. Only minor
clarifications have been made to the PMP since last shared with CDT IPO. The Project Governance
Structure has been updated to include the Telecommunications Section (TS) and updated organizational
charts have been added. The Implementation Management section has been updated to remove
references to the original rollout plan and includes a reference to a separate Implementation Plan. The
Implementation Plan is included as a separate document. The Maintenance and Operations Transition
Management section has been updated to reflect current timeframes. The Resource Management
(Human Resources and Staff Management) Plan section has been updated to include a staff resource
allocation table. The updated WMVARS Master Project Schedule is included as a separate document.
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4.1 Project Manager Qualifications
The project’s Complexity Assessment was updated on December 18, 2020. With a Technical Complexity
score of 1.6 and a Business Complexity score of 1.5, this project falls between a Zone | and Zone Il. Refer

to Figure 1, below.

Figure 1 — WMVARS Project Complexity Assessment

-

aoier

Technical Environment
"

] 1 2 3 4
Busingss Environment
. J
Busi C lexi [ 15 |
Scares
Tech I C. it [ 16 ]

Below is a summary of the skills and level of project management experience required to successfully
manage this project. The Department has assigned a State Project Manager (PM) and a State Technical
PM to work collaboratively with COBAN/Safe Fleet for the duration of the project. Both PMs are
classified as an Information Technology Manager | and possess the skills and experience necessary for

the project.
Skills Required

* Project Management Methodology — The proven ability to apply a widely accepted project
management methodology (such as the methodology defined by the Project Management
Institute) to a large-scale project.

e Communication Skills — Superior written and oral communication skills.

e Attention to Detail — The proven ability to track issues, risks, and changes to projects, and to

document each.
e Presentations — The proven ability to make executive-level presentations.

e Information Technology - The proven ability to lead IT projects.
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Experience

s Project Management Experience — Experience as the PM of IT projects of a similar size is
required. Size is measured by the following numbers:

Users: Thousands

Locations Installed: More than 100

e Quantity of Experience — Project management experience must be proven over at least three
large-scale projects.

e State Environment — Proven success managing projects in the state IT sector.

4.2 Project Management Methodology

No change. The WMVARS Project_Management_Plan_v12 is included as a separate document.
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4.3 Project Organization
The TS Commander has been added as an IT Sponsor.

WMVARS Executive Steering Committee and Project Management

WMVARS Steering Committee and Project Management

—— - e —————————— —+ , : - -
} Vendor : : Steering Commitiee
| | |
[ || Vendar Exacutive |f | Information Management Enforcament and Planning
I | | Divigion (IMD) Division
| | | | Chief/CIO Chief, Business Executive
: : | IT Executive Sponsor Sponsor
| Vendor Project | :
| Manager | |
| | |
: : : MO Enl’r.-r:am;ﬁ afld Planning
| Vendor Technical || | Assistant Chief/Oeputy CIO IViEn
I || ProjectM | I IT Executive Sponsor Asslstant Ghief
| ject Manager : | B Executive 5
i £
| | | ]
: : I [ 1
|
| Vendor Staff | | [Telecemmunications Information R T A
! [ I Section Technology Section disaple i Seevion Fieat Section Commander
Captain and Commander
| | | Commander Commander Business Sponsor
| O S T, - | IT Project Sporsor IT Project Sponsor Businass Sponser and Dwner
= - - |
Oversight | |
: | | L 1
Incapen | I
| o : dert L | State Project State Technical
| Venficstion drdl 1 Manager Projct Manager [ |
| |[vatigation (Gartner) | | :
| | | :
: (ndependent Project|| :_ s _: _____ |
| Oversight (COT) A = oo T [ S i i o | R R e Dbl T e
| = |
| S —— J—
Network Security/Cloud & HOQ WMNVARS Teamn — Rﬁ?rm ‘"d‘;‘a ET e Automaotive Technician
On-Premise {_ ] usiness
IT Specialist |
e ke, byt WMVARS Field Tachnician
:"“ ';;::;"m (1 Tech Support/per (1 Tech Suppart/per
T;m [_ : ) Divisicn) Division)
IT Specialist | 2 Divisicns and HQ. 8 Divisions and HQ
Server and Data Support/|
Cloud & On-Pramisze
IT Specialist |
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WMVARS Project Team

WMVARS Project Team

=g I s e e e »> CHP Project Team L EESSS i it [
| Vendor Project Team | | . I
' Safe Fleet I |
, | State Project State Technical Research and :
VE:‘:;:’::Ed : Manager Project Manager Planning Section |
B i IT Manager | IT Manager | Sergeant, Officer :
I
i ! I
SR
Vendor Technical r I
Project Manager : '| I
[
] = :
: : | State Project Network Security/ frelecommunications| Fleet Operations :
vendor Project 11 || Manager Back-Up Cloud and On-Premise section Section |
staff | IT Supervisor Il IT Specialist | Ueutenat Automotive Engineer Jl
______________ I !
SRR it | i
: [ ] ¢ Patrol yvehicles/ Digital
| Oversight Il i Evidence Management HQ WMVARS Team 'l
B i —— 1 MARApamien: IT Specialist | *
i [independent Project|| | || Support S:i:lsem {.DIE M?] !
: Oversight (cOT) |~ 11 IT Specialist | gt ,'
| | ! : |
1 i b JI
: Independent : : : Server and Data WMVARS (1 Tech |
| Verification and |~ = i Support/Cloud and Support/per Division) |
: Validation (Gartner}|| | | On-Premise 8 Divisions and HQ 1|
| e 3 IT Specialist | T Associates I
1
|
1 :
I
| |

Several key stakeholders at the Executive Sponsor and Sponsor level have also changed since the start of
the project. The main changes have been highlighted in the Stakeholder Register table below,

Influence Impacted
Over by
Project Project

(H/M/L)

Engagement

Stakeholder Contact Information

(Participate
[Inform)

(Name, Title, Organization, Role)

(H/M/L)

| Chris Childs, CHP Chief CChilds@chp.ca.gov High ' Medium | Inform
Information Officer (CIO) and
Chief, Information Management 1315) 3454000
Division (IMD)
Executive Project Sponsor (EPS}) ' = '
and ESC Member
' Kevin 6a_vis, C_hi'ef, Enforcement KM Davis@chp.ca.gov ! High Medium  Inform
and Planning Division (EPD) (916) 843-3330
EPS and ESC Member | |
' April Baxter, Assistant Chief, IMD | ABaxter@chp.ca.gov ' High ' High " Inform

' EPS and ESC Member

' (916) 843-4000
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influence Impacted
Over by
Project Project {Participate

Engagement
Stakeholder Contact Information

(Name, Title, Organization, Rale) (H/M/L) (H/M/L) /Inform)

Dlenkins@chp.ca.gov High High Inform
(916) 843-3330

EPS and ESC Member

Jill Dolce, Commander, TS JDolce@chp.ca.gov High High Inform
IT Sponsor and ESC Member {516} 843-4200
Chris Lane, Captain, Research and ' CLane@chp.ca.gov Medium High ' Inform

Planning Section (RPS) (916) 843-3340

Business Sponsor and ESC

Member

_Stacy Barr, Commander, FOS ' StBarr@chp.ca.gov | Medium | High Inform
Business Sponsor and ESC (916) 309-6800
Member
Kim Holder, Commander, ' Kimberly.Holder@chp.ca.gov - High - High ' Participate
:T::;matlon Technology Section (916) 843-4100

IT Sponsor and ESC Member

Lori Gong, Manager, RPS LGong@chp.ca.gov High High | Partichate

Business Owner and ESC Member (916) 843-3340

Myrna Viloi'ia,_nal_age}, ITS ' MViloria@chp.ca.gov - High ' High - Participate

State PM, CHP IT Contract {916) 843-4059

Manager and ESC Member

John Batarseh, Manager, TS ' iBatarseh@chp.ca.gov High High ‘ Participate

State Technical PM and ESC (916) 843-4256

Member

Ben Starkey, Se_rggnt, RPS | BSta rkey@cﬂg.ca.gov ' Medium  Medium Participate
(916) 843-4080

Andrew (AJ) Bronson, Officer, Andrew.Bronson@chp.ca.gov

RPS (916) 843-3346

| Kim Delgadillo, Analyst, RPS Kim.Delgadillo@chp.ca.gov

(916) 843-3352

Business Project Team Members

Robert Read, Senior Automoti e ;1 RRead@chp.ca.pov - Medium High Participate

Engineer, FOS (916) 309-6800

Business Project Team Member
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Influence Impacted

Over by
Stakeholder Contact Information Project Project (Participate

Engagement

(Name, Title, Organization, Role) (H/M/L) (H/M/L) [inform)

Mark Firkins, Lieutenant, TS MFirkins@chp.ca.gov Low Low | Participate
(916) 843-4200

Niko Thanopolous, Specialist, TS Niko.Thanopoulos@chp.ca.gov
(916) 843-4200

Frank Otto, Contractor, TS FOtto@chp.ca.gov
(916) 843-4200

Kristin Landstrom, Contractor, TS | Kristin.Landstrom@chp.ca.gov

(916) 843-4200

IT Project Team Members

?van Bed_d_es, -S_pecigl_isé, Mobile | Rx_a;n.Beiid_es@chp.ca.gov ' Medium High : _Part}cipate &l
| Digital Computer (MDC) : (916) 843-4075 |

| |
IT Project Team Member

Corleen Lambert, Manager, ITS ‘ CLambert@chp.ca.gov | Low Medium | Inform
Customer Services Manager - |

916) 843-4082
Division Administrators | )

Darrin Marquez, Manager, ITS, | Darrin.).Marquez@chp.ca.gov |
| Network Security | (916) 843-4092 |

Christopher Martinez, Manager, Christopher.Martinez@chp.ca.gov

ITS,
-4
Infrastructure/Database/Server (SR Ba3:A008

ITS Functional Managers
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Stakeholder

(Name, Title, Organization, Role)

Jacob Paulos, Specialist, ITS,
Network Security

Daniel Rogers, Specialist, ITS,
Network Security

Igor Zhilovskiy, Specialist, ITS,
| Infrastructure

| Anthony Roadman, Specialist,
ITS, Infrastructure

Chris Flure, Specialist, ITS,
Local Area Network (LAN)
Support

| David Andrade, Specialist, ITS,
LAN Support

IT Project Team Members

' pam Greeley, Specialist, IMD
Information Security Officer

IT Project Team Member

Eu_ge_ne I\Ertine_z, Gartner

Independent Verification and

Validation (IV&V) Managing

Partner

' Brian Avant_s, G_a;tner

IVE&V PM

]on K}ashare, Gartner

IV&V Quality Assurance
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Contact Information

Jacob.Paulos@chp.ca.gov

(916) 843-4072

Daniel.Rogers@chp.ca.gov

' (916) 843-4104

lgor.Zhilovskiy@chp.ca.gov
(916) 843-3538

Anthony.Roadman@chp.ca.gov
(916) 843-4050
CFlure@chp.ca.gov

. (916) 843-4128

David.Andrade@chp.ca.gov
(916) 843-3667

EGreEIev_@ch;).E:a‘gov

(916) 843-4012

Eugene.Martinez_@_gzﬁner.ccm

Direct: (916) 414-2248

Mobile: (916) 505-0640

Brian.Avants@gartner.com

Direct: (916) 414-2256
Mobile: (408) 623-0888

- Jcnathan.Kasﬁa_r(;@ﬁa_rtner.com

Direct: (203) 923-0753
Mobile: (917) 882-3274

Influence
Over
Project

(H/M/L)

. Low

Medium

' Low

|
Low

: Low

- 'Low

Impacted

by
Project

(H/M/L)
Medium

‘ Low

Low

Low

Engagement

(Participate
/Inform)

Participate

Inform

Inform

Participate

1 Participate
|


www.Jacob.Paulos@chp.ca.gov
www.Daniel.Rogers@chp.ca.gov
www.Igor.Zhilovskiy@chp.ca.gov
www.Anthony.Roadman@chp.ca.gov
www.CFlure@chp.ca.gov
www.David.Andrade@chp.ca.gov
www.PGreeley@chp.ca.gov
www.Eugene.Martinez@gartner.com
www.Brian.Avants@gartner.com
www.Jonathan.Kashare@gartner.com

Influence Impacted

Over by
Stakeholder Contact Information Project Project (Participate

Engagement

/Inform)

(Name, Title, Organization, Role) (H/M/L) (H/M/L)
Jim McGrath, Gartner Jim.Mcgrath@gartner.com Low Low Participate

(917) 767-9207
Joe Siegel, Gartner Joe.Siegel@gartner.com

(310) 713-6300

Ernst Rampen, Gartner Ernst.Rampen@gartner.com

(203) 316-1745

Nikhil Nayak, Gartner Nikhil.Nayak@gartner.com
(916) 414-2261

Richard Bateman, Gartner Richard.Bateman@gartner.com

(916) 414-2242

IV&V Subject Matter Experts
(SMEs)

Harjot Pabla, Supervisor, ITS, PM _ Harjot.Pabla@chp.ca.gov ' Medium = Medium
Back Up, CR Coordinator (916) 843-4020 '

| Partici;;ate

Jessica Leymaster, Specialist, ITS, | Jessica.Leymaster@chp.ca.gov
Financial Analyst (916) 843-4015

Audrey Kagiyama, Specialist, ITS = Audrey.Kagivama@chp.ca.gov
(916) 843-4014

General PM Support
IT Acquisitions and Project

Management Oversight
‘Mike Hagan, COBAN ' MHagan@safefleet.net High Medium  Inform
. Technologies (615) 403-6542

Vendor PM
Cindy Chang, COBAN ' CChang@safefleet.net High ' High ' Participate
Technologies (281) 925-4060

Vendor PM
' J_efrv Chang, COBAN Technologies JChang@safefleet.net : High ' High ' Participate
Vendor Technical PM (281) 925-0488 x126
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Influence Impacted

Over by Engagement

Stakeholder Contact Information Project Project (Participate
[inform)

(Name, Title, Organization, Role) (H/M/L) (H/M/L)
Anooja Tandon, Supervisor, CDT Anooja.Tandon@state.ca.gov | Medium Low Participate
(916) 215-7471 .

Denise Browne, Manager, CDT Denise.Browne@State.ca.gov
(916) 607-7740

CDT Project Approvals and
Oversight

| Project Oversight Managers _ . . |
Thomas Giordano, Specialist, IT | Thomas.Giordano@dof.ca.gov Low Low Inform

Consulting Unit, DOF ‘ (916) 445-1777
|

Critical Partner

David Bayoneta, Manager, | E_)Bévaneta@chp.ca.aov ' Low ' Medium | Participate
Business Services Section, |

16 -
Purchasing Services Unit | (Hae)iaae-3620

CHP Contract Manager
Denelle Scott, _Specialist, DGS ' Denelle.Scott@dgs.ca.gov | Low ' Medium | Participate

Statewide Contract Manager

(916) 375-4492

4.4 Project Priorities
No change from what was submitted with PMP documentation below:

Constraint Description

Scope The project scope is limited to the implementation of in-car cameras. The introduction
of BWCs to scope will occur when RPS confirms Department direction and funding
becomes available.

Time The schedule factor was chosen as constrained, because the aging hardware will not
last beyond the initial projected end date of the project.

Cost The project funding is limited to the approved BCP monies of $52.53 million. A future
BCP will be submitted to provide for the M&O costs.
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4.5 Project Plan

45.1 Project Scope

The project will replace the CHP’s existing in-car DVD-based video and audio recording system with a
new wireless cloud-hosted solution. It will also have the ability to integrate with BWCs if/when the
Department elects to implement.

4.5.2 Project Assumptions
No change. The WMVARS Project_Management_Plan v12 is included as a separate document.

The following are the critical assumptions for this project:

T T S

California Highway Patrol senior management will actively support

Strong management :
& & the direction and effort.

engagement

Proven methodologies The project will use the California Project Management Framework
and the CHP Project Management Framework.

Strong user adoption Users will accept the system when the acceptance test proves the
system meets the requirements.

SME availability Resources will be allocated to the project when required.

Project Team empowerment Project Team members with conflicting operational responsibilities

will have a way to resolve conflicting time frames between an
operational issue and project deliverable deadlines.

4.5.3 Project Phasing
Refer to section 3.4.4, Implementation Plan, as well as the separate WMVARS Implementation Plan v4.5.

4.5.4 Project Roles and Responsibilities
The following is a list of general roles and responsibilities for the project. Additional responsibilities may
be called out separately in the various subsidiary PMPs.

Role Responsibility

ESC Member Provide project-level governance; assist in resolving issues beyond PM'’s
authority; provide recommendations on or approve CRs; and participate in
internal stage gate reviews. (Committee may also include PMs and sponsors
from outside agencies/state entities.)

Project Sponsor Provide either business or IT project sponsorship; support the need and justify
business value; and ensure business resources are made available to support
objectives.
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Role

Business Owner

State PM

State Technical PM

Project Team
Member

Procurement and
Project Management
Oversight

Vendor/Contractor

Vendor PM

Vendor Technical PM

IVE&V Team

CDT IPO

Responsibility

Own the business processes being impacted, provide input into the project
objectives and scope of work, and ensure business resources are made
available to support objectives.

Lead the team responsible for achieving the project objectives and ensure
project is managed according to state and departmental policies and
procedures. Oversee the project at a high-level working closely with the CHP
Technical PM and the Vendor PM.

Oversee and manage the day-to-day tasks associated with project
implementation; and work closely with the Project Team, CHP PM, Vendor PM,
and assigned solution and implementation consultants.

Support the PM by performing the work needed to achieve its objectives (i.e.,
business and technical).

Provide guidance on IT project management practice; ensure project follows
established policies and procedures; and liaise with control agencies as
required.

Provide project engagement oversight; review and approve engagement
activity and invoice payments; and ensure engagement hours and statement of
wark (SOW) deliverables and requirements are satisfactorily met.

Complete deliverables per the SOW.

Lead the vendor team responsible for completing project tasks and ensure
project is managed effectively. Oversee the project at a high-level working
closely with the CHP project management team.

Oversee and manage the day-to-day tasks associated with project
implementation and work closely with the Project Team and both the vendor’s
and CHP’s project management teams.

Perform a granular level of oversight; and review CHP and vendor plans and
processes to ensure the WMVARS solution meets the requirements,
specifications, and project objectives. Collaborate with the State PM for
required project documentation and reports.

Responsible for approval and oversight of IT projects, including the
establishment and enforcement of IT policies and procedures.

Provide “an independent review and analysis to determine if the project is on
track to be completed within the estimated schedule and cost and will provide
the functionality required by the sponsoring business entity. Project oversight
identifies and quantifies any issues and risks affecting these project
components.”



455 Project Schedule

Refer to section 3.4.2, Impact of Proposed Change on the Project. The table summarizes major project
milestones, baseline start and end dates, current start and end dates, and current status.

The WMVARS Master Project Schedule is included as a separate document.

4.6 Project Monitoring and Oversight

The project is subject to IV&V, currently being performed by Gartner, and IPO, performed by CDT. A
Project Oversight kick-off meeting was held on December 6, 2019. In addition to Project Team
meetings, the State Project Management team meets regularly with both IV&V and CDT IPO to discuss
and review V&YV Task Reports, IPO Reports, overall project health, and risks and issues.

The following is also documented in section 4.8, Governance Management, Project Monitoring in the
WMVARS Project_Management_Plan v12.

Project Management Controls
Project Management Controls are checkpoints to ensure expectations are in alignment and there is
agreement before proceeding to the next phase of the process.

There are five phases to the project management lifecycle (PMLC): 1) Concept, 2) Initiating, 3) Planning,
4) Executing, and 5) Closing. During each phase there are tasks/activities and deliverables being
produced. In general, the checkpoint is to ensure tasks have been completed, the budget and schedule
are validated, and project risks and issues are reviewed before fully engaging in the next phase of the
project lifecycle.

Phase PM Controls Purpose
CDT Reportable
Concept e CHP 53, Request for Information | Acknowledge the request,
Technology Services, IMD Project | agree there is a project need,
Approval and determine project
priority.
Initiating e Project Charter Review Approval | Agree on objective, scope,
e Stage 1 Business Analysis Review | and whether the project is
and Approval worth the investment.
Planning e Kick-off Meeting Agree on what it will take to
e Stage 2 Alternatives Analysis complete the project, verify
Review and Approval the project is still worth the
e Stage 3 Solution Development investment, and ensure all
Part A Solicitation Prep Review | plans are in place and project
and Approval is ready to move forward with
e Stage 3 Solution Development | execution activities.
Part B Solicitation Package
Readiness Review and Approval
e Stage 4 Project Readiness and
Approval
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Phase PM Controls Purpose
CDT Reportable

Executing e Go/No Go Decision Confirm the project is ready to
e Change Control Board Review move to a production
and Approval environment.
e Executing Phase Gate Review
and Approval
Closing e Post Implementation Evaluation | Review and confirm all
Report Review and Approval activities related to the
project have been completed,
review lessons learned and
henefits realization, and agree
project can be closed.

Project Status Meetings

Status meetings are a project management tool to assist with monitoring the project. They allow
project stakeholders the opportunity to discuss project goals, tasks, progress, risks, and issues. The
various types of project meetings are to be outlined as part of the project Communication Management
Plan within the PMP.

Project Reporting

Status reports are a project management tool to assist with communicating project status on a regular
basis. They provide project stakeholders with enough information necessary to keep a pulse on the
project. The various types of project reporting and communications are outlined as part of the project
Communication Management Plan within the PMP,

4.7 Project Quality

No change. Quality Management is broken into two types: process and product. The following is also
documented in section 4.13, Quality Management, in the WMVARS Project_Management_Plan_v12.

Process Quality
The project has the following processes built into the project’s management processes to help drive
quality throughout the project.

Phase Process Activity

All Staff Acquisition e Staff acquired has the necessary skill set for
their role.
e Staff acquired align with Resource
) Management Plan.
Initiating PAL o Completion of the PAL Stage Gate Deliverable
(Stage 1).
e Approval of the PAL Stage Gate.
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Phase I Process Activity
|

Planning Project Planning e Completion of the PAL Stage Gate
Deliverables (Stages 2-4).
» The PMP meets applicable standards and is
approved by appropriate Stakeholder(s).
Executing Testing e Full system functionality testing.
e Two Field Tests: direct to cloud and
on-premise locations.

Executing Change Control Go/No Go decision based on:
Management e Number of outstanding critical defects.
e Number and severity of open/unresolved
defects.
Executing Verification e Verify all vehicles identified during Phase 1

have been prewired for WMVARs installation;
if not, complete prewire.

e Verify and validate Phase 2 vehicles have
WMVARS components installed correctly.

e Final verification and validation of all vehicles
identified during Phase 1 and Phase 2,
including any prewired new builds, have a
fully functional WMVARS unit.

Process Measurement
The project will conduct the following reviews to assess process quality and identify defects.

Review Type Review Goal Deliverables/Artifacts | Responsibility Timing
Project Review = Review of project Project Management Project As needed.
management Planning Documents Oversight
documentation and (CHP and CDT)
Issue Log
status reports to
ol . : V&V
ensure project is Risk Register
moving forward as

planned. Change Request Log

Project Management
Office Status Reports
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Review Type Review Goal Deliverables/Artifacts | Responsibility

Documentation Review of the Project Management PM When moving to a
Review project’s Planning Documents new project
management plans phase.
g Issue Log
and other project ;
: ; ; When a risk
documentation to Risk Register
e related to one or
determine if the £ th
project’s Change Request Log more of the

processes has

documentation ; e
been identified.

standards are being

followed. As needed.
Managerial Evaluate and Defect reports Project Quarterly.
Review determine the overall i Sponsor(s)
: ; Audit results
efficacy of project

) PM
quality management. CRs

This includes both
quality assurance
(process quality) and
quality control
(product quality).

Quality Management
Plan

Product Quality
The following table shows the product and product-related items that will be measured for quality
throughout the project and the criteria by which they will be measured.

Product/Deliverable Criteria

Requirements All business, functional, and nonfunctional requirement specifications adhere
Specification to the needs of the CHP, Reviews have been conducted through System
Functionality Testing and the specification is deemed to be complete.

Recording Equipment Equipment design specifications adhere to departmental standards. Reviews
have been conducted by FOS, RPS, and ITS and are deemed to be complete.
The RTM mapping from requirements to design components is complete and
addresses all requirements. Further review will take place during the System
Functionality Test phases.

Centralized Technical and functional WMVARS requirements reviews have been
Cloud-Based Evidence  conducted through System Functionality Testing and the Field Test is deemed
Management System to be complete.
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Product Measurement
All products will be evaluated for quality. The project will conduct the following reviews to assess
product quality and identify defects.

Deliverables/

Review Type Review Goal R ibili
w Typ view Goa | Artifact esponsibility
System Checks the adequacy RTM PM Upon initial
Requirements of the requirements. . submittal of the
e CR Project Team ;
Specification ] d requirements.
5 Verify/validate the Members
Review . sy
requirements. e Upon initial
B submittal of the
Determine if any .
¥y ITS requirements.
additional
requirements.
Architecture Evaluate the RTM PM Upon initial
Design Review technical adequacy . submittal of the
v High-Level IT Sponsor G ;
of the preliminary . preliminary design.
: Design
design for the U h in'th
WMVARS o p(I)’rlE?C andge {n e
et | Ere ulTunary esign
sub-components, Quality oy o0
software, and m::ageme"t When a risk related

services depicted in
the preliminary
design description.

Product Improvement
Project quality is the responsibility of every Project Team member; however, there are specific roles and
responsibilities among various Stakeholders. Below are specific roles and essential responsibilities of

various Stakeholders related to the project’s quality management efforts.

Role

Executive Sponsor

PM
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Responsibility

to the design has
been identified.

As needed.

e Set the tone and expectations for project and product quality.
e Overall decision-making responsibility for Quality Management

activities.

e Oversee overall project quality management process and deliverables.
e Ensure quality management activities are being conducted per the plan.
e Develop and track project metrics.
e Oversee vendor activities.
e Promote quality culture.



Role ‘ Responsibility

Technical PM e Participate in quality definition activities.

Representatives from: e Review major quality issues and approve or make recommendations to
ITS the Project Sponsor(s) and/or ESC.

RPS e Monitor and resolve quality issues that are escalated to them.

FOS e Promote quality culture.

TS e Ensure adherence to process standards.

e Ensure deliverables meet quality standards.
e Participate in team-level quality reviews.

4.8 Change Management

No change. The following is also documented in section 4.2, Change Control Management, in the
WMVARS Project_Management_Plan_v12.

The purpose of the Change Control Management Plan is to document how project changes are to be
requested, assessed, approved, monitored, and controlled. This plan defines the Change Control
Process (CCP) to standardize the procedures for efficient and prompt handling of all project CR. A
formal, repeatable process minimizes risk when introducing change to the project environment and
helps preserve quality. The Change Control Management Plan defines the activities, roles, and
responsibilities necessary to effectively and efficiently manage and coordinate the change process.

Approach and Change Control Governance

In the project, the project-Level Change Control Committee and the project team are one in the same.
All CRs will be reviewed by the Project Team, which will include reviewing both technical and business
impacts. If consensus cannot be reached, the request will be escalated to the commanders of the
respective groups and/or the ESC to provide direction.

Change Control Process

Project Change Request
The following project change request process will be used for managing major and minor changes that
impact scope, schedule, and/or budget:

pyEe S Criteria Reviewer Approver LA

Change Description Required?

Major Represents Addition of a new ESC Clo Yes
significant requirement or expansion

change in project | of an existing business
scope, schedule, | requirement that has

or budget significant impact on
scope, schedule, or cost.

Schedule delay of more ESC clo Yes
than 30 days or 10
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percent delay to project
end date.

Requires additional
funding of $100,000 or
impact on total project
budget is greater than 10
percent.

ESC

Clo

Yes

Minor

Routine change
with little or no
significant impact
on project

Schedule delay of less
than 30 days or less than
10 percent impact to
project end date.

Project Sponsors

PM

No

Impact on project budget
is less than $100,000 or
less than 10 percent of
total project budget.

Project Sponsors

IT Project
Sponsor

No

Change Request Initiation and Processing
The following process will be used for managing major changes that impact scope, schedule, and/or

budget:

Project Management - Change Management Process

Stakeholder /
Requestar

change and sends. 3 requet + >

iidentifics the need for 2

to the project manages

- |.ih

=
u
oo
g Legs clange request in . 10 resuestor Rebaselines,
g § change request log commanicates L™ » ah
| change and moves —— i -
5= ' forward with . \ '
o T’ | implementation i 1
=) i
= Evaluates change T
fecpeests and provides : 3
pcBiniy ol fEe: > ;nhnmm;nm
impadt 1o scope, cost, e |
E schedule, risk) No
8 (~)
& e
o ??Y\
: A
o Yes I
l e
g E L -
=
o~ . '
b} ¥ Rerviews, o > i
g Artharines Re evaluates v ¥ ¥
‘2 £ by dhange? reguest 7 P4
o m
g E |
g E - -
=0
£8 t |

Step 1 Stakeholder/requestor identifies the need for a change and sends a CR to the PM via e-mail.

The requestor must complete the “Change Request Submission Section” on Change Request Form (CRF).
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Step 2 The PM logs the CR in the project Change Request Log.
Step 3 The PM adds the CR to the Project Team meeting agenda.

Step 4 Project Team or assigned individual evaluates the CR and completes the “Change Request
Analysis Section” on the CRF.

Step 5 Project Team determines if the CR moves forward for approval.

Step 5a If it is determined a change will not move forward, the PM will notify the requestor and
complete the “Change Request Closing Section” on the CRF (see step 6).

Step 5b If it is determined a change will continue to move forward, the PM will schedule a
review meeting with the Project Sponsors and/or ESC.

Step 5¢ The PM will complete the “Change Request Approval Section” on the CRF and obtain
signature from the Project Sponsor.

Step 5d If CR is approved, PM will rebaseline the project and notify the requestor and Project
Team.

Step 5e Upon completion of the project or upon confirmation the change was implemented, the
PM will complete the “Change Request Closing Section” on the CRF.

Step 6 |[f the Project Team, Project Sponsors, or ESC do not approve the change, the requestor may
escalate and request a re-evaluation by the committee. The PM will schedule a re-evaluation review
meeting with the objective of obtaining final disposition.

Change Request Analysis

The Project Team analyzes the CR to determine the potential impact(s) of the requested change on the

project. The team validates and verifies the information provided by the Requestor and makes updates
as needed. The team analyzes the situation and the CR Owner documents the results of the analysis in

the Analysis section of the CRF.

Change Request Approval

The Project Team reviews the recommended approach to implementing the change and determines
next steps for the CR. If consensus cannot be reached by the Project Team, the PM will present the CR
and recommendation to the Project Sponsors, commanders of the RPS and the ITS, for direction. If
more direction is needed, the commanders will present the CR and recommendation to the ESC.

The PM notes the decision in the Change Request Disposition box of the “Change Request Approval
Section” on the CRF. The CR disposition is typically accompanied by comments regarding the decision,
signature, and signing date.

Roles and Responsibilities
The below table of Roles and Responsibilities provides a description of the duties of those involved in
the CCP.



Role _ Responsibility

ESC Member * Review major CRs escalated by the Project Team.
e The CIO has final decision authority on major CRs.

Project ® Review minor decisions on CRs escalated by the Project Team.
Sponsors e The IT Sponsor has final decision authority on minor CRs.
Project Team e Primary decision-making body for CRs (i.e., acts as Change Control Committee).

* Meet on a regular basis to address outstanding CRs and escalates to Project
Sponsor(s) and/or the ESC, as necessary.

e Act on CR decisions by Project Sponsors and/or the ESC.
PM e Establish and maintain the Change Control Management Plan.

¢ An active sponsor of approved changes.

e Manage the CCP and any resistance to approved changes.

* Approve CRs for analysis.

e Assign the CR analysis to a CR Owner.

e Review the scope, budget, and schedule impacts.

* Assign project resources for CR analysis and, if approved, implementation.

e Review the CR implementation after it is deployed.

e Communicate CR status/decision back to Stakeholders.

e Vote as a member of the Project Team.

e Approve changes within designated authority.

e |nitiate the escalation process to the commander(s) and the ESC, as needed.
CR Owner o |dentify possible solutions and the impact to the project and its Stakeholders.

e Take ownership and work with the Project Team to analyze, evaluate, and, if
approved, implement CRs.

e Complete the CRF.

e Prepare supporting documentation for the CR,

e Obtain manager approval to submit the CRF to the CR Coordinator (CRC).
e« Submit CRF to the CRC.

e Verify CRs are implemented correctly.



Role ‘ Responsibility
CRC ® Single point of contact for CRs.
e Receive and record CRs in the chosen tracking tool.
e Perform initial CR risk assessment.
e Review the CR's impact to the project’s scope, schedule, and cost.
e Schedule and transcribe the project meetings in which the CRs are discussed.
e Maintain the CR tracking tool, monitor CR progress, and report status regularly.

e Measure the overall quality of the CCP to report trends and make
recommendations for process improvement.

e Maintain project CR documentation in project library.

Project Baselines
Project baselines will be finalized at the following points of the project:
* Scope and Cost — Upon completion of project planning and CDT PAL approval.

e Schedule — Expected to be within 30 days of Contract execution; however, no later than 15 days
after project kick-off.

Project Change Request Tracking
The project CRs will be tracked by the CRC in the Change Request Log.

Change Request Reporting
Change request reporting will be presented in Project Team meetings as well as ESC briefings. Change
request information will be provided in the format below.

Title ‘ Frequency Content | Usage
Open, Pending, Regularly Summary of the CRs that have been Keeps the Project
and Approved CRs  Scheduled opened, still pending, and approved Team and
Team since the last reporting. Stakeholders
Meeting informed about the
(Weekly) changes being made.
CR As Lists all CRs approved for - Used by
Implementation Completed implementation, activities to management, the
Status implement, estimated completion date, CRC, and CR Owners
and status. to track CR

implementation.

4.9 Authorization Required
Not applicable.
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5.0 Updated Risk Management Plan

The following is also documented in section 4.16, Risk Management, in the WMVARS
Project_Management_Plan_v12. Since its submission during PAL, only a minor modification has been
made to clarify risk reviews that occurred during Project Team meetings as opposed to separate
quarterly meetings.

Risk management can be defined as the processes and structures directed towards realizing potential
opportunities, while simultaneously managing possible adverse impacts. From a project management
perspective, risk management is a continuous activity conducted throughout the fife of the project. It
seeks to identify potential risk, evaluate impact, develop mitigation plans, and monitor progress,

Roles and Responsibilities
The table below outlines the project participants who are expected to collaborate on project risk
management activities.

Role | Responsibility

ESC Member » Review the Risk Register and/or risk reports provided to the committee in
accordance with this plan.
¢ Responsible for understanding the possible effects and impacts of
identified risks.
Ensur ethe PM has a sound plan for mitigating the impacts of risks that
have been escalated to the ESC.
Project Sponsor * Provide the necessary support to the PM to ensure state and vendor
resources are available to support the execution of this plan.
e Provide the necessary support to ensure state and vendor resources
commit to the risk management efforts.
e Monitor effarts to address risks and provide leadership to focus resources
on resolving open unplanned risk events.
s Provide guidance on escalated risk events and assist in their resolution.



CHP PM e Maintain the overall risk management process and Risk Register
containing the risk details.

e Ensure the risks managed by this plan are organized, managed,
communicated, and controlled.

* Ensure project-related risks are identified and mitigated in a timely
manner to minimize impact; to be discussed at regular Project Team
meetings and ESC briefings as included in the Communication
Management Section.

e Periodically obtain status from Risk Owners on mitigation progress.

e Track progress of the risk management effort by reviewing the Risk
Register and/or risk management reports.

e Escalate mitigation approaches for identified high severity risks that are
beyond the PM’s span of control and decision authority.

e Ensure the entire Project Team, state, and vendor are following this plan.

e Ensure all other project processes that interact or provide input to the
risk management effort are being adhered to.

e Ensure there are sufficient resources to execute this plan and the risk
management activities are being performed in a timely manner.

e Assign risks to owners,

Vendor PM e Perform reviews of the risk management work being performed by the
vendor team.

e Verify the work complies with the risk management approach described
in this plan and the requirements in the vendor’s Contract.

e Share responsibility for identifying risks and risk events in a timely
manner to mitigate the risk and minimize impact to the project.

Risk Owner * Responsible for management, administration, and delivery of assigned
risks, including monitoring and controlling risk activities, and updating the
Risk Register, the mitigation plan, and contingency plan details in the Risk
Register.

e Share responsibility with the PM for ensuring risks are organized,
managed, and controlled and that risks are identified and mitigated in a
timely manner to minimize impact to the project.

e Provide status updates to the PM.

Risk Management Processes

The CHP will hold an initial risk brainstorming session to establish a risk list early in the project (i.e., in
the planning stages, after project approval). Each risk on the Risk Register will be graded high, medium,
or low for both impact and probability of occurrence. The project will track the high-high, medium-high,
and high-medium risks monthly.



Identify Risks

Risk identification is the first step in the risk management process that projects should employ. Risk
identification involves identifying risks, identifying which of those risks are likely to affect the project,
and documenting characteristics of those risks. Spotting a potential risk is accomplished by recognizing
an event, state, or condition within the boundaries of a project may occur with unplanned
consequences. While these consequences are usually undesirable, they may lead to positive
opportunities. All Project Team members, including Stakeholders, end users, SMEs, and sponsors, are
encouraged to identify and report potential risks to the project immediately upon detection to the PM.

Identifying risks is an iterative process because new risks may become known as the project progresses
through its project lifecycle. Risk information can initially be gathered from the business case,
accumulated lessons learned, and an initial risk brainstorming session.

Crucial to risk identification is the input of Project Team members and other Stakeholders to recognize
and report risks as soon as possible. Risks can also be identified during Project Team meetings and will
be incorporated into the meeting agenda and minutes templates for all project meetings.

Risk Register
The Risk Register is a tool used to document potential risks (risk candidates). The project’s Risk Register
has been created in Microsoft Excel.

Risk Register Template
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Analyze Risks

The focus of analyzing risks is to examine each identified risk to assess the likelihood of the risk event
occurring, and the probability of outcomes associated with the risk, to determine its potential impact on
the success of the project. This, in turn, provides the ability to prioritize each risk to ensure the risks
with the greatest potential impact to the project are dealt with first. The CHP will focus on risks which
score as a combination of high or medium project impact and high or medium probability of occurrence.
The PM and risk owner will review all risks regularly to identify any low risk items whose circumstances
have changed resulting in the elevation of the impact/probability score. Any risks categorized as high
impact, high probability, will be escalated by the PM and discussed with Project Sponsors and/or ESC.
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Risk Response Planning

Risk Response Planning is the process of selecting the appropriate response strategy for each identified
risk. This, in turn, helps the project avoid risks, transfer responsibility for risks, mitigate the
consequences of risks, reduce the probability of occurrence of risks, accept the consequences of risks, or
enhance the opportunity to benefit from positive risks. Strategies for both negative and positive risks
include:

Strategies for Negative Risks

e Avoid: Risk Avoidance involves changing the PMP to eliminate the threat posed by the risk.
Some risks can be avoided by clarifying requirements, obtaining additional information,
improving communication or acquiring expertise.

¢ Transfer: Transferring a risk requires moving, shifting, or reassigning some or all negative
impact and ownership to a third party. This does not eliminate the risk but gives another party
the responsibility to manage it.

e Mitigate: Risk Mitigation implies a reduction in the probability and/or impact of a negative risk.
Reducing the probability and/or impact of a risk occurring is often more effective than dealing
with the risk after it has occurred.

e Accept: This strategy indicates the Project Team has decided not to change the PMP (i.e.,
schedule, approach, or reduce project scope) or is unable to identify another suitable response
strategy.

Strategies for Positive Risks or Opportunities

e Exploit: This strategy may be selected for risks with positive impacts where the organization
wishes to ensure the opportunity is realized, and eliminates the uncertainty associated with a
positive risk by ensuring the opportunity happens.

e Share: Sharing a positive risk involves allocating some or all ownership of the opportunity to a
third party who is best able to capture opportunity for the benefit of the project.

s Enhance: This strategy is used to increase the probability and/or positive impact of an
opportunity, identifying and maximizing key drivers of positive risks.

e Accept: Accepting a positive risk or opportunity is being willing to take advantage of it, should
the opportunity come along.

The project risk response planning will be documented by the PM in collaboration with key project
Stakeholders. The status will be presented to the Project Team during project status and ESC meetings.

Risk Monitoring Activities
Once a risk is established, it is monitored on an ongoing basis:

* Maonitor if a risk escalation trigger has occurred.

e  Monitor if risk response actions are as effective as anticipated.

* Monitor if risk responses are implemented as planned.

* Monitor for Residual Risks (element of a risk that remains once the risk assessment has been
made and responses implemented).



e« Monitor systematically to:
o Assess currently defined risks.
Determine actions to be taken.
Evaluate effectiveness of actions taken.
Report on the status of actions to be taken.
Validate previous risk assessment (likelihood and impact).
Validate previous assumptions.
State new assumptions.
Identify new risks.

B O oD O 6

Risk Control Activities
Once a risk is established, it is controlled on an ongoing basis:

e Validate mitigation strategies and alternatives.

* Assess impact on the project of actions taken (scope, cost, time, schedule, and resources).
e |dentify new risks resulting from risk mitigation actions.

e Ensure the project’s Risk Management Plan is maintained.

s Revise Risk Response plan(s).

The Project Team will review risks during Project Team meetings, update existing risks and discuss
potential risks that need to be accounted for. However, it is important to note that any member of the
Project Team or Stakeholder group can raise a potential risk to the PM for evaluation at any time. If
needed, the PM will schedule a separate risk review session independent of Project Team meetings.

5.1 Risk Register

At time of project approval, eight risks were identified. Of those, six have been closed. Since the start of
the execution phase, 13 more risks have been identified and 10 of those have been closed. Five remain
as open risks and are actively being managed:

e Qut Year Ops Funding — M&O BCP.

e Body Worn Camera funding,

e Parts delay due to Coronavirus.

e Retrofit build time.

e Delay in the processing and approval of the Special Project Report.

The updated Risk Register (WMVARS Risk Issue Change Decision Log_10302020.v3.1) is included as a
separate document.

6.0 Updated Financial Analysis Worksheet

Please refer to section 3.4.2, Impact of Proposed Change on the Project, for a breakdown of changes by
item.

The FAW (FAW 2720 114 WMVARS 101920 SPR.v4.1) is included as a separate document.
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Attachments:

Complexity Assessment WMVARS 053020 v3.0

FAW 2720 114 WMVARS 101920 SPR.v4.1
SIMMA45E_WMVARS Project Status Report_October 2020
WMVARS BCP - Responsibilities_10192020 _v3.1
WMVARS Implementation Plan v4.5

WMVARS Master Project Schedule_v1.2

WMVARS Project_Management_Plan_v12

WMVARS Risk Issue Change Decision Log _as 0f10302020.v3.1
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| 2. | Type of Document X

| Project Number 2720-114
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Date
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Pilot — Direct to Cloud (East Sacramento Area) 01/13/2021
Pilot — On-Premise (Placerville Area) 01/13/2021
Rollout Phase | — Prewire/Retrofit Vehicles 04/08/2021
Rollout Phase Il — Division Training and Begin 11/30/2022
Vehicle Installation
New Build 11/30/2022
Phase 2 Verification/Quality Control 04/07/2022




INFORMATION TECHNOLOGY _(OJECT SUMMARY PACKAGE
SECTION B: PROJECT CONTACTS

Final Verification — Phase 2 (All Division) 11/30/2022
Rollout Complete 11/30/2022
Post Implementation Evaluation Report 08/30/2023
(PIER)
Key Deliverables

Finalize and Deliver Public Safety 09/11/2020
Communications Testing

ADFS Integration of Roles/Groups/Permission 08/17/2020
Pilot for East Sacramento and Placerville 01/13/2021

Proposed Solution

The project scope is limited to the acquisition and implementation of a Commercial Off-the-Shelf (COTS) software as a service (SaaS)
WMVARS solution, including all hardware and software needed to meet project objectives. The overall solution shall support a
direct-to-cloud environment as well as a hybrid environment where the solution supports inputs directly from the in-car recording systems

and from a temporary local storage appliance from which digital evidence may be uploaded.




SECTION B: PROJECT CONTACTS

INFORMATION TECHNOLOGY . {OJECT SUMMARY PACKAGE

Project # 2720-114
Doc. Type SPR
Executive Contacts
Area Area
First Name Last Name Code | Phone # | Ext. Code | Fax # E-mail
Agency Secretary David Kim 916 | 323-5400 David.S.Kim@calsta.ca.qov
State Entity Director el Ray 918 8433001 Amanda.Ray@chp.ca.qgov
Budget Officer Michelle Fojas 916 | 843-3530 Michelle.Fojas@chp.ca.gov
clo Chris Childs 916 843-4000 CChilds@chp.ca.gov
Project Spansor Kevin Davis 916 843-3330 KMDavis@chp.ca.gov
Direct Contacts
Area Area
First Name Last Name Code | Phone # | Ext. Code | Fax # E-mail
Doc. prepared by Harjot Pabla 916 843-4020 Harjot.Pabla@chp.ca.gov
Primary contact Myrna Viloria 916 | 843-4059 MViloria@chp.ca.gov
Project Manager Myrna Viloria 916 | 843-4059 MViloria@chp.ca.gov



mailto:David.S.Kim@calsta.ca.gov
mailto:Amanda.Ray@chp.ca.gov
mailto:Michelle.Fojas@chp.ca.gov
mailto:CChilds@chp.ca.gov
mailto:KMDavis@chp.ca.gov
mailto:Harjot.Pabla@chp.ca.gov
mailto:MViloria@chp.ca.gov
mailto:MViloria@chp.ca.gov

INFORMATION TECHNOL J3Y PROJECT SUMMARY
SECTION C: PROJECT RELEVANCE TO STATE AND/OR DEPARTMENTAL PLANS

1. | What is the date of your current Technology Recovery Plan (TRP)? Date October 2019 Project # 2720-114
2. | What is the date of your current Agency Information Management Date January 2020 Doc. Type SPR

Strategy (AIMS) and/or Departmental Strategic Plan?
3. | For the proposed project, provide the page reference in your current Doc. N/A

AIMS and/or strategic business plan,

Page #
Yes No
| 4. | Is the project reportable to control agencies? X

If YES, CHECK all that apply: -

X a) The project involves a budget action.

b) A new system development or acquisition that is specifically required by legislative mandate or is subject to
special legislative review as specified in budget control language or other legislation.

X c) The estimated total development and acquisition costs exceed the Department of Technology’s established

Agency/state entity delegated cost threshold and the project does not meet the criteria of a desktop and
mobile computing commodity expenditure (see SAM 4989 - 4989.3).

d) The project meets a condition previously imposed by the Department of Technology.




INFORMATION TECHNOLOGY _(¢OJECT SUMMARY PACKAGE
SECTION F: RISK ASSESSMENT INFORMATION

Project # | 2720-114
Doc. Type SPR
Budget Augmentation
Required?
No
Yes | X If YES, indicate fiscal year(s) and associated amount: ] —[
FY |[2018/2019 [ FY [ 2019/2020 [ FY [ 2020/2021 | FY | 2021/2022 | FY 2022/2023 | TOTAL
$3,507,842 $22,677,849 $24,622,119 $15,619,077 $14,226,749 | $80,653,637
PROJECT COSTS (CURRENT ESTIMATED PROJECT COSTS)
1. | Fiscal Year Planning Cost | 2018/2019 | 2019/2020 2020/2021 2021/2022 2022/2023 TOTAL
2. | One-Time Cost $1,125,401 | $3,507,842 | $22,677,849 | $24,622,119 | $3,120,777 $0 $55,053,988
3. | Continuing Costs $0 $0 $0 $0 | $12,498,300 | $14,226,749 $26,725,049
4, TOTAL PROJECT BUDGET $1,125,401 | $3,507,842 | $22,677,849 | $24,622,119 | $15,619,077 | $14,226,749 $81,779,038

Approved Financial Analysis Worksheet vs. Current Financial Analysis Worksheet

PROJECT COSTS PAL September 2019 CURRENT VARIANCE %
Planning Costs (One-Time) | $1,125,401 $1,125,401 S- 0.0
Project Costs (One-Time) $47,226,219 $53,928,587 $6,702,369 14.2
Future Operations IT Staff

and Operating Expense &

Equipment (OE&E) Costs

(Continuing) $21,221,920 $26,725,049 $5,503,129 25.9
TOTAL PROJECT COSTS: $69,573,540 $81,779,038 $12,205,497 17.5




INFORMATION TECHNOLOGY

{OJECT SUMMARY PACKAGE

SECTION F: RISK ASSESSMENT INFORMATION

Detail Comparison

Project Costs (One-Time)

Staff (Salaries & Benefits)

Staff Operating Expense and Equipment (OE&E)
Rollup

Consulting & Professional Services (Prof. Svc.):
Interdepartmental (Interdept.)

California Department of Technology (CDT) -
Office of Statewide Project Delivery (OSPD)
Project Approvals and Oversight

CDT - OSPD Statewide Technology Procurement
CDT - OSPD California Project Management
Office

Department of General Services (DGS)
Procurements

Office of Systems Integration

Consulting & Prof. Svc.: External

Proof of Cancept (POC) - Facility Configuration

Independent Validation and Verification (IV&V)
Vendor Installation and Configuration
(Appliance)

Vendor Training
Off-Hours Services

On-Premise Appliance Support

PAL

i i W i n

1

7,502,577

345,725

1,435,049

916,540

2,500

516,009

2,006,800
10,000

750,000

487,500
58,500
5,400

695,400

Current

S 7,502,520
S 369,725
S 1,503,222
S 916,540
S 2,500
S .

S 584,182
$ )

S 1,176,040
S 10,000
S 747,740
S 130,000
S 58,500
S 1,800
S 228,000

Variance

$ (57)
S 24,000

S 68,173

$ e

s i

$ =

$ 68,174

$ e

S (820,760)
$ .

S (2,260)
$ (357,500)
$ -

S (3,600)
S (467,400)

% Comments

Realigned redirected staff resources based on
0.0% usage to date.

Increase in OE&E rate per Budgets, effective
6.9% Fiscal Year (FY) 20/21.

4.8%

0.0%

0.0%

13.2% Directly tied to COBAN procurement.

-41.4%
0.0%

-0.3% Current based on actual contract amount.
Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell

-73.3% coverage sites.
0.0%
-66.7% Removed per DGS
Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell
-67.2% coverage sites.



INFORMATION TECHNOLOGY

ALOJECT SUMMARY PACKAGE
SECTION F: RISK ASSESSMENT INFORMATION

Project Costs (One-Time)
Information Technology
POC: Servers (2 at cost to vendor)

Wireless Mobile Video Audio Recording System

(WMVARS) Hardware (including taxes)

Software

On-Premise Appliance (including taxes)

Cloud Storage

Network Telecommunication

Unanticipated IT Costs (Hardware, Software,
Telecommunication)

Misc. OE&E Rollup (Departmental Services;
Central Administrative Services: Office
Equipment; Other; Unclassified/Special
Adjustment; Local Assistance)

Total Project Costs (One-Time):

N

i

37,061,469 S 44,502,481 S

80,000

14,007,772

1,884,800

3,099,375

12,403,200

5,586,322

48,351,620

5

$

80,000

18,398,411

1,333,000

824,030

8,772,000

9,095,040

6,000,000

55,054,045

$

e An

7,441,012

4,390,639

(551,800)

(2,275,345)

(3,631,200)

3,508,718

6,000,000

6,702,425

20.1%
0.0%

31.3%

-29.3%

-73.4%

-29.3%

62.8%

13.9%

Updated based on actual parts required as a
result of working with Fleet Operations
Section (FOS), RPS, and WMVARS Technical
Team. Cost of complete unitis slightly higher
and increase in number of units. Takes into
consideration 2,600 vehicles to be outfitted
with WMVARS units, 10 percent for
loss/damage, and 800 sets of prewiring for
new builds (CR1) on an annual basis. Original
PAL estimate was 2,505 and current is 2,860.

Due to push in implementation rollout
schedule, the need for software and cloud
storage earlier in the project was eliminated.
Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell
coverage sites.

Due to push in implementation rollout
schedule, the need for software and cloud
storage earlier in the project was eliminated.
Increased modem and antenna cost.
Increased wireless access point (WAP) install
and infrastructure costs.

Added to cover potential need for increased
number of WMVARS replacement units, on-
site appliances/installation/support, external
WAPs including installation, modems, and
potential addition of body worn cameras for
extended testing.



INFORMATION TECHNOLOGY . {OJECT SUMMARY PACKAGE
SECTION F: RISK ASSESSMENT INFORMATION

Future Ops. IT Staff & OE&E Costs (Continuing)
Staff (Salaries & Benefits)

Staff OE&E Rollup

Consulting & Prof. Svc.: Interdept.
DGS Procurements

Consulting & Prof. Svc.; External
Off-Hours Services

On-Premise Appliance Support
Information Technology

Hardware
Software
Cloud Storage

Telecommunication {Antenna)

Unanticipated IT Costs (Hardware, Software,
Telecommunication)

Misc. OE&E Rollup (Departmental Services;
Central Administrative Services; Office
Equipment; Other; Unclassified/Special
Adjustment; Local Assistance)

Total Future Operations IT Staff & OE&E
(Continuing):

Annual Future Operations IT Costs (M&0):

PAL

W A

W 1 An

1,445,169

96,000
262,151
262,151
858,600

3,600

855,000
18,560,000

700,000
2,356,000
15,504,000

21,221,920

11,381,545

Current

S 1,620,449
S 108,000
S 308,600
S 308,600
s 228,000
s =

S 228,000
S 24,460,000
S 4,071,369
S 2,356,000
$ 15,504,000
S 1,800,000
S 728,631
$ &

S 26,725,049
S 14,226,749

Variance

S 175,280

S 12,000

$ 46,449

S 46,449

S (630,600)
S (3,600)
$ (627,000)
$ 5,900,000

s 3,371,369

s =

$ =

S 1,800,000

S 728,631

$ 3

s 5,503,129

s 2,845,204

% Comments

12.1% Increase in salary, per Budgets
Increase in OE&E rate per Budgets, effective
12.5% FY 20/21
17.7%
17.7% Directly tied to COBAN procurement
-73.4%

-100.0% Removed per DGS

Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell
-73.3% coverage sites.
31.8%
Original was based on RPS' current MVARS
budget. Currentis based on actual WMVARS
cost. Represents the cost associated with 10
percent of fleet vehicles in the field
(damage/replacement) and 800 new FQS
481.6% vehicles that need to be wired annually.

0.0%

0.0%
Antennas required for new builds. Cannot be
reused.
Added to cover potential need for increased
number of WMVARS replacement units, on-
site appliances/installation/support and/or
external WAPs including installation. More
likely individual WMVARS components that
need to be replaced due to normal wear and
tear.

25.9%

25.0%



INFORMATION TECHNOLOGY (OJECT SUMMARY PACKAGE
SECTION F: RISK ASSESSMENT INFORMATION

PROJECT FINANCIAL BENEFITS

5. | Cost Savings/Avoidances $0 $0 $0 $0 $0 $0
6. | Revenue Increase $0 $0 $0 $0 $0 $0
Project # 2720-114
| Vendor Cost for SPR Development (if applicable) | NJA Doc. Type SPR

| Vendor Name | N/A

VENDOR PROJECT BUDGET

1. | Fiscal Year FY 2018/2019 FY 2019/2020 FY 2020/2021 FY 2021/2022 TOTAL
2. | Primary Vendor Budget $3,341,441 $15,020,315 $10,965,685 $29,327,441
3. | Independent Oversight Budget $291,605 $291,605 $291,606 $874,816
4. | IV&V Budget $514,710 $138,030 $95,000 $747,740
5. | Other Budget (DGS) $46,701 $273,177 $264,304 $584,182
6. TOTAL VENDOR BUDGET | $3,388,142 $16,099,807 $11,659,624 $386,606 $ $31,534,179

PRIMARY VENDOR HISTORY SPECIFIC TO THIS PROJECT

7. | Primary Vendor Safe Fleet
8. | Contract Start Date 06/17/2019

9. | Contract End Date (projected) | 06/16/2022
10. | Amount $29,327 441"

* This cost is reflecting Primary Vendor’s Information Technology (Hardware, Software, On-Premise Appliance and Cloud Storage), Consulting and
Professional Services cost.

PRIMARY VENDOR CONTACTS

Area Area
Vendor First Name Last Name Code | Phone # Ext. | Code Fax # E-mail
11. | Safe Fleet Cindy Chang 281 925-0460 cchang@safefleet.net

12

13.



mailto:cchang@safefleet.net

INFORMATION TECHNOLOGY (OJECT SUMMARY PACKAGE
SECTION F: RISK ASSESSMENT INFORMATION

Project # 2720-114
Doc. Type SPR
RISK ASSESSMENT
Yes | No
Has a Risk Management Plan been developed for this X
project?

General Comment(s)

Project Management Plan v12, section 4.16 refers to risk management. Since its submission during the Project Approval Lifecycle, only a
minor modification has been made to clarify risk reviews occurring during project team meetings as opposed to separate quarterly meetings.

Risk management can be defined as the processes and structures that are directed towards realizing potential opportunities, while
simultaneously managing possible adverse impacts. From a project management perspective, risk management is a continuous activity
conducted throughout the life of the project. It seeks to identify potential risks, evaluate their likely impact, develop mitigation plans, and
monitor progress.




Acronym
BCP
cDT
CHP
COTS
CR
Dept.
DGS
FAW
FOS
FY
HQ
IMD
Infra

Interdept.

IT

V&V
M&O
Maint.
Misc.
MVARS
OE&E
0sl
OSPD
PAL

PM

POC
Prof. Svc.
ROI

RPS
Spec.

Sl

WAP
WMVARS

Description

Budget Change Proposal

California Department of Technology
California Highway Patrol
Commercial Off-the-Shelf

Change Request

Department

Department of General Services
Financial Analysis Worksheet

Fleet Operations Section

Fiscal Year

Headquarters

Information Management Division
Infrastructure

Interdepartmental

Information Technology
Independent Verification and Validation
Maintenance and Operations
Maintenance

Miscellaneous

Mobile Video Audio Recording System - DVD based system
Operating Expense and Equipment
Office of System Integration

Office of Statewide Project Delivery
Project Approval Lifecycle

Project Manager

Proof of Concept

Professional Service

Return on Investment

Research and Planning Section
Specific

System Integrator

Wireless Access Point

Wireless Mobile Video Audio Recording System



EXECUTIVE COST SUMMARY

Project Name: Wireless Mobile Video and Audio Recording System (WMVARS}
Department Name:  California Highway Patrol (CHP)
\Project Number:  2720-114 o Date: 10/19/2020
~OJECT COSTS x
.aning Costs (One-Time) $ 1,125,401
Project Costs (One-Time) $ 53,928,587
Future Operations IT Staff & OE&E Costs (Contlnmng) $ 26,725,049
TOTAL PROJECT COSTS: § 81,779,038
AnnuaT Fut. Ops. IT Costs (M&O): $ 14,226,749,
| : _ PROJECT BUDGET
Staff (Salarles & Beneﬂts) 3 7,502,520
Staff OE&E Rollup ' $ 369,725
| Consulting & Prof. Services: Interdepartmental | $ 1,503,222 |
Dept of Technology - Office of Statewide Project Delwery (OSPD) F'rOJect Approvals and Ovemlght ‘| $ 916,540 |
_ DeptofTechnology - OSPD Statewide Technology Procurement s 25w
! Dept of Technology - OSPD California Project Management Ofﬁce | 8 e, o
~ Depariment of General Services Procurements (DGS) e 1§ 584182

 Office of Systems Integration (OS)

ir ES PR
$

Consulting & Prof. Services: External

Proof of Concept (POC) - Facility Configuration

__Independent Verification and Validation (IV&v)

__Vendor Installation and Configuration of Appliance
i _ VendorTraining
| Off-Hours Services

{ On Premise Appliance Support

Consolidated Data Centers
———

S ————— — | 4 S
. Information Technology g e e—nd B s 44,502,481
I POC: Servers (2 at cost to vendor) $ 80,000 |
WMVARS Hardware (including taxes) - o T 18,398,411
~ Software . P — ) = iy 4 333'060
On-Premise Applrance (lncludlng taxes} $ 824, 030
~ Cloud Storage el Tl I
~ Network Telecommunication $ 9,095,040
| Unanticipate IT Costs (Hardware, Software, Telecommunication) i —— —— s 6,000,000
Misc. OE&E Rollup (Departmental Services; Central Administrative Services; Office Equipment; Other; $
Unclassified/Special Adjustment; Local Assistance) | =
o A R e i i il K — Total Project Costs (One-Time): $ 55,053,989

SIMM 19F 2 (Ray B/2017) 1nf?2 4 (amn91



EXECUTIVE COST SUMMARY

Project Name:
Department Name:  California Highway Patrol (CHP)

Wireless Mobile Video and Audio Recording System (WMVARS)

Project Number: 2720-114 Date: 10/19/2020
"ROJECT COSTS
lanning Costs (One-Time) $ 1,125,401/
Project Costs (One-Time) $ 53,928,587
Future Operations IT Staff & OE&E Costs (Continuing) ] $ 26,725,049
TOTAL PROJECT COSTS: §$ 81,779,038
Annual Fut. Ops. IT Costs (M&O): $ 14,226,749
PROJECT BUDGET
Future Ops. IT Staff & OE&E Costs (Continuing) '
Staff (Salaries & Benefits) $ 1,620,449
' Staff OE&E Rollup $ 108,000
Consulting & Prof, Services: Interdepartmental L$ 308,600
Department of General Services Procurements E 308,600
Consulting & Prof, Services: External = : $ 228,000
OffHours Services i -
On Premise Appliance Support 8 228,000
3 ]
Consolidated Data Centers = |
3 -
Information Technology N LS 24,460,000
Hardware = 5 4,071,369
Software - 5 2356000
~ Cloud Storange s $ 15,504,000
Telecommunication (Antenna) s I Y 1,800,000 |
Unanticipate IT Costs (Hardware, Software, Telecommunication) $ 728,631

Misc. OE&E Rollup (Departmental Services; Central Administrative Services; Office Equipment; Other;

Unclassified/Special Adjustment; Local Assistance)

SIMM 19F.2 (Rev. 8/2017)

Total Future Ops. IT Staff & OE&E (Continuing): §

20f2

26,725,049

1/8/2021
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Califarnia Highway A(CHP)

2720-114

Date:

Wireless Mobile Video and Audio Recording System (WMVARS)

Future Operations
Alternative 1

Future Annual Operations Costs

"(See below) - No. of FYs with entiies = 2

(Afior Projact)

& - Monthly
Commercial Off-the-shelf (COT}un | satary

LErcdtant T

$9.507 P L
shag P T
$5,758 P 86%

Officer {Research and Planning Section [RPS))
Sergeant (RPS)
AGPA

§49

202122 FY

Total, Permanent
Total, Temporary

Total, Exempt

Total, Board
p——t

L
00

0.0
00
0.0
0.0

Total Salaries and Wages

slznegglugssy

Overtime, Holiday, Other

lejs g s ele e 8]

0.0

Dept. Benefits Rate (% of Salaries/W.

TOTAL EXISTING/REDIRECTED STAFF

gl

0.0

IT Associate
T Specialist |, Range C m t7985) P

2%
IT Specialist |, Range C i3 7483 P 1%

§1,155,878 0.

120 51,820,440 2.0 8577038

1.0 $154,858 1.0

20 $300,715] 2.0

1.0 $154.858 0.5 §77420

Total, Permanent
Total, Temporary
Total, Exempt

TMnI! Board

120 $039.638 120

Total Salarles and Wages

gln o g ulzgal

Overtime, Holiday, Other

Dept. Benefits Rate (% of Salari

TOTAL PERSONAL SERVICES - NEW STAFF

$810,225)

Total, Permanent
Total, Temporary
Total, Exempt

Tau& Board
Total and Wages

Overtime, Holiday, Other

TOTAL PERSONAL SEVICES -ALL STAFF

Printing (5302000-Printing - Other)
el 1. " e

{ Other)
Postage (5306700-Postaga - Other)

I (5 i Other)
Travel - In State (5320450-Travel - In State - Other)

Travel - Out of State {5320500-Trave! - Out of State - Other)

Training (5322400-Training - Tulton and Registration) |

Facilitios Operations (e.g., 5324350-Rents & Leases; 5324550-Spec. Repairs & Deferred Maint.)
Utilitias (5326000-Utilties - Other)

[OPTIONAL) ENTER TOTAL IT
DELE COSTS ONLY

Final M&O
FY 2022123

{Optional)
OE&E for FINAL
M&O FY ONLY

oo

and Prof : Intord [t o fEng and ional Sarvces - Interdepart i te.g..
CDT OSPD Project App: & Owersight, T F DGS. 051
Departmant of General Servces Procurements.
Subtotal - and F i

a F Extornal (5340580-Consultng and Professional Services - External) (e.g . Systam Integrator {S1) Vendor,
| Salution Vendor, VAV, PM Vendar)

SIMM 19F.2 (Rev. 8/2017)

1of2

2
2
=

1/11/2021



California Highway ~ « (CHP) Date:

2720114 Wireless Mobile Video and Audio Recording System (WMVARS)
Future Operations Future Annual Operations Costs **(See below) - No. of FYs with ertries = 2

. (Aftar Project)
Alternatwe 1 it B-nroﬁl Lrll T ) Enter Final — Average Future Operations
Commercial Off-the-shelf (COTS) Solution I ol MLty FY 2021122 FY 2022123 {Foture Era) MaoFy: S Costs
(Ofi-Hours Senvices 0o 0 oo S0
{On Premizse Appbance Suppert 200 114,000 200 $114.000

Sublotal - C and onal Servicesa: $114,000 &

o YT e Indiect Diatri Cost)

Sublotal - Deparimental Services |-

(Consolidated Data Cantors (5344000-Consoldalad Data Cenbais)

Subtotal - Consolidated Data Centars

\nformation Tashnalogy { Technclogy - Othsr)
Hardwars  zem0 52,045,085 saoriam| I sﬁz.m,ué
Software 7800.0 $1,178,000 1,178,000, $2,356,000) $1,178,000
Cloud Storange T800.0 7,752,000 7600.0 §7,752,000 $15,504,000 7,152,000
Telecommunication {Antenna) 2000 $500,000 S00.0 “SHOU 0| $1,800,000) $900,000
Unanticipate IT Costs (Hardware, Sehware, Telscommunicatian) au - 5304315 33043151 $728.634 $364,315
50/ §0
50 30
80 50
50 50
59| 50
0| $0)
50 59
59| 59
50 50
Sublotal 7 : — m . o ] $12,230,000
Cifice Equi {53681 15-Office E: o g g

(Other (5330000-Cther Hems of Expense - Miscelaneods)

Subtotal - Other

Unclassified!Special Adjustment (e g 5385000-Unalocated Operating Expense ant Equipment; 5415000 Claims Agairist fha Siate; 5420000-Dabt
Servce - Intorest, 5460000-Other Spacial llems of Expense; STO0000-Intema! Cost Recovery)

Total Personal Services Expeﬂthum : . 12 o i, 444 $1,150,831
Total OE&E Expenditures i E : s 2 ; 606,300 i 4,000 | $12,552,300

**Note: Manually change the value in Cell AG1 to the number of FYs that have been completed. F'“‘;‘Tg‘o 2022423

| Contract term = Thf!! ye'ars witl_'- seven, one year extensions.

SIMM 19F.2 (Rev. 8/2017) 20f2 1/11/2021
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Usars . 30% Buffer #Cars May  |Now 2 Phased |#Cars
(Basad on May 2018 position count) |Appliances . Appliancas 2020 o *y;@_h%_.&ﬂmu —
557 i R — e
1188 [ = 174, 2021 =
847 @ 168 2021
S84 4 [:33 2021 — ]
1214 9 201 2021 —
1038, B 181 2021
667 10} 178 2021 ———
2021 1
g Total |
7580 57 778 Qua
st |Raw PO1 b Tax Po3. Sub Tax i{ Total Cost With Tax
H - 00825 450/ $ 2,313,800 | § 202, 316825535 |8 173142711
155 o.08 456 ; 7600 1,178,000 7600 1 1,333,000
ok ; ] s Tawos 7o I ey A
38,000 0.0825 7 266000 |5 23275 e - - 20/ 000 624,
6,500 i 45,500 ] = 2005 130,000 | 130,000
5 5,700 7 38,900 20[$ 114,000 E 228,000 28000
225 £ 1,600 o 2 0 = A 1,809 B0l .
5 8,500 i} 32,500 A5 26,000 ! - ‘.w{_ ' BBS00|S  5a, Ebs
: 3, - 141 14,108,895 | $ 1. 0, 8 155145 27,108,835 |5 23,490,041 =F
2 . | 1 E —
18119 20021 Total Notes
{Modams Per modam : _,&7‘1%99.0 e Inceass in
jw : 5 12600 Now part |
Antennas - Retrofit o satol 2 $3,035,440 Increass m
Antennas - New Bullds Par el of 2 S ]
) J WAP - 100,000
Infra - 813,000 )
| Wireless Access Point (WAP) ) 08 ik S 713,000 Increase in
18/18 1920 L7 S 1 e ]




PROJECT COSTS | | | BCP | FAW(PAL0S2018)  FAW(CRO42020) |  CURRENT | VARIANCE (PALAPPROVED) | % |
Planning Costs (One-Time) $ 1,125,401 S 1125401 § 1125401 5 = = |0
Project Costs |One-Time) | | ] 47,226,219 | § 51,280,820 5 53928587 & 6,702,369 |  14.2
Future Operations |T Staff & OE&E Costs (Continuing) | | | L& 21,221000 | 22,913,857 § 26725049 § 5503129 | 5.9
) | TOTAL PROJECT COSTS! | 69,573,540  § 75320075 § B1j79,038 § 12,205497 | 175
Annual Fut. Ops. IT Costs (M&O): 5 14,381,146 § 11,381,545 § 12227513 & 14726749 & 2,845,204 | 350
| | FYig/is | FY19/20 1 FY 20/21 | _Frayaz | Total MEO | | Notes:
FAW PAL B 3,507,842 § 23,234,256 § 17,550,837 |5 2933283 | § 47,226,213 5 11381545 | |
FAW Original Change Request #1 $ 3,507,842 | % 23502559 | § 21,492,137 | & 2778283 | § 51,280,820 §  12,221513 | Updated to Indude costs associated with CREL
Current | L 3507,842 5 2,677,849 § 24622119 5 3IW777 § 53,928587 S 426799 | Refer to Detail Comparison tab (Fall 2020 BCR)
Variance (PAL) | 8] 0}s (556,407} 5 7,071,282 | & 187,494 | § 6,702,368 $ 2,845,204
%/ 0.0 .24 403 6.4 14.2 25.0
| | FY 18/19 | FYis/zo0. | FY20/21 | Pl | Total
_BCP |'§ 5,038,575 | § 22,048,279 | § 24543341 § ik 52,530,195
Current | 5 3507842 5 22677849 S 402,119 5 3120777 S 53,928,587
Variance | - 1§ (1,530,733} § (270,430)| § 78778 |5 3120797 | & 1,398,392
% -30.4 -1.2 0.3 0.0 2.7
BCP information Management Division (IMD) | I | FY 18/19 I | FYis/ao | FY 20f21 | By | _ Total
Censulting & Professional Services W 434,000 | & 1,787,000 | § 1,449,000  $ =N - ; 3,670,000
= IT | 3 3,664,609 | $ 19,511,372 | § 21,558,357  § 1§ 44,834,338
BECP IMD {Total) | | 8 4,098,609 | 21,398,372 | % 23,007,357 S - |8 48,504,338
Planned spend {Current) 5 3,489,365 § 21,041,670 & 21573920 § 386,606 § 46,104,855
Varfance |5 (609,244)| § (356,702)| & (1,433,437 § 386,606 | $ 12,399,383)
% | 0.1 | 0.0 0.1 0.0 0.0
| FY 18/15 | FY 19/20 | FY 20/21 | FYayaza Total
BCP! | 5 5,038,575 | § 22,848,279 | § 24543341 | % = | 52,530,195
PAL Baseline |$ 3,507,842 | 5 23,234,256 | § 17,550,837 | & 2,933,283 | & 47,226,219
Current ] 3,507,842 | 5 2677849 | 5 24622119 | & 3120777 | S 53,028,587




Project Costs (One-Time)

Staff (Salaries & Benefits)

Staff Operating Expense and Equipment (OE&E)
Rollup

Consulting & Professional Services (Prof, Svc.):
Interdepartmental (Interdept.)

California Department of Technology (CDT) - Office of
Statewide Project Delivery (OSPD) Project Approvals
and Oversight

CDT - OSPD Statewide Technology Procurement
CDT - OSPD California Project Management Office

Department of General Services (DGS) Procurements
Office of Systems Integration

Consulting & Prof. Svc.: External

Proof of Concept (POC) - Facility Configuration

Independent Validation and Verification (IV&V)

Vendor Installation and Configuration (Appliance)
Vendor Training
Off-Hours Services

On-Premise Appliance Support
Infarmation Technology
POC: Servers (2 at cost to vendor)

PAL

4N

i AN A

7,502,577
345,725

1,435,049

916,540

2,500

516,009

2,006,800
10,000

750,000

487,500
58,500
5,400

695,400
37,061,469
80,000

Current

S 7,502,520
S 369,725
S 1,503,222
S 916,540
S 2,500
S

S 584,182
S 5

S 1,176,040
S 10,000
S 747,740
S 130,000
S 58,500
S 1,800
S 228,000
S 44,502,481
S 80,000

Variance

$ (57)
$ 24,000
S 68,173
$ =

$ <

$ 3

S 68,174
S 'y

S (830,760)
s =

$ (2,260)
S (357,500)
$ ¥

$ (3,600)
S (467,400)
S 7,441,012
s 3

% Comments

Realigned redirected staff resources based on
0.0% usage to date.

Increase in OE&E rate per Budgets, effective Fiscal
6.9% Year (FY) 20/21.

4.8%

0.0%

0.0%

13.2% Directly tied to COBAN procurement

-41.4%
0.0%

-0.3% Current based on actual contract amount.
Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell coverage

-73.3% sites.
0.0%
-66.7% Removed per DGS
Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell coverage
-67.2% sites.
20.1%
0.0%



Wireless Mobile Video Audio Recording System
(WMVARS) Hardware (including taxes)

Software

On-Premise Appliance (including taxes)

Cloud Storage

Network Telecommunication

Unanticipated IT Costs (Hardware, Software,
Telecommunication)

Misc. OE&E Rollup (Departmental Services; Central

Administrative Services; Office Equipment; Other;
Unclassified/Special Adjustment; Local Assistance)
Total Project Costs (One-Time):

Future Ops. IT Staff & OE&E Costs (Continuing)
Staff (Salaries & Benefits)

Staff OE&E Rollup

v 0

14,007,772

1,884,800

3,099,375

12,403,200

5,586,322

48,351,620

1,445,169

96,000

S

$

$

$

18,398,411

1,333,000

824,030

8,772,000

9,095,040

6,000,000

55,054,045

1,620,449

108,000

4,390,639

(551,800)

(2,275,345)

(3,631,200)

3,508,718

6,000,000

6,702,425

175,280

12,000

31.3%

-29.3%

-73.4%

-29.3%

62.8%

13.9%

12.1%

12.5%

Updated based on actual parts required as a result
of working with Fleet Operations Section (FOS),
RPS, and WMVARS Technical Team. Cost of
complete unit is slightly higher and increase in
number of units. Takes into consideration 2,600
vehicles to be outfitted with WMVARS units, 10
percent for loss/damage, and 800 sets of
prewiring for new builds (CR1) on an annual basis.
Original PAL estimate was 2,505 and current is
2,860.

Due to push in implementation rollout schedule,
the need for software and cloud storage earlier in
the project was eliminated.

Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell coverage
sites.

Due to push in implementation rollout schedule,
the need for software and cloud storage earlier in
the project was eliminated.

Increased modem and antenna cost. Increased
wireless access point (WAP) install and
infrastructure costs.

Added to cover potential need for increased
number of WMVARS replacement units, on-site
appliances/installation/support, external WAPs
including installation, modems, and potential
addition of body worn cameras for extended
testing.

Increase in salary, per Budgets
Increase in OE&E rate per Budgets, effective FY
20/21



Consulting & Prof. Svc.: Interdept.
DGS Procurements

Consulting & Prof. Svc.: External
Off-Hours Services

On-Premise Appliance Support
Information Technology

Hardware
Software
Cloud Storage

Telecommunication (Antenna)

Unanticipated IT Costs (Hardware, Software,
Telecommunication)

Misc. OE&E Rollup (Departmental Services; Central
Administrative Services; Office Equipment; Other;
Unclassified/Special Adjustment; Local Assistance)
Total Future Operations IT Staff & OE&E
(Continuing):

Annual Future Operations IT Costs (M&O):

i N AN

in 0 4in

262,151
262,151
858,600

3,600

855,000
18,560,000

700,000
2,356,000
15,504,000

21,221,920

11,381,545

W W An

i

iy

308,600
308,600
228,000

228,000
24,460,000

4,071,369
2,356,000
15,504,000

1,800,000

728,631

26,725,049

14,226,749

4 A N

“

46,449
46,449

(630,600)
(3,600)

(627,000)
5,900,000

3,371,369

1,800,000

728,631

5,503,129

2,845,204

17.7%
17.7% Directly tied to COBAN procurement
-73.4%

-100.0% Removed per DGS

Reduced the total number of on-premise
appliances (from 75 to 20) required based on
review of low-bandwidth and poor cell toverage
-73.3% sites.
31.8%
Original was based on RPS' current MVARS
budget. Current is based on actual WMVARS cost.
Represents the cost associated with 10 percent of
fleet vehicles in the field (damage/replacement)
and 800 new FOS vehicles that need to be wired
481.6% annually.

0.0%

0.0%
Antennas required for new builds. Cannot be
reused.
Added to cover potential need for increased
number of WMVARS replacement units, on-site
appliances/installation/support and/or external
WAPs including installation. More likely individual
WMVARS components that need to be replaced
due to normal wear and tear,

25.9%

25.0%



Coban
PO#L
POR2

Modems

Cradlepoint [BR700 Modems
Cradlepoint IBR700 Modems
Cradlepoint IBR7T00 Modems

Antennas

Rottweiler Antennas (1500}
Shepherd & Rottweiler Antennas
Adaptors

WAPs
Aruba WAPs

WAP infra
WAP Installation

Purchase Order
FAW

PO #5492

PO #11455

FAW

PO #8223
PO #8006
PO #11457

FAW

PO #11456/Farm 20 #20-041-0348
PO #11458

PO #11454

FAW
PO #11453

FAW
PO #11448/Form 20#20-041-0505

Qty

FY 18/19
$3,461,141.25
$3,461,141.27

Qty

1800
500
250

1000

1500
1800+571
1500

a5

FY 18/20

$15,204,915.34
$15,204,937.01
$ 2,340,000.00
$  633735.00
$ 31686750
$ 1,357,076.13
$ 1,964,840.00
5§ 54447815
§ 1,273,772.34
s 3,588.49
§  100,000.00
$  98914.87
$  613,000.00
$  &13,000.00

Oty

FY 20/21
$11,079,684.55
$ 1,378,000.00
Original forecasted PO cost was 5950,503.00, hawever, PO was execated into two separate POs
Actual Total of 2 POs is $950,602.50 which js aver by $39.50 due ta taxes/shipping costs
$ 1,070,600.00



CA-PMM

Project Name: wireless Mobile Video and Audio Recording System

Technology Agency Project #: 2720-114 M
Department: California Highway Patrol Com P le)(Ity Assessment

Revision Date: 12/17/20

Business Complexity

Instructions: On a scale of .5 - low to 4-high (0 = N/A), rate each applicable attribute and compute the Business Complexity by dividing the total by the number of
items rated above zero. [Notes: Business and technical complexity will be computed automatically in this worksheet, using the ratings you enter. Move your pointer
over each attribute cell, marked with a red triangle, to see a definition of the attribute.]

. Lowfomplexity ! Business .lf\t‘lril:lute3 High Com:)laxity Rating
Static Business rules Changing| 1
Static Current Business Systems Changing -
Known and Followed Decision Making Process Not Known 1
Low Financial Risk to State High 3
Local Geography State Wide 3
Clear and Stable High Level Requirements Vague 1
Few & Routine Interaction with Oth:e'r Departments and Many and New, 1
Entities
None Impact to Business Process High 2
Few & Straight Forward Issues Multiple & Contentious 2
High Level of Authority Low
Clear Objectives Vague 1.5
Established Policies MNon-existent| 0.5
Minimal Politics High 0.5
Familiar Target Users Unfamiliar 2
Experienced Project Manager's Experience Inexperienced 0.5
Experienced Team Inexperienced 0.5
Loose Time Scale Tight 2
Low Visibility High 3
Total:| anae
Complexity: 51

California Department of Technology
SIMM 45 1T Project Oversight Framework
45C Complexity Assessment Complexity Assessment Page 1of 4



CA-PMM

Technology Agency Project #: 2720-114
Department: California Highway Patrol
Revision Date: 12/17/20

Project Name: wireless Mobile Video and Audio Recording System

Technical Complexity

Instructions: On a scale of O-low to 4-high, rate each applicable attribute and compute the Technical Complesity by dividing the total by the number of items rated above zero. Use the definitions

in the student notebook for clarily.

California Depariment of Technology

SIMM 45 [T Project Oversight Framework

45C Complexity Assessment

Complexity Assessment

Low Complexity

Technical Attribute

High Complexity

0 1 3 2 Rating
Local Communications State wide 2
Established Delivery Mechanism New 1
Local Geography State wide 3
Proven Hardware New 1
Stand-alone Level Of Integration Tightly Integrated 2
Proven/Stable Networks (L/W) New 2
In place New Technology Architecture Not in place 1
9-5, Mon-Fri Operations 24-hour, 7-day 2
Expert PM Technical Experience Novice 0.5
Established and in use Scope Management Process None 0.5
Light Security Tight 2
Proven Software New 1
Established and In Use Standards And Methods Nene 0.5
Experienced Team Inexperienced 2
High Tolerance To Fault Low 2
Low Transaction Volume High 25
Total:|

Complexity Assessment

Complexity:|

Page 2 of4



CA-PMM

Project Name: Wireless Mobile Video and Audio Recording System

Technology Agency Project #: 2720-114

Department: C_ati_famia' Highway Patrol

Revision Date: 12/17/20

Complexity Diagram

Complexity Assessment

Instructions: Ptclt your project in the appropriate complexity zone. P
[Note: Your project will be plotted automatically in this worksheel, using the values computed in the previous tables.]

2 3

Business Environment

California Department of Technology
SIMM 45 IT Project Oversight Framework
45C Complexity Assessment

Business Complexity
Technical Complexity

Complexity Assessment

Page 3

of 4



CA-PMM

Project Name: Wireless Mobile Video and Audio Recording System

Technology Agency Project #: 2720-114

Department: California Highway Patrol

Complexity Assessment

Revision Date: 12/17/20

Suggested Project Manager Skill Set Guidelines

Complexity Duration Budget Resources

N Zone 1 . <6 months = <3500K ; <5
. ZZ::: ||11|'. :Jg;‘ >1 year: <3 years . =>51M; <55M " 11-20
. Zane IV - =3 years: <10 years [i >$5M; <§100M = 21-40

< =10 years 2 >5100M b 40+

PM Level: 3

For Oversight Purposes:

Zone | = Low Criticality/Risk

Zones Il and Il = Medium Criticality/Risk

Zone IV = High Criticality/Risk

California Department of Technalogy
SIMM 45 IT Project Oversight Framework
45C Complexily Assessment

Experience: 3-5 years working as Project Manager on medium or other large IT projects.
Technical experience commensurate with the proposed technology.

Professional Knowledge: Strong working knowledge of the CA-PMM, department's
methodology, Software Development Life Cycle. Familiar with CA Budgeting,
Procurement and Contracting processes,

Assess the complexity of the project periodically: every two - three months
andfor at the conclusion of each phase

Complexity Assessment Page 4 of 4
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Report

California Highway Patrol
Wireless Mobile Video and Audio Recording System (WMVARS)



California Highway Patrol
Wireless Mobile Video Audio Recording System
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California Highway Patrol
Wireless Mobile Video Audio Recording System

Section 1: Overall Evaluation

1.1 Key Information (must include):

Project Name: Wireless Mobile Video Project Number: 2720 -114

and Audio Recording

System
Department California Highway Patrol Agency Name: California
Name: Transportation

Agency
Reporting Period: ~ October 2020
Most Recent Stage 4 Project Date of Most 9/25/2019
Project Approval Readiness and Approval Recent Project
Document: Approval
Document:

1.2 Key Questions:

The answers to the questions below must relate to the most recent project approval document --
see Project Approval Lifecycle (PAL) document or Special Project Report (SPR).

Question: Yes/No:
Is the project on track to satisfy the customer’s business objectives? Yes
Is the project on track to achieve the objectives in the approved timeframe? Yes
Is the project on track to achieve the objectives within the approved budget? Yes

If the response to any of the Key Questions is “No,” provide an explanation:
Click here to enter text.

Total number of Stage 1 Business Analysis (S1BA) objectives: 6

Total number of S1BA objectives achieved to date: 0

California Department of Technology Page 2
SIMM 45 IT Project Oversight Framework
45E Project Status Report (PSR) Template December 2017



California Highway Patrol
Wireless Mobile Video Audio Recording System

1.3 Variance Table:

The Variance Table shows variances from the most recent California Department of Technology
(CDT) project approval document — PAL document or SPR.

Variance Table

P Significant
i, F;ian Lauon Variance Comments and Action Required
<5% 5-10% ~10%

Schedule 0% Schedule start date is 11/2/19 and
the end date is 11/30/22, for a total
of three (3) years and one (1) month.

Based on actual project timelines,
project is progressing as planned.

0 months / 37 months =0 x 100% =
0%
35% System Test Part |
Planned 3/2/20 — 5/8/20 (49 days).
Expected 3/16/20 — 8/11/20
(105 days) = 56 days late.

' Milestones |

Pilot — Direct to Cloud (East

Sacramento Area)

- Planned 4/13/20 — 6/22/20

| (50 days).

| Expected 9/25/20 — 12/23/20
(61 days) = 11 days late.

Pilot — On-Premise (Placerville Area)
Planned 4/13/20 — 6/22/20

(50 days).

Expected 9/18/20 — 12/23/20

(66 days) — 16 days late.

Go/No Go Rollout

Planned 6/23/20 — 6/29/20 (5 days).
Expected 12/24/20 — 12/31/20

(5 days) = 0 days late.

Purchase Order — Phase 3

Planned 9/18/20 — 9/18/20 (1 day).
| Expected 9/18/20 — 9/18/20 (1 day)
? - =0 days late.

155 days — 238 days = 83 days late /
i | . | 238 days = 0.35 x 100% = 35%
Deliverables | 58% Test Individual Components
| Planned 3/16/20 — 3/20/20 (5 days).
Expected 3/16/20 — 8/3/20
(99 days) = 94 days late.

California Department of Technology Page 3
SIMM 45 IT Project Oversight Framework
45E Project Status Report (PSR) Template December 2017



California Highway Patrol
Wireless Mobile Video Audio Recording System

P Significant
o F:,!,an Cautnoﬂn Variance Comments and Action Required
<5% 5-10% ~10%

Test Interfaces (Wireless and
' cellular)
Planned 3/23/20 — 3/27/20 (5 days).
Expected 3/16/20 — 8/3/20
(99 days) = 94 days late.

East Sacramento

Begin Hardware Pilot Site
Planned 4/13/20 — 5/22/20
(30 days).

Actual 9/25/20 — 11/5/20
(30 days) = 0 days late.

Train Pilot Staff User

Planned 5/4/20 — 5/8/20 (5 days).
Actual 9/25/20 — 10/1/20

(5 days) = 0 days late.

Fix Issues in the Pilot System
Planned 5/11/20 — 5/15/20 (5 days).
Expected 11/6/20 — 11/13/20

(5 days) = 0 days late.

Field Test without Errors
Planned 5/18/20 — 5/29/20
(10 days).

Expected 11/16/20 — 12/1/20
(10 days) = 0 days late.

Burn-In Period

Planned 6/1/20 — 6/19/20 (15 days).
Expected 12/2/20 — 12/22/20 |
(15 days) = 0 days late.

Accept Piloted System

Planned 6/22/20 — 6/22/20 (1 day).
Expected 12/23/20 — 12/23/20

(1 day) = 0 days late.

Placerville

Begin Hardware Pilot Site
' Planned 4/13/20 — 5/22/20

(30 days).

Actual 9/25/20 — 11/5/20

(30 days) = 0 days late.

Fix Issues in the Pilot System
Planned 5/11/20 — 5/15/20 (5 days).
Expected 11/6/20 — 11/13/20

(5 days) = 0 days late.
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On Plan Caution SIgnCant

<6% 5-10%

Variance Comments and Action Required
>10%

Field Test without Errors
Planned 5/18/20 — 5/29/20
(10 days).

Expected 11/16/20 = 12/1/20
(10 days) = 0 days late.

Burn-In Period

Planned 6/1/20 - 6/19/20 (15 days). |
Expected 12/2/20 — 12/22/20

(15 days) = 0 days late.

Accept Piloted System

Planned 6/22/20 — 6/22/20 (1 day).
Expected 12/23/20 — 12/23/20

(1 day) = 0 days late.

137 days — 325 days = 188 days late
| /325 days = .58 x 100% = 58%

Resources : -10% (20-18) /1 20 =-(.10) x 100% = -10%
Resources reported through
. - - September 2020. sty
One Time -89% ' ($42,491,277- $4,619,032.01 /
Cost ' $42,491,277=-(.89) x 100 = -89%
| (Planning and
| Project) Shipments resumed from
| COBANY/Safe Fleet under Purchase
Orders #1 and #2 as soon as the
' California Highway Patrol (CHP)
' issued a Memorandum of
Acceptance to Safe Fleet on the
. Public Safety Communications test
results. Both CHP and Safe Fleet
! | agreed on delivery schedules.
| Invoices will be processed and
approved when shipments are
received. Additional invoice
received for Independent Verification
and Validation (IV&V), but not fully
processed for payment in October at
| . -[—  this time. '
Future 0% No data to report at this time.
Operations IT
Staff and
OE&E Cost
California Department of Technology Page 5
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1.4 Variance Detail Chart:

Any responses indicating variance to approved project plans must include primary cause,
project impact, and action planned and/or taken.

Question (during the

reporting period)

Action Planned
and/or Taken

1. Were any recent
milestones not
completed on
schedule?

2. Were any key

System Test —Part| = No project

at 95 percent

complete.

- Build Test System
(hardware) at 100
percent complete.

- Test Individual
Components at 95
percent complete.

- Test Interfaces
(wireless and
cellular) at 95
percent complete.

- Execute System
Functionality Test
at 100 percent
complete.

- Fix Test Problems
and Retest at 100
percent complete.

Purchase Order —
Phase 3

Same as previous

schedule
impact.

No project
schedule
impact.

| Although the
execution of System
Test Functionality -
Part 1 is 100 percent
complete, the five
percent remaining will
be completed during
Pilot to confirm full
| software and
hardware is tested
and the Active
Directory Federated
Services structure is
in-place.

Currently, Safe Fleet
is waiting for
Department of
General Services
(DGS) approval on the
updated Catalog.
Purchase Order #3
will be processed as
soon as the new
Catalog is approved
by DGS.

Same as

The CHP submitted a

deliverables report. previous report. = SPR package to
rescheduled? re-baseline the
Revised Master Expected original project
Project Schedule to ' on-going schedule and avoid
align with newly variance on variance.
revised original
Implementation approved
Plan. project
schedule.
California Department of Technology Page 6

SIMM 45 IT Project Oversight Framework

45E Project Status Report (PSR) Template December 2017



California Highway Patrol
Wireless Mobile Video Audio Recording System

Question (during the Action Planned
reporting period) and/or Taken

3. Was work done that No
was not planned?

4. Were there any No
changes to the scope?

5. Were any deliverables No
or milestones
removed?

6. Were any scheduled No
tasks not started?

7. Are there any new No
major issues?

8. Are there any staffing No
problems?

1.5 Look Ahead View:

Any responses indicating potential variance to approved project plans must include project
impact and required action.

Yes/

Question No

Impact Action Required

1. Will any upcoming No
critical path
milestones or
deliverables miss their
planned completion
date(s)?

2. Do any key milestones = No
or deliverables need
to be rescheduled?

3. lIs there any No
unplanned work that
needs to be done?

4. Are there any No
expected or
recommended
changes to the scope?

California Department of Technology Page 7
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5. Arethere any No
deliverables that '
should be removed
from the plan?

6. Are there any new No
major issues
foreseeable?

7. Are there any staffing No
problems anticipated?

California Department of Technology Page 8
SIMM 45 IT Project Oversight Framework
45E Project Status Report (PSR) Template December 2017



California Highway Patrol
Wireless Mobile Video Audio Recording System

Section 2: Cost Report

2.1 Cost Table:

Reporting Period: October 1 — October 31, 2020
Last
Approved Cumulative
Budget (§) | Actual Cost ($) Comments
IT Project Costs (One-Time)
Staff (Salaries & Benefits) $6,543,400 $411,163.61 | Through
September 2020.
Staff OE&E Rollup (Gen. Exp.; Printing, $313,725 $48,000.00
Comm.; Postage; Ins.; Travel — In/Out of
State; Training; Fac. Ops.; Utilities)
Consulting & Prof. Services: $1,390,825 $385,403.01
Interdepartmental
Dept of Technology - OSPD Project $874,816 $148,617.00 | Through
Approvals and Oversight September 2020.
Dept of Technology - OSPD STPD $0 $0.00
Department of General Services $516,009 $236,786.01
Procurements
Consulting & Prof. Services: External $1,996,800 $207,660.00
Independent Validation & Verification $750,000 $155,660.00
(IV&V)
Vendor Installation and Configuration $487,500 $26,000.00
(Appliance)
Vendor Training $58,500 $26,000.00
Off-Hours Services $5,400 $0.00
On-Premise Appliance Support $695,400 $0.00
Consolidated Data Centers $0 $0.00
Information Technology $36,981,469 | $3,566,805.39
POC: Servers (2 at cost to vendor)
WMVARS Hardware $14,007,772 $584,939.53
Software $1,884,800 $1,550.00
On-Premise Appliance $3,099,375 $123,595.00
Cloud Storage $12,403,200 $0.00
Network Telecommunication $5,586,322 | $2,856,720.86
Misc. OE&E Rollup (Dept. Services; $0 $0
Central Admin. Services; Office Equip.;
Other; Unclassified/Special Adjustment;
Local Assistance)
California Department of Technology Page 9
SIMM 45 IT Project Oversight Framework
45E Project Status Report (PSR) Template December 2017



California Highway Patrol
Wireless Mobile Video Audio Recording System

Last
Approved Cumulative
Budget ($) | Actual Cost ($) Comments
$47,226,219 | $4,619,032.01

Staff (Salaries & Benefits) $1,445,169 $0
Staff OE&E Rollup (Gen. Exp.; Printing, $96,000 | $0
Comm.; Postage; Ins.; Travel — In/Out of
State; Training; Fac. Ops.; Utilities)
Consulting & Prof. Services: $262,151 $0
Interdepartmental :
Department of General Services $262,151 $0
Consulting & Prof. Services: External $858,600 $0
Off-Hours Services $3,600 $0
On-Premise Appliance Support . $855,000 $0
Consolidated Data Centers $O $0
Information Technology $18,560,000 $0
‘Hardware - $700,000 $0
Software $2,356,000 $0
Cloud Storage $15,504,000 $0
N Misc. OE&E Rollup (Dept. Services; $0 - $0
Central Admin. Services; Office Equip.;
$21,221,920 $0
$68,448,140 $4,61 9,032.01
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Section 3: Project Status
Current Status/Accomplishments/Key Information

e Project Status October 2020
X Schedule and Scope Management

e Please refer to the attached WMVARS Master Project Schedule.
(] Support Contracts (provide information below for each contract)
Risk Register

* Please refer to the attached WMVARS Risk Issue Change Decision Log_10302020.
X Issue Log

» Please refer to the attached WMVARS Risk Issue Change Decision Log_10302020.
XI Change Log

¢ Please refer to the attached WMVARS Risk Issue Change Decision Log_10302020.
X Decision Log

* Please refer to the attached WMVARS Risk Issue Change Decision Log_10302020.
O Quality

[J Resources
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1 Introduction

The purpose of the Implementation Plan is to document the approach and required activities associated
with successfully deploying the Wireless Mobile Video and Audio Recording System (WMVARS).

2 Approach

Use of this plan will ensure all required deployment tasks for the project are clearly defined, helping to
promote an effective and efficient implementation.

This document will be reviewed throughout the lifecycle of the project and revised as necessary to
ensure the implementation plan accurately reflects all planned deployment tasks for the project.

This document includes these main sections:

e Summary — Summarizes the activities associated with pre-deployment, deployment, and post
deployment.

e Deployment Tasks — Lists the various tasks and responsible individual or group for ensuring the
necessary tasks are completed as part of the deployment.

e Back-out Tasks — Lists the tasks required in the event an issue arises during the deployment and
fall back is required.

e Support Plan — Identifies the individual or group responsible for providing support during the
deployment; includes the support period and process by which issues are to be tracked and
communicated for the project.

3 Summary

The California Highway Patrol (CHP) is organizationally divided into eight geographic field Divisions
across the state and the CHP Headquarters (HQ). The rollout schedule for these eight field Divisions is
divided into two phases per the diagram below. It is expected the implementation of WMVARS will be
complete within three years. Initial implementation activities will include WMVARS configuration,
system testing, administrator and user training, and a pilot. Statewide deployment will occur in two
rollout phases. The first phase will be to pre-wire retrofit vehicles in the field as part of CHP’s normal
preventative maintenance schedule. The second phase will include divisional train-the-trainer sessions,
which will include Focus H1 training for officers, Command Center application training for back office
staff, and WMVARS in-car installation training for Automotive Technicians. The deployment of body
worn cameras (BWC) is not currently in scope for this implementation.
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Phase 1

Pre-wire Retrofit Vehicles
for All Divisions

Oct 2020 -
Apr 2021

Phase 2

L Division Training and
Jan 2021 WMVARS Installation

Nov 2022

3.1 Pre-deployment
In preparation for deployment, the pre-deployment activities below are expected to take place.

3.1.1 One-Car Standalone Demonstration

The purpose of the one-car standalone demonstration is to give CHP staff the opportunity to physically
see the WMVARS unit, including associated components such as mounting brackets and cables, and
discuss modifications that may be required. The physical unit shall drive detailed technical discussions
and the requirements for the final WMVARS build. The initial procurement of WMVARS units was based
on standard hardware configuration known at the time. During the one-car set up, COBAN/Safe Fleet
shall work collaboratively with CHP’s Fleet Operations Section (FOS), Telecommunications Section (TS),
and Information Technology Section (ITS) staff to understand existing vehicle designs and ensure
WMVARS units can be installed successfully. Any changes to standard configuration shall be captured
and discussed, with prototypes of custom components delivered to CHP within thirty days.

3.1.2 Three-Car System Installation and Training

The activities associated with building out the three-car systems are like the one-car; however, these
systems are required to be functional. The systems must be functional from the standpoint the
WMVARS units shall be installed in the vehicle per FOS requirements and able to capture and store test
data in the designated CHP digital evidence repository.

With COBAN/Safe Fleet assistance, CHP’s FOS shall be responsible for all hardware installation within
the vehicle. COBAN/Safe Fleet shall be responsible for initial configuration of hardware and software
components, including the installation and configuration of one on-premise appliance, and to provide
configuration training for identified CHP staff.

The three (3) WMVARS units shall be installed and distributed to the following teams:

1. Telecommunications Section — Public Safety Communications (PSC) testing.
2. Information Technology Section.
3. Research and Planning Section (RPS).
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In addition to the initial three vehicles above, each platform vehicle type will need to be installed with
the WMVARS and sent to PSC for electromagnetic interference/radio frequency interference (EMI/RFI)
testing, as different model year vehicles have different components. As the various vehicles are built,
they will be sent for testing. For purposes of this project and moving forward with the overall WMVARS
test, the focus of EMI/RFI testing is only on the Dodge Charger “EV20,” previously known as the “Car of
Tomorrow.”

3.1.3 Configuration and System Test

During the three-car training or shortly after, COBAN/Safe Fleet shall meet with CHP staff to capture
both hardware and software configuration requirements and configure systems per CHP requirements.
COBAN/Safe Fleet shall provide CHP with final configuration documentation.

Upon final configuration, the previously built vehicles will be used for system testing. The System Test
will consist of executing all defined test cases, including those for BWC integration, and ensure the
overall system meets or exceeds CHP requirements and quality standards.

3.1.4 Go/No Go - Pilot

As laid out in the Master Project Schedule, a formal meeting will be held with the project’s Executive
Steering Committee (ESC). The purpose of this meeting will be to review the testing activities, surveys,
and training materials and discuss any outstanding issues by the CHP Executive Management and the
Project Owners. The goal is to acknowledge the solution has met the CHP requirements and quality
standards required for a Field Test and obtain agreement that Field Test pilot activities may commence.

3.1.5 Field Test - Pilot

Upon a “Go” decision by the project ESC, the project will enter a Field Test to ensure the solution
performs as expected in a production setting. The CHP has selected Placerville Area and East
Sacramento Area to pilot the new WMVARS. East Sacramento Area will be configured to transmit the
in-car video evidence directly to the cloud and Placerville Area will be configured to transmit in-car video
evidence directly to an on-premise appliance, with transmission of evidence to the cloud in the
background as bandwidth allows. All vehicles will be configured to continuously transmit evidence
through a 4G cellular modem connection then switch to the CHP Area office’s Wireless Fidelity to
complete the transmission.

The pilot will consist of a ten day Proof of Performance test period followed by a fifteen day Burn-In test
period. During testing in either phase, if there is any deviation from the requirement, the issue will be
tested at least twice before logging a defect. If the solution fails or any showstopper defect is identified
during the Proof of Performance period, such as downtime or features that are nonoperative,
COBAN/Safe Fleet shall be allowed to correct the problem(s) and the ten day period will restart when
the problem is resolved. Upon successfully completing the Proof of Performance test period, the Burn-
In test period will be initiated.

If any additional showstopper defect is identified or the solution does not successfully complete the
Burn-In test period, COBAN/Safe Fleet will have ten days to remedy and resubmit for testing. The
fifteen day Burn-In test period shall restart for retesting of the complete system to ensure the solution
has met CHP requirements and quality standards.

Implementation Plan 4.5 | Page 6



California Highway Patrol
WMVARS

If a minor defect is identified during the Proof of Performance or Burn-In test periods, the defect will be
addressed without stopping and restarting the process. In this event, retesting of the complete system
will not be required.

3.1.6 Go/No Go - Statewide

As laid out in the Master Project Schedule, a formal meeting will be held with the project’s ESC. The
purpose of this meeting will be to review the pilot activities and discuss any outstanding issues. The goal
is to acknowledge the pilot has successfully ended, formally accept the WMVARS solution, and obtain
agreement statewide rollout activities may commence.

3.2 Statewide Rollout Plan

Existing vehicles in the field with less than 100,000 miles will be retrofitted. The retrofits will be
conducted in two phases. Approaching the rollout in phases allows CHP to streamline the amount of
work to be performed.

Phase 1 — Pre-wire Vehicles.

Phase 2 —Training and Complete Installation.

3.2.1 Phases

Rollout Phase 1 (wiring, antenna, and preparation work) will be started by the TS and Consolidate Patrol
Vehicle Environment (CPVE) team as part of its normal preventative maintenance window from October
2020 through April 2021. The plan is to complete a majority of pre-wire installation within this window
at each Area office. The CPVE and FOS teams will be conducting the training session for prewiring
activities. Any remaining pre-wire work will continue in parallel with Phase 2. With the teams
prewiring the vehicles, it will significantly reduce the amount of time and effort needed by Automotive
Technicians at each Area office. During this phase, identified vehicles, regardless of vehicle type, will be
equipped with antennas and Focus H1 wiring (front camera cable, rear camera cable, wireless
microphone sync cables, and the wireless dock charging cable). It is estimated each vehicle will require
seven to nine hours to complete wiring installation.

Rollout Phase 2 (brackets, H1 hardware, modem, connect wires) will be completed by Automotive
Technicians and/or a WMVARS coordinator at each Area office once trained. Automotive Technicians
will be responsible for removing existing MVARS equipment and installing the complete WMVARS. It is
estimated it will take approximately five hours to complete the installation of the WMVARS unit.

In parallel with Phases 1 and 2, FOS will ensure new enforcement vehicles coming off the assembly line
will be pre-wired for the new WMVARS.
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3.2.2 Retrofit Rollout Schedule

Division Appliance Enforcement Division Training
Count Vehicles Scheduled for Week Of
HQ Headquarters 1 3 12/13/2019
Pilot East Sacramento 1 6 09/21/2020
Area
Placerville Area
501 Southern Division 0 213 03/08/2021
201 Valley Division 1 202 01/25/2021
301 Golden Gate 0 178 02/22/2021
Division
801 Inland Division 4 165 02/08/2021
401 Central Division 1 169 02/01/2021
601 Border Division 2 172 03/01/2021
101 Northern Division 5 115 03/29/2021
701 Coastal Division 3 94 03/22/2021
Total 18* 1,308%*

*Estimated number of retrofit vehicles. Number may fluctuate based on vehicle mileage.
**Total does not include HQ or Pilot. Plan is to retrofit vehicles with less than 100,000 miles.

3.2.3 New Build Rollout Schedule

As mentioned in section 3.2.1, Phases, new enforcement vehicles will be pre-wired for WMVARS. All
pre-wire efforts will be completed by FOS and the remaining WMVARS component installation will be
finalized by the Area office to which the enforcement vehicle is assigned.

Year Enforcement Vehicles Build Date
2020-2022 | Complete System 1,182%* Oct 2020 — Nov 2022
Total 1,182*

*Estimated number of New Build with complete system.

3.2.4 Train the Trainer Sessions
Division training will be conducted jointly by:

e Research and Planning Section
e Fleet Operations Section
e COBAN/Safe Fleet— Focus H1 and Command Center support

The RPS and COBAN/Safe Fleet teams will begin the classroom portion of the training simultaneously
with FOS training and installation of WMVARS in patrol vehicles, according to the training schedule in
the Master Project Schedule. For WMVARS installation, FOS training will be conducted using a HQ
vehicle.

In addition to representatives from the above HQ groups, the following Area representatives are
expected to be in attendance:
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e Mobile Video and Audio Recording System/WMVARS officers and back-ups.
e Automotive Technicians.
e Any other designees identified by the Area.

Classroom training will consist of:

e Paolicy and procedures.

e System operation.

e Application functions.

¢ Program responsibilities.

Automotive Technician training will be conducted in the parking lot (weather permitting) and consist of:

e The FOS will provide an installation overview and instructions.
e Automotive Technicians will perform an installation with FOS assistance.

Upon completion of classroom and Automotive Technician training, users will have the opportunity to
train with the newly installed WMVARS units. Additionally, they will be provided with training material
to train additional, different types of users within their Area offices.

3.2.5 On-Premise Appliance Installation

For some sites, installation of an on-premise appliance will be required. Site surveys will be conducted
and installation will be coordinated for impacted locations. The on-premise appliance installation must
be complete prior to commencing Division training and vehicle installations.

The following is a list of sites flagged with low-bandwidth and poor cellular coverage. These sites will
require an on-premise appliance:
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HQ — System Test 041 —1ITS
Valley — Pilot ' 245 — Placerville
Valley . = 221 - Gold Run

120 — Crescent City
126 — Garberville

Northern 146 — Mount Shasta
165 — Quincy
- i 175 — Trinity River B
Golden Gate N/A
Central 426 — Buttonwillow
I 725 - Hollister-Gilroy
Coastal 755 — Buellton
| 770 — Moorpark
Southern N/A
Bttt - 620 - Winterhaven |
630 — Indio
820 - Eridgéport
825 — Bisho
Inlihd 834 — Needlss

835 — Barstow

COBAN/Safe Fleet is responsible for on-premise appliance installation; however, all installations must be
coordinated with the ITS Customer Service Group (CSG), Technical Services Group (TSG), Division Local
Area Network Administrators (DAdmin), and Areas’ Local Area Network Coordinators. As the project
approaches the end of pilot, actual installation dates will be finalized.

For each site that requires an on-premise appliance, a site survey should be performed to determine if it
needs a new, lockable rack and, if so, where it should be installed. Also, the team needs to determine if
there is a need for additional power, grounding, cooling, and other facility factors. The site survey team
will need staff from COBAN/Safe Fleet and the CHP’s technical team. Site surveys and required
installation for each site will be tracked separate from the Master Project Schedule. The CHP Technical
Project Manager (PM) will determine the necessary staff to be in attendance. Prior to the survey, the
Technical PM will work with the CHP’s Facilities Section to obtain an asbestos survey for each site (if
applicable). During the site survey, the team will document:

1. If the existing CHP servers are behind a locking door and an existing, onsite rack has space to
accommodate the new COBAN/Safe Fleet equipment.

2. Ifanew rack is required, a recommended location of a new rack (mindful of clearance and the

documented asbestos areas, if any) will be provided,

Power requirements.

Grounding requirements.

Cooling issues (if any).

Cabling requirements.

Whether a separate uninterrupted power supply (UPS) is needed or if the server can attach to

the building’s existing UPS.

e Sy MR
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After the site survey, the CHP will arrange to address any identified facility issues.

If the decision is to implement a new locking rack, COBAN/Safe Fleet will arrange with the CHP project
management to have the new rack sent to the site and installed when the facility is ready. The CHP will
arrange to have the cabling run to allow the equipment in the new rack to attach to the CHP’s network.

After the rack is in place or space is chosen in an existing rack, COBAN/Safe Fleet will coordinate with
the CHP to bring the server(s) to the site for installation in the rack. The CHP will need to have a
representative available to attach the server to the CHP’s network.

3.2.6 Vehicle Installation

As outlined in section 3.2.1, identified vehicles will be pre-wired in Rollout Phase 1 then, upon
completion of Division training and on-premise appliance installation, installation of WMVARS units will
commence in Rollout Phase 2. The DAdmins and RPS will be responsible for any vehicle installation
questions.

During Rollout Phase 2, a monthly report of vehicle installations completed will be provided to the PM
and Technical PM by the DAdmin. Reports are due on the fifth working day of the month for the
previous month. For example, WMVARS installations completed through June 2020 shall be reported in
the July 2020 report. The report shall be submitted to the PM and Technical PM via electronic mail
(e-mail). Once the installation process begins, this report will be reviewed during the monthly ESC
meeting to provide visibility to the leadership of the project. Reports shall continue to be submitted
until all identified vehicles complete the installation.

Sample Report:

Area office _ Total # of Pre-wired Vehicles ~ Total # of Vehicles with WMVARS

3.2.7 Vehicle Verification

As part of the Statewide Rollout Plan, during Rollout Phase 2, the vehicle verification will be conducted
in three subphases described by the tasks outlined below and tracked as a milestone in the Master
Project Schedule.

3.2.71 Phase 1 Verification of Pre-wired Vehicles
During Phase 1, the CPVE team will:

e Verify all vehicles previously identified as a retrofit (mileage is less than 100,000) have been
equipped with WMVARS wires, antenna, and specific hardware.

e |dentify and pre-wire vehicles which were out of service or not operational due to natural
disaster.
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3.2.7.2 Phase 2 Verification of Retrofit (Quality Control)
During Phase 2, all vehicles with an active WMVARS unit will be verified as part of the “Phase 2
Verification of Retrofit (Quality Control)” milestone. The Area will:

e Verify the number of pre-wired vehicles with WMVARS unit installed.
e Validate the vehicles are functional and WMVARS is fully operational.

e Maintain a living document which tracks progress of vehicles verified as completed. The
DAdmin will provide a monthly report to the PM and Technical PM.

3.2.73 Final Verification (All Divisions)
If there are any vehicles which could not be verified during Phase 2, these vehicles, along with new

enforcement vehicles, will be verified as part of the “Final Verification (All Division)” milestone. The
DAdmin will:

e Validate all remaining vehicles are equipped with WMVARS units to meet the approximate 2,600
vehicle threshold.

e Validate the vehicles are functional and WMVARS is fully operational.
e Provide a final monthly report to the PM and Technical PM,
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4 Deployment Tasks

The following table provides a list of the various deployment tasks, individual or group responsible for
completion, as well as the timeframe in which tasks will be worked on.

Task Description
Pre-Deployment Activities

| Build One (1) In-Car Standalone Demo
Build Three (3) In-Car Systems and One (1)
On-Premise Appliance Environment
Configure Focus H1 Hardware and Command

Complete PSC Office Testing of WMVARS
Vehicle

Execute System Tests
Go/No Go - Pilot

Deliver Complete WMVARS Units and
Appliances to CHP

Tag WMVARS Units and Appliances and
Complete Information Technology Security
| Check

Send Appliances to Area Office
Install Appliances at Area Office

Send WMVARS Units Area Office

Receive WMVARS Units

Deployment Activities
Train-the-Trainer at Division Office

Bring One (1) Complete WMVARS Unit per
Pre-wired Vehicle to Training

Install WMVARS Units

" Post-Deployment Activities

Complete Monthly WMVARS Vehicle Report

COBAN/Safe Fleet

Primary Responsible

COBAN/Safe Fleet
COBAN/Safe Fleet
CHP =TS

CHP —ITS and RPS

CHE=115

COBAN/Safe Fleet

CHP —TS/RPS
CHP —ITS, CSG, and Network
Services Group

CHP —ITS and BSS

COBAN/Safe Fleet
CHP - TS TSG

CHP —TS/RPS

CHP — Area Office

CHP —RPS

CHP — Area

Area

Division

Timeframe

November 2019

' November 2019 -
| February 2020

December 2019 -

 January 2020

January 2020 -

 August 2020

March 2020 —

| September 2020

September 2020

Deliver two (2) months
before each Division
training

Upon receipt

Per Appliance Installation
Schedule

Per Rollout Schedule

' Send fhirty (30) .days prior

Deliver two (2) months
before each Division
training

Per Training Schedule

Per Training Schedule

After Completion of
training

Due fifth working day of
each month
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5 Back-Out Tasks

The following table identifies the tasks or steps required to be taken if a critical issue arises during the
deployment and fall back is required. A critical issue is one in which many WMVARS units or the
complete Digital Evidence Management System is not operational and there is no workaround.

If a critical issue arises, the Area shall notify the CHP PM and Technical PM immediately via phone or
e-mail. They will engage the WMVARS team and COBAN/Safe Fleet as appropriate.

If appropriate, the Area command shall halt WMVARS installations until the issue is addressed and ITS
has provided confirmation installations can resume. If the critical issue is deemed enterprise-wide, ITS
will send a division-level communication to those impacted and WMVARS installations shall be halted
until notified.

Task Description Responsible ‘ Timeframe

Halt WMVARS Installations ‘ Area Office As soon as issue is known

| Communicate Issue to CHP PM and : Area Office ‘ As soon as issue is known

| Technical PM | : |
Continue Business as Usual with Existing | Area Office As soon as issue is known

| MVARS system | |

| Coordinate with WMVARS Support Team and | CHP PM and Technical PM After issue notification
COBAN/Safe Fleet (as needed) to resolve the

| issue | o |

| Notify impacted Divisions (if enterprise-wide) = CHP PM and Technical PM After confirmation of

| of critical issue | | enterprise-wide issue '
Notify impacted Divisions and/or Area of CHP PM and Technical PM After confirmation of '
issue resolution issue resolution
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6 Support Plan

6.1 Project Support

Phase Responsible

System Test

Pilot

Statewide Deployment

The ITS and RPS will conduct system testing. During this time, COBAN/Safe
Fleet will be the primary group providing WMVARS hardware and application

 support and will provide users with onsite assistance as needed.

Placerville Area and East Sacramento Area will conduct Proof of Performance
and Burn-In testing. During this time, ITS and RPS will provide tier-1 WMVARS
hardware and application support to users and COBAN/Safe Fleet will provide
tier-2 support.

Area commands shall report all issues to the CHP PM and Technical PM for
resolution. If an issue is critical (i.e., no workaround and has a major impact on
operations), the Area shall also follow back-out steps in section 5, Back-Out
Tasks.

Issues will be tracked and monitored by the CHP and COBAN/Safe Fleet project
management team. COBAN/Safe Fleet will work issues according to agreed

| priority.

The ITS and RPS will provide tier-1 WMVARS hardware and application support
to users and COBAN/Safe Fleet will provide tier-2 support.

Area commands shall report issues to the CHP PM and Technical PM for
resolution. If an issue is critical (i.e., no workaround and has a major impact on
operations), the Area shall also follow back-out steps in section 5.

Issues will be tracked and monitored by the CHP and COBAN/Safe Fleet project

management team. COBAN/Safe Fleet will work issues according to agreed
priority.
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6.2 On-Going Maintenance and Support

Group

| Area

RPS

WMVARS Technical
Support

ITS Acquisitions Services
Unit

COBAN/Safe Fleet
Technical Support

WMVARS Product

Warranty and Quality
Assurance Guarantees
COBAN/Safe Fleet

Responsible

Each Area is responsible for providing first-level support for their respective
users.

Each Area shall identify at least one subject matter expert (SME) to answer any

 questions or address WMVARS issues within their Area.

The RPS will provide primary support for all 'WMVARS_po'Iicv-rélated. questions
or issues. The RPS will also need to approve any change requests to standard
configuration or changes to security access roles. The RPS will work with the

. WMVARS Technical Support team as needed.

Area offices shall direct any WMVARS technical questions or issues to the
assigned WMVARS Area SME. If needed, the SME will contact the HQ WMVARS
Technical Support team by submitting a work order/ticket to the IT Support

| Unit (formerly Help Desk).

The ITS Acquisition Services Unit will be the point of contact for any vendor-
related issues as they relate to the following:

e Contract/licensing

e Procurement

e  Product escalations

Vendor is responsible for providing on-premise appliance maintenance and

support, as well as providing Command Center application support.

The HQ WMVARS Technical Support team will contact and coordinate with the

| vendor as needed.

Vendor shall honor all manufacturer warranties and guarantees all products
purchased for a period of three (3) years from the date of the acceptance.

The HQ WMVARS Technical Support team will contact and coordinate with the

| vendor as needed.
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| Original

- Incorporated separate plans into the

Project Management Plan (PMP)
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' Revised Data f\/lanagement Section

Added Maintenance and Operation
(M&O) Transition Plan.

Minor clarifications

‘ Updated based on comments received in

California Department of Technology
(CDT) Stage 4 Evaluation Scorecard and
critical partner review

Updated to reflect change in Project
Manager (PM) and separate Technical
PM rol

Updated based on second wave of
California Department of Technology
(CDT) Stage 4 comments.

- Updated Stakeholder Register

Updated section 4.2.2, Change Control
Process, and section 4.3.2,

| Communications Matrix, and removed
| section 4.4.5, Configuration Management |

Plan Components
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Stakeholder roles as opposed to named
individuals. Removed Stakeholder

. Register section as it will be maintained
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Version # Author Key Differences

as a separate document (WMVARS
Stakeholder Register).

9 9/16/2020 | A. Kagiyama - Updated section 4.3.2, Communication
Matrix

‘ Updated section 4.8 to clarify governance
| bodies and removed reference to invalid
section

| Updated section 4.9 to remove original
implementation rollout approach and
reference Implementation Plan

Updated section 4.11 M&O transition
task timeframes

Revised Section 4.16 to clarify meeting
occurrence

10 ' 10/19/2020 A Kagiyama " Minor grammatical edits thrdughout

Updated section 4.2.3 to clarify PM
authority to approve minor change

Updated organizational charts in section
4.8.

Minor clarification to section 4.16 based
on Independent Project Oversight (IPO)
feedback

Updated section 4.19.1 to include IPO
role

11 ' 11/3/20 | A. Kagiyama - Updat_e_d 6rg_aniza_tiunat charts in section
4.8, Governance Management

12 ' 11/19/20 " A. Kagiyama ' ' Updated section 4.15.2, Project Staff
Estimates
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1 Introduction

This Project Management Plan (PMP) and any subsidiary plans referenced seek to provide readers with a
high-level understanding of the project, the scope of the effort, and the project management practices
that will be used to manage various aspects of the project.

The Wireless Mobile Video and Audio Recarding System (WMVARS) project proposes to replace the
existing standalone DVD-based Mobile Video and Audio Recording System with a commercially
available, high-resolution recording solution, capable of supporting integrated body worn cameras
(BWC), for all officers. The new solution will allow the California Highway Patrol (CHP) to increase in-car
usage in enforcement vehicles from 66 percent to 100 percent, including the ability to outfit
motorcycles in the future. The project solution will eliminate patrol officer control of in-car data, which
will reduce personnel hours expended handling data and increase evidence reliability. Additionally, the
new solution will provide an integrated solution for all video evidence captured both via in-car and BWC.

Solution Project Scope

The project scope is limited to the acquisition and implementation of a Commercial Off-The-Shelf (COTS)
Software as a Service (SaaS) WMVARS solution, including all hardware and software needed to meet
project objectives. The overall solution shall support a direct-to-cloud environment, as well as a hybrid
environment, where the solution supports inputs directly from the in-car recording systems and from a
temporary local storage appliance from which digital evidence may be uploaded.

To help understand the project scope, the list below contains the major activities:

Configuration of the COTS WMVARS
System Fu nctiona_li_ty_TEs_t (§FT)
Field Test at two sites (one on-premisé appliance and one direct to cloud Iotation)

Training (Train-the-Trainer, End-User and Installation, and Field Support)_

Statewide Rollout

The CHP to provide supporting network infrastructure

Data migration from exi-sti_ng DVD-based system and BWC system to new WMVARS

2 Approach

2.1 Project Management Approach
The California Department of Technology (CDT) has detailed the State of California policies regarding
information technology (IT) project management within the State Administrative Manual (SAM) and the

Project Management Plan vi2
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Califarnia Project Management Framework (CA-PMF). The CA-PMF offers guidance and insight on
project management methods and approach using resources, tools, and templates. In addition to the
CA-PMF, CHP’s Information Technology Section (ITS), Project Management Unit (PMU) has developed
the CHP Project Management Framework (CHP-PMF) to streamline and tailor the project management
framework such that it can be applied easily to CHP IT projects. Together these frameworks support
project management practices that conform to industry standards and have been adapted to the
context of California State government.

2.2 Assumptions
The following are the critical assumptions for this project:

Assumptions

Descriptions

Strong management engagement | California Highway Patrol senior management will actively support the

| direction and effort.

' Proven méthddologies | The project will use the CA-PMF and the CHP-PMF,
' Strong user adoption - Users will accept the sys_tern when the a(fceptance test proves the
system meets the requirements.
| Subject Ma_tter-Exp-uert (SME) | Resources will be allocated to the project when required.
availability
' Project Team empowerment ' Project Team members with conflicting operational responsi'bilities will

2.3 Constraints

have a way to resolve conflicting time frames between an operational
issue and project deliverable deadlines.

The following triple constraints (scope, time, and cost) have been taken into consideration and
identified for this project:

Constraint Description

Scope The project scope is limited to the implementation of in-car cameras. The introduction of BWCs
to scope will occur if the Research and Planning Section (RPS) confirms the Department
direction and funding becomes available.

Time The schedule factor was chosen as constrained, because current aging hardware will not last
beyond the initial projected end date of the project.

Cost The project funding is limited to the approved Budget Change Proposal (BCP) monies of $52.53

million. A future BCP will be submitted to provide for the maintenance and operation (M&O)
costs.

Project Management Plan v12
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3 Planning Roles and Responsibilities

The Roles and Responsibilities table below identifies participant names, roles, and responsibilities
related to key tasks within the Planning Process Phase.

Role | Planning Responsibility

Project Manager (PM) e Prepare all project management documentation and Project Approval

Lifecycle (PAL) Stage Gate deliverables
Technical PM

' s Review and approve all project manage_ment documentation and/or
Executive Sponsor PAL Stage Gate deliverables

e Provide input into project management documentation

Business Sponsor and Owner | ® Review and approve all project management documentation and/or |
PAL Stage Gate deliverables

e Provide overall direction with regards to technical architecture
requirements ‘

IT Sponsor e Review and approve all project management documentation and/or
PAL Stage Gate deliverables
e Liaison to CDT and the Department of General Services (DGS)
ITS Acquisitions andl Project o  Review and approve all project management documentation and/or
Management Oversight PAL Stage Gate deliverables

CHP Contract Manager e Review and approve overall solicitation approach

| e Assist CHP in developing solicitation package
DGS Contract Manager ' e Conduct solicitation

e  Assist CHP with PAL process
| PAL Manager =

r T
|
Review and approve all PAL Stage Gate deliverables

SMEs ¢ Provide input into project scope and requirements

4 Subsidiary Plans

4.1 Business Continuity Plan

Business Continuity is built into the project via the Enterprise Technology Recovery Plan (last updated
October 2019). In addition, all business continuity requirements have been incorporated into the
solicitation package and specifications.

4.2 Change Control Management

The purpose of the Change Control Management Plan is to document how project changes are to be
requested, assessed, approved, monitored, and controlled. This plan defines the Change Control
Process (CCP) to standardize the procedures for efficient and prompt handling of all project Change
Requests (CR). A formal, repeatable process minimizes risk when introducing change to the project
environment and helps preserve quality. The Change Control Management Plan defines the activities,

Project Management Plan v12
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roles, and responsibilities necessary to effectively and efficiently manage and coordinate the change
process.

4.2.1 Approach and Change Control Governance
In the project, the project-level Change Control Committee and the Project Team are one in the same.
All change requests will be reviewed by the Project Team, which will include reviewing both technical
and business impacts. If consensus cannot be reached, the request will be escalated to the
Commanders of the respective groups and/or the Executive Steering Committee (ESC) to provide
direction.

4.2.2 Change Control Process
Project Change Request
The following project change request process will be used for managing major and minor changes that
impact scope, schedule, and/or budget:

Wil SN Criteria Reviewer Approver R

Change Description Required?

Major Represents Addition of a new ESC ClO Yes
significant requirement or expansion

change in project | of an existing business
scope, schedule, | requirement that has

or budget significant impact on
scope, schedule, or cost.

Schedule delay of more ESC Clo Yes
than 30 days or 10
percent delay to project
end date.

Requires additional ESC ClO Yes
funding of $100,000 or
impact on total project
budget is greater than 10
percent.

Minor Routine change Schedule delay of less Project Sponsors PM No
with little or no than 30 days or less than
significant impact | 10 percent impact to

on project project end date.
Impact on project budget | Project Sponsors | IT Project No
is less than $100,000 or Sponsor

less than 10 percent of
total project budget.

Project Management Plan v12
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Change Request Initiation and Processing
The following process will be used for managing major changes that impact scope, schedule, and/or
budget:

Project Management - Change Management Process

— b ®

bl |
it Inbentifies the need for a | |
4 change and sends 3 request * » P Hequests ¥
F to the project manager |
- - I A
-~
Mo

Stakeholder /
Requestor

Logs change request in Sends notMication 1 |
| thange request fog | i
|

b

Evalpates change |

Rebaselines,

communicates W - L1
change and moves -—» ,!ﬁ ." 1
forward with "1 y

implementation |
g

|
|

Project Manager
(PM)

requests and provides |
| prefiminary analysis {Le. r——-y:‘_s‘*‘;‘:::f‘;;‘“’
impad toscope, cost,
E ‘ schedule, risk)
g g
& (Al
o N
-8 Yes |
i v
ol g =
£ = ¥ e -
5 4 | — »
= Reviews change i A Re-evaluates v
2 é analysis Lo . change? _ request _Jw\_f,\.\'
g E S ‘BR K
o E e - | Vi - — ]
=38 t -

Step 1 Stakeholder/requestor identifies the need for a change and sends a CR to the PM via electronic
mail (e-mail). The requestor must complete the “Change Request Submission Section” on
Change Request Form (CRF) (see section 4.2.7).

Step 2 The PM logs the CR in the project Change Request Log (see section 4.2.5).
Step 3 The PM adds the CR to the Project Team meeting agenda.

Step 4 Project Team or assigned individual evaluates the CR and completes the “Change Request
Analysis Section” on the CRF.

Step 5 Project Team determines if the CR moves forward for approval.

Step 5a If it is determined a change will not move forward, the PM will notify the requestor and
complete the “Change Request Closing Section” on the CRF (see step 6).

Step 5b If it is determined a change will continue to move forward, the PM will schedule a
review meeting with the Project Sponsors and/or ESC.

Step 5¢ The PM will complete the “Change Request Approval Section” on the CRF and obtain
sighature from the Project Sponsor.

Project Management Plan vi2
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Step 5d If CR is approved, PM will rebaseline the project and notify the requestor and Project
Team.

Step 5e Upon completion of the project or upon confirmation the change was implemented, the
PM will complete the “Change Request Closing Section” on the CRF.

Step 6 If the Project Team, Project Sponsors, or ESC do not approve the change, the requestor may
escalate and request a re-evaluation by the committee. The PM will schedule a re-evaluation
review meeting with the objective of obtaining final disposition.

Change Request Analysis

The Project Team analyzes the CR to determine the potential impact(s) of the requested change on the

project. The team validates and verifies the information provided by the Requestor and makes updates
as needed. The team analyzes the situation and the CR Owner documents the results of the analysis in

the Analysis section of the CRF.

Change Request Approval

The Project Team reviews the recommended approach to implementing the change and determines
next steps for the CR. If consensus cannot be reached by the Project Team, the PM will present the CR
and recommendation to the Project Sponsors, Commanders of RPS and ITS, for direction. If more
direction is needed, the Commanders will present the CR and recommendation to the ESC.

The PM notes the decision in the Change Request Disposition box of the “Change Request Approval
Section” on the CRF. The CR disposition is typically accompanied by comments regarding the decision,
signature, and signing date.

423 Roles and Responsibilities
The below table of Roles and Responsibilities provides a description of the duties of those involved in

the CCP.
Role Responsibility
| ESC e Review major CRs escalated by the Project Team :
e The CIO has final decision authority on major CR
Project P Review minor_decisions_on CRs escalated by the Project Team
Sponsors e The IT Sponsor has final decision authority on minor CRs

P_roje_ct Team | Emary decision-making body for CRs (i.e., acts as Change Control Com_mittee)

e Meeton a regular basis to address outstanding CRs and escalates to Project Sponsor(s)
and/or the ESC, as necessary

e Act on CR decisions by Project Sponsors and/or the ESC
PM e Establish and maintain the Change Control Management Plan
e An active sponsor of approved changes
e Manage the CCP and any resistance to approved changes
e Approve CRs for analysis

Project Management Plan vi2
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Role Responsibility

¢ Assign the CR analysis to a CR Owner

e Review the scope, budget and schedule impacts

e Assign project resources for CR analysis and, if approved, implementation

e Review the CR implementation after it is deployed

e Communicate CR status/decision back to Stakeholders

e Vote as a member of the Project Team

e Approve changes within designated authority

e |nitiate the escalation process to the Commander(s) and the ESC, as needed
"CR Owner e Identify possible solutions and their impact to the Project and its Stakeholders

e Take ownership and work with the Project Team to analyze, evaluate, and, if approved,
implement CRs

e Complete the CRF
e Prepare supporting documentation for the CR
e Obtain manager approval to submit the CRF to the CR Coordinator (CRC)
e Submit CRF to the CRC
e Verify CRs are implemented correctly
CRC B Single point of contact for CRs
e Receive and record CRs in the chosen tracking tool
e Perform initial CR risk assessment
» Review the CR’s impact to the project’s scope, schedule and cost
s Schedule and transcribe the project meetings in which the CRs are discussed
e Maintain the CR tracking tool, monitors CR progress and reports status regularly

o [Measure the overall quality of the CCP to report trends and make recommendations
for process improvement

e Maintain project CR documentation in project library

4.2.4  Project Baselines
Project baselines will be finalized at the following points of the project:

e Scope and Cost — Upon completion of project planning and CDT PAL approval.
e Schedule — Expected to be within 30 days of contract execution; however, no later than 15 days
after project kick-off.

4.2.5 Project Change Request Tracking
The project CRs will be tracked by the CRC in the Change Request Log.

Project Management Plan v12
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4.2.6 Change Request Reporting

Change request reporting will be presented in Project Team meetings as well as ESC briefings. Change

request information will be provided in the format below.

Title Frequency Content

Opened, Pending, Regularly Summary of the CRs that have been
and Approved CRs  Scheduled opened, still pending, and approved

Team since the last reporting

Meeting

(Weekly)
CR As Lists all CRs approved for
Implementation Completed implementation, activities to
Status implement, estimated completion

date, and status

4.2.7 WMVARS Change Request Form Example

<Project Name and/ or
Logo>

Change Request Submission Section

Change Request Title: [Example: Addition of one full-time (FT) database
administrator]

Change Request O - Scope
Category o - Time

o -Cost
Originator Name [Name] Originator Organization
Date Submitted [XX/XX/XXXX] Originator's Manager
Primary Contact Person  [Name] Backup Contact Person
Primary Contact E-mail [E-mail] Backup Contact E-mail

Priority: (Check One):

Usage

Keeps the Project Team and
Stakeholders informed
about the changes being
made

Used by management, the
CRC, and CR Owners to
track CR implementation.

Project Change Request (CR)

CR Number: (PM Use
Only)

[Organization name]
[Manager name]
[Name]

[E-Mail]

1 - Critical: Work stoppage or severe impact on productivity has occurred; solution needed

immediately.

O 2 - High: Work stoppage or severe impact on productivity is eminent; solution needed before

impact occurs.

0 3 - Medium: Impact on productivity is expected; workaround has been identified and solution

is needed.



O 4- Low: Impact on productivity is minimal; solution is needed.

Detailed Description of
Proposed Change

Justification for Change

Current Workaround (if
applicable)

Potential Cost
Considerations
(if known)

Additional Information /
Comments

Change Request
Disposition

(PM Use Only)

CR Analyst (CRA)

Date CRA Assigned

[Example: Data conversion is taking more time than planned due to the
condition of the source data. Data conversion tasks are on the critical path
and are at risk of slippage. Adding anotherfull-time database
administrator will add needed capacity to stay on schedule. ]

[Example: Change will prevent impact on project end date due to slippage
of critical path data conversion tasks.]

[Example: None]

[Example: Staffing costs will increase by 1 full-time database
administrator.]

[Example: None]

O Rework [0 Not Accepted [1 Withdrawn [ Deferred [ Approved for
Implementation

Disposition Comments:
Signature:

Date:

Change Request Analysis Section
[CR Analyst Name]

XX/XX/XXXX Date CRA XX/XX/XXXX Date CRA

Completed

XX/XX/XXXX

Due

Impact Areas: (Check One or More)

[0 Project Cost Increase: Change will result in an increase to project costs.

0 Project Cost Decrease: Change will result in a decrease to project costs.

[0 Scope Increase: Change will result in an increase to project scope of work.
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[0 Scope Decrease: Change will result in a decrease to project scope of work.

[0 Schedule Change: Change will result in a change to the Master Project Schedule (MPS).

[Example: The project cost increased by 10%.]

! [Example: Recruit and hire one additional FT DBA, baseline budget will
| increase.]

[Example: None]

4.3 Communications Management

The purpose of the Communications Management Plan is to define the project’s communication
requirements and how information will be distributed. Communication is fundamental in managing
Stakeholder expéectations regarding how the project is progressing. Most of a PM’s time is spent on
communications, including conducting and facilitating meetings; composing e-mails, documents,
and plans; negotiating with team members, Stakeholders, and vendors; overseeing work; reporting
performance; and escalating issues.

413.1 Approach

Use of this plan will ensure the communication needs and expectations for the project are clearly
defined, helping to promote effective and efficient communications.

All project documentation will be stored on the shared file server under the ITS directory and
documents that are to be project artifacts will be uploaded to the ITS, PMU SharePoint site. Project
documentation that needs to be shared externally shall be made available via e-mail and/or external
SharePoint site.

This section of the document will be reviewed throughout the lifecycle of the project and revised as
necessary to ensure the communication needs of the project and Stakeholders are met.

“This document includes these mainsections:— — = 7= .
e Communications Matrix — Identifies various communication types and the methods by which
information will be distributed.

e Guidelines for Project Status Meetings — Outlines the communication expectations about Project
Team meetings.

Project Management Plan v12
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43.2

Communications Matrix

This table identifies the communication items that will be used for disseminating information. The

following is included in the column guide:

* Communication Type — Provides a category for the type of information.

» Description — Provides a brief overview or purpose of the type of communication.

e Stakeholder(s) — Identifies the individuals or groups that require a communication.

¢ Frequency — Indicates the frequency with which information will be communicated.

» Format/Distribution Method — Describes the format and method(s) by which the communication is

distributed.

e Owner - Specifies who is responsible for ensuring communication is distributed to stakeholders.

Communication
Type

Description

Stakeholders

Frequency

Format /

Distribution Owner

Project Status
Meeting

Technical Team
Meeting

Purpose of this
communication
will be to discuss
project status,
including current
activities,
progress, risks,
issues, and change
requests.

| Purpose of this

communication
will be to discuss
day-to-day project
activities and
progress made
against assigned
tasks.

PM Weekly
Technical PM
IT Sponsor
Business
Sponsors
Business
Owner

CDT Project
Oversight
Manager
Independent
Verification
and
Validation
(IV&V)
Contractor

PM 'Y As needed

Technical PM
Project Team
CDT Project
Oversight
Manager
V&V
Contractor

[ Method
Meeting/In-
person,
Agenda,
Meeting
Minutes

State PM

Vendor PM

State
Technical
PM

' Meeting/In-
person

Vendor
Technical
PM

Project Management Plan vi12
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Communication
Type

ESC Briefings

Project Status
(Project
Management
Office [PMO]
Report) and PMO
Status Meeting

Description

Purpose of this
communication
will be to keep the
ESC apprised of
project progress,
high impact issue,

and risk(s).

Purpose of this
communication
will be to provide
a short overview
of the project and
its health. The
primary data
source will be
Project Team
meeting
discussions and
meeting minutes.
Other data sources
will include
informal status
updates from
Project Team

members.

Stakeholders

PM Monthly
Technical PM
Executive
Sponsors

IT Sponsors
Business
Sponsors
Business
Owners

CDT Project
Oversight
Manager
V&V
Contractor
Information Monthly
Management

Division (IMD)

Executive

Management

ITS

Management

Other PMs

PMU

(Oversight)

CDT Project

Oversight (if

requested)

Frequency

Format /
Distribution
Method

Verbal/

In-person

Report

Report/
E-mail

Verbal/

In-person

Owner

State PM

State PM



Communication
Type

Go/No Go
Review

CR

Po'licy/Process/_P_r
ocedure/End
User
Communication

Agency State
Entity Portfolio
Report Statewide
Information
Management
Manual (SIMM)
19A.5

Description

Purpose of this
communication
will be to review
testing activities,
implementation/
rollout, discuss
overall production
readiness, and
decide whether to
implement.
communication
will be to present
the proposed
change to the ITS
Change Control
Board (CCB) and
obtain approval
for
implementation.
PL}rpose of this
communication
will be to
communicate
policy, process, or
procedure updates
because of this
project.

' Purpose is to
provide a
summary of
project status.

Stakeholders

PM
Project Team
ESC Members

PM
Change
Control
Committee
CCB

RPS

Project Team
ESC Members
All CHP
Officers
Office of
Employee
Relations

Agency
Control
Agency = CDT
and
Department
of Finance
(DOF)

California Highway Patrol
Wireless Mobile Video Audio Recording System (WMVARS)

Frequency

After testing is
complete and
before the Field
Tests begin

' One request to

be submitted to
CCB one month
prior to the start
of the planned
rollout

' Timi'ng of

communications
will follow
Communication
s Network
(Comm-Net)
guidelines for
submission and
publications

‘ Monthly

' Meeting/In-

Comm-

Format /
Distribution

Method
Meeting/In-
person,
Agenda,
Meeting
Minutes

State PM

' State PM
person, CRF

' Business
Net/E- Sponsor

mail/Intranet

' Report/Form ' State PM

al Submission

Project Management Plan v12
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Communication
Type

IPO Report

Project Status
Reports (PSR)
SIMM 45E

IV&V Status
Report

Post
Implementation
Evaluation
Report (PIER)

Description

Purpose of the

communication is
to independently

review and report

on the project
management
processes and
deliverables.

Purpose of this

communication is

to convey overall

status and

progress of the

project to CDT and
other interested

parties within the

state and local

government or the

public.

Purpose of this

communication is

to supplement
CDT Project
Oversight
reporting with
focus on the

technical

assessment of the

project
deliverables.

Purpose of the

communication is

to summarize the

results of the

project.

Stakeholders

PM

ESC Members
Agency
Control
Agency - CDT

Control
Agency - CDT

PM

ESC Members
Agency
Control
Agency - CDT

PM

ESC Members
PMU
(Oversight)

Agency
Control
Agency - CDT,
Legislative

Analyst Office

Frequency

Monthly

Monthly

Fifth working
day of the

month

Monthly

Within six
months of

completed

project activities

Format /
Distribution
Method
Report/Form

al Submission

Report/Form

al Submission

Report/Form
al Submission

Report/Form

al Submission

Owner

CDT
Project
Oversight

Manager

State PM

V&V
Contractor

State PM
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4.3.3  Guidelines for Project Status Meetings
The following guidelines will be used for project status meetings:

e All Project Team members will be invited to project status meetings.

e |tis expected all Project Team members attend; if unable to attend, a notification to the PM is
expected, and a delegate provided.

e All project status meetings will have an agenda and meeting minutes will be distributed within
one to two business days of meeting.

e All meeting participants are expected to review meeting minutes within one to two business
days of receipt; if there are any questions or concerns with the content, participants will contact
the meeting minutes distributor immediately.

e Revised meeting minutes will be redistributed as needed.

Project Management Plan v12
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4.3.4 Project Status Meeting Agenda/Minutes Template

WMVARS Project Status Meeting

Date: mm/dd/yyyy Time: hh:imm - hh:mm Location: TBD
Meeting Organizer: Project Manager Type of Meeting: Project Team Meeting
Attendees

Project Team Members

Agenda / Minutes

Discussion: e
CURRENT ACTIVITIES (ACTIVELY WORKING):
Task Description Owner Target Date  Comments

UPCOMING ACTIVITIES (TO BE WORKE D):
Task Description Owner Target Date  Comments

RISKS AND ISSUES:

Rit/I# Title/Brief Description Originator/ Mitigation Strategy /
Owner Issue Resolution
ACTION TEMS:
Al# Description Owner/ Comments
Due Date

4.4 Configuration Management Plan

The Configuration Management Plan guidelines identified here will establish and maintain the integrity
and control of software/hardware products and documents supplied by the WMVARS vendor during the
configuration and implementation of the COTS solution and its M&O.

The plan will address the management and control of content, change, and status of shared information
within the WMVARS development and implementation.

4.4.1 Roles and Responsibilities
The plan shall be developed in collaboration with the selected vendor during the early part of the
system configuration/implementation phase.

Listed below are planned starting points for defining organizational responsibilities pertaining to the
configuration management activities required to ensure program success.

Project Management Plan vi2
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4.4.2 Research and Planning Section
The RPS shall have full responsibility for all WMVARS configuration management activities and will work
closely with ITS and consultant staff to ensure configuration management during the overall design,
development, testing, installation, and deployment of the system. Configuration management will
enable successful project completion and efficient ongoing support and maintenance for the duration of
the project. The RPS shall have final approval of the plan.

4.4.3 Information Technology Section
The ITS staff shall have the following roles and responsibilities:

¢ Review the plan developed by the vendor for completeness and compliancy with the functional
requirements presented in the Request for Proposal (RFP) and other contract documents.

¢ Audit the configuration management process developed by the vendor to ensure it is correct
and there are built-in control mechanisms that will lead to a successful project.

e Establish a specific hierarchy of information for both project non-deliverables and deliverables.

¢ Create a configuration management process to support change evolution of the WMVARS
software and hardware.

e Monitor the WMVARS COTS system delivery and release management procedures that shall be
developed by the vendor.

4.4.4 Vendor Staff
Vendor personnel for the project shall have the following roles and responsibilities:

e Collaborate with CHP in developing a comprehensive plan for the project, configuration,
implementation, and deployment phases.

¢ Identify and document the functional and physical characteristics of the system, software,
hardware, and operational components so these relationships may be managed, maintained,
controlled, and assured.

e Record and report the status of proposed changes consistent with the established change
management process, approve any proposed changes, and the provide the status of the
implementation of approved changes.

e Disseminate baseline information to project management personnel and establish and maintain
a status accounting and reporting system that records the baseline, authorized changes to the
baseline, and verification of changes incorporated into the documentation and/or COTS
solution.

4.5 Contract Management

The project will utilize the following contract management processes to ensure the vendor complies
with the terms and conditions of the contract and monitor that products and/or services meet the
project's requirements. These processes pertain to the CHP contract(s), not the statewide contract
vehicle to be used.
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4.5.1 Roles and Responsibilities

Role Responsibility
Project Sponsors e Escalate material contract issues and concerns to the PM and ES
e Review and approve the Contract Management Plan
Contract Manager ¢ Maintain the Contract Management Plan
e Escalate issues and concerns to the PM

¢ Ensure consistency and continuity of the contract management process
and conformity to applicable processes, policies, standards, rules, and
regulations

e Approve invoices prior to processing

e Responsible for all interactions with vendors in the event of a contract
or invoice dispute

e Approval of contracts and contract amendments

e Manage all contracts to ensure compliance with state contracting
requirements

IV&V Contract Manager e Review IV&YV status reports

e Coordinate with the State PM, State Technical PM, and vendor to
identify and address IV&V findings and recommendations

PM e Review and approval of contracts and contract amendments
e Participate in contract dispute resolution
e Review and provide input to the Contract Management Plan

e Escalate contract issues and concerns to executive management and
Contract Manager

e Approve contract deliverables

e Review and validate invoices; notify Financial Analyst and Contract
Manager of disputes

¢ Facilitate vendor staff member onboarding
Financial Analyst ¢ Review deliverables for administrative contract requirements

e Receive deliverables and review for administrative contract
requirements

¢ Facilitate the process to review deliverables
e Confirm invoices with PM and submit to Contract Manager for approval
e Send approved invoices to Accounts Payable Unit (APU) for processing

e Research contract issues, monitor vendor compliance with terms and
conditions of contract, and participate in negotiations

¢ Develop and execute contract amendments
e Escalate issues and concerns to the Contract Manager

Technical PM e Review and approve the functional content of deliverables

Project Management Plan vi2
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Role Responsibility

e Escalate issues and concerns to the Contract Analyst

Functional Manager/ e Review and approve the functional content of deliverables

Business Owner e Escalate issues and concerns to the Contract Analyst

Purchasing Services Unit e Oversee purchases executed via the statewide contract

Budget Development Unit e Approve all purchase orders and purchase order amendments for
availability of budget authority

APU e Process invoices and send to State Controller's Office (SCO) for payment

Office of Legal Affairs e Assist with the resolution of issues related to conflict of interest,
confidentiality, contract terms and conditions, and contract disputes

1 DGS 1° Approve statewide contract and contract amendments
4.5.2 New Contract Initiation

Notification of Contract Approvals

Upon award of the statewide contract, the DGS Contract Administrator will notify the CHP Contract
Managers.

Upon award of the purchase order, hereinafter referred to as Contract, a copy of the executed Contract
is provided to the Financial Analyst. At that time, the contract management responsibilities begin, and
the PM coordinates with the vendor to determine a date to begin contract activities.

Onboarding Process

Once the start date for the vendor is determined, it is the responsibility of the PM to arrange for the
needed resources before the arrival of vendor staff. Resources include seating, equipment, special
software, building access, and network access. The PM is expected to brief the vendor staff regarding
work hours, work location, and products and services to be delivered according to the Contract.

Conflict of Interest

All designated vendor staff members must sign a CHP 78V, Conflict of Interest and Confidentiality
Statement - Vendor, before starting any project work and a California Fair Political Practices

Commission Form 700, Statement of Economic Interest. This form will be completed before vendor staff
is given access to project materials.

4.5.3 Invoice Processing
The vendor must comply with all invoice requirements as stipulated in the Contract. All invoices will be
mailed to the ITS, Acquisition Services Unit. Upon receipt, the Financial Analyst will review the invoice
and route it to the PM for review and validation. Upon validation, the Financial Analyst will route to the
Contract Manager for approval. Upon approval, the Financial Analyst will receive the invoice in the
Financial Information System for California and submit the invoice to the APU for payment.
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Should an invoice need to be disputed, the PM will notify the Financial Analyst and Contract Manager as
soon as possible. The Financial Analyst will draft a STD 209, Invoice Dispute, and upon Contract
Manager approval send it to the vendor for resolutions. Once the issue is resolved, the vendor must
resubmit an updated invoice for processing.

4.5.4 Contract Disputes
Should contract issues arise, the escalation process identified in the Statement of Work (SOW) will be
followed. Should all efforts to resolve the issue following the escalation process be unsuccessful, the
PM will draft a cure letter for IT Contract Manager approval. The CHP's Contract Manager in Business
Services Section, Purchasing Services Unit (PSU) will send the cure letter to the vendor to formally notify
them of the required steps to correct the issue.

4.5.5 Amendments
Consistent with the terms and conditions of the statewide contract, and upon mutual consent, DGS,
CHP, and the vendor may execute amendments to the Contract. Any amendment or variation of the
terms of the Contract will not be valid unless made in writing, and agreed upon by both parties and
approved, as required. No verbal understanding or agreement not incorporated into the Agreement will
be binding. Amendments to increase quantities of products/services will be at the same rates identified
in Appendix E, Cost Worksheet, and must be approved through the CCP.

4.5.6 Work Authorization
All unanticipated tasks not specifically identified in the SOW must first be authorized via a Work
Authorization. See SOW section 16, Unanticipated Tasks, for additional information.

4.5.7 Contract Closeout
The Contract will be considered closed when all work described in the SOW is completed, all Contract
dollars have been expended, or when the project terminates the Contract. The below activities are to
be performed at contract closeout.

Contract Audit

Approximately 60 to 90 days before the end of the Contract, the PM should review the status of
contract activities and deliverables and determine if the vendor is on target to complete all obligations
by the contract end date. At that time, contract documentation should be reviewed to ensure any
discrepancies are resolved before the contract ends.

All deliverables listed in the SOW are verified to ensure they were either approved or cancelled by the
project. Any overdue or pending deliverables or open items must be resolved prior to the end of the
Contract. No vendor staff may continue to work past the Contract end date.

Contract Termination Process

The Contract may be terminated as allowed by the applicable GSPD-401IT, General Provisions-
Information Technology. Should termination be deemed necessary, the PM and IT Contract Manager
will draft the letter, to be reviewed and approved by IMD and PSU. The contract will be considered
terminated when a letter of termination is sent to the vendor by PSU.
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Vendor Evaluations

The PSU completes the STD 4, Vendor Evaluation Form. If a negative evaluation is made, a copy of the
STD 4 must be forwarded to DGS within five (5) days of the evaluation. This evaluation is considered
confidential and must be marked and stored accordingly. The evaluation is sent to DGS and a copy of
the form with all pertinent Contract notes is filed in the Contract file.

Final Invoices

The vendor submits an invoice covering the final hours and/or deliverables completed under the
Contract before termination/contract expiration. If a withhold has been used, the vendor also submits a
bill for the withhold at this time using a separate invoice clearly marked as "withhold." The final invoice
cannot be paid until the review of the contract file has been completed and all open issues from the
audit are resolved. After the final invoices have been paid, APU will disencumber any remaining funds.

Archiving Contract Records

At the end of the Contract, all records will be archived in accordance with the State Contracting Manual.
All Contract documents will be retained by PSU, while all invoices, deliverables, and Deliverable
Acceptance Documents will be retained by the ITS Acquisitions Services Unit.

4.6 Cost Management

The CHP will utilize an approach that assigns expenditures to an appropriate project cost category to
effectively manage project costs and simplify reporting requirements. The Project Team will account for
all expenditures monthly and will be reported through the PSR. A Microsoft Excel spreadsheet will track
the monthly and fiscal year-to-date totals.
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4.6.1 Roles and Responsibilities

Role

Project Sponsor

PM

ITS Acquisitions
Services Unit Manager

Financial Analyst

4.6.2 Cost Planning

Responsibility
Provide overall business leadership to ensure cost and funding
requirements are met

Ensure requests for cost and funding changes have followed the approved
CCP, and approved changes have been incorporated into cost and funding
documents in a timely manner

Review and approve cost and funding documents prior to sending to
control agencies

Lead Project Team in the development of the Cost Management Plan
Provide regular status updates and make approval recommendations

Ensure the overall cost management effort is being executed in
accordance with the plan

Ensure the entire Project Team, state, and vendor (if applicable) are
following this plan

Ensure adherence to all project processes that interact with or provide
input to the cost management effort

Ensure there are enough resources to execute this plan and the cost
management activities are being performed in a timely manner

Along with the PM and Financial Analyst, develop the Cost Management
Plan

Has overall responsibility for managing processes and activities outlined in
the Cost Management Plan

Responsible for the overall cost management effort and the cost
repository containing the cost and funding documents

Ensure the cost processes are organized, managed, and controlled and all
issues are identified and resolved in a timely manner to minimize rework

Contribute to the development of cost and funding documents
Assist in the development of the Cost Management Plan
Considered the SME for cost management processes

Assist the PM and ITS Acquisitions Services Unit Manager in capturing,
verifying, and communicating project cost and funding requirements

Resource planning and cost estimating shall be performed early in the project lifecycle. High-level
estimates shall be obtained feeding into the overall project initiation phase and continuously refined
throughout the planning phase as more detailed analysis and research is completed. As part of the CDT
PAL, financial worksheets will be developed and used to assist with the cost planning and budgeting

process.
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4.6.3 Cost Tracking

The ITS Acquisitions Services Unit will send the PM and ITS Acquisitions Services Unit Manager/IT
Contract Manager a copy of all invoices received and approved for the prior month by the 15thof each
month. For example, by February 15, a copy of all invoices received and approved in January will be
sent to the PM. These invoices will be used in preparing the PSR.

The Project Team will complete the following tasks:

1
2.

3.
4.

Reconcile all invoices against the monthly expenditure report and resolve any discrepancies.
Log the actual costs for the current month and update fiscal year-to-date totals in the Microsoft
Excel spreadsheet.

Map the reconciled costs to the project cost worksheet.

Complete the PSR using costs according to project cost worksheet categories.

Project Labor Hour Tracking

The CHP timekeeping and tracking systems do not provide for tracking work hours against projects.
Project staff and participants will be requested to track time spent on the project using a template like
the example below.

California Highway Patrol

Project Information

Project Nam *:

OPI:

Hours Allocated.

OPI Point of Contact

team:

Activity Details Updated: mm/dd/yyyy
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Resource Costs

Individual resources involved in the project will submit monthly timesheets for approval. The Financial
Analyst will keep a spreadsheet tracking the hourly expenditures and provide a copy when submitting

the monthly hourly tracking to the PM and ITS Acquisition Services Unit Manager/IT Contract Manager
for approval.

4.6.4 Cost Reporting
Monthly Cost Reporting

Each month, the PM will prepare a PSR using the invoiced costs provided by the ITS Acquisitions Services
Unit. The PSR will be reviewed by the Project Sponsor and Executive Management prior to submittal to
CDT.

Annual Cost Summary

At the end of each fiscal year (FY), the PM and ITS Acquisitions Services Unit Manager will prepare a
summary of the actual costs expended against the FY baseline for reconciliation purposes. This report
will be reviewed and approved by Executive Management.

4.6.5 Cost Controlling
A project cost baseline will be established upon project approval and contract execution. The PM shall
use cost reports to monitor the project throughout its lifecycle. In addition, the PM shall monitor
project schedule and scope changes that may have financial impact to the overall project. Any cost
changes expected to have a material impact on the overall project shall be handled by the project CCP.
The project cost will be modified/re-baselined upon change approval.

4.6.6 Cost Changes
If the cost change is less than 10 percent, and the overall cost baseline is not impacted, no additional
action will be required. However, if the overall cost baseline is affected, the change will be
communicated to Executive Management as defined in the Communications and Governance
Management Plans. The Project Team will review and discuss the change and options for mitigation,
including the possibility of re-planning and/or re-baselining, which would require an approved CR and
updates to the appropriate sections of the PMP. Refer to the Change Control Management Plan for
more information regarding the project's CCP.

If re-planning is deemed necessary, the PM will prepare a proposal for the re-planning effort. Once the
change is approved through the CCP, the PM will work with the ITS Acquisitions Services Unit Manager
to re-baseline the cost data and estimates in alignment with approved funding. As needed, the PM, ITS
Acquisitions Services Unit Manager, and Financial Analyst will work with the PSU and other
Administrative Services Division units to adjust purchase documents and encumbrances to reflect the re-
plan.

4.7 Data Management Plan

4.7.1 Overview
The WMVARS includes a central video storage system to store, manage, and retrieve video evidence
from the CHP's statewide in-car camera system. Management of the videos shall include, but not be
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limited to, categorization (or tagging), viewing, and data retention and purging according to the
Department's data retention policies. The primary goal of the system will be to facilitate the collection,
tracking, and management of in-car camera video and audio data for evidence, retention, and chain of
custody purposes.

4.7.2 Data Migration
The Department will not be migrating data from the legacy MVARS DVD-based system.

4.7.3 Data Storage
The WMVARS data will be stored in a centralized cloud-based and secured data repository compliant
with California Department of Justice Criminal Justice Information System requirements. All WMVARS
data will uploaded either directly to the cloud from the in-car WMVARS or to the on-premise appliances.
Information will be systematically synchronized at least daily to the centralized data repository in the
cloud.

The data storage retention will be governed by CHP evidence retention policies. Current polices require
the retention of media for a minimum of one year. Certain recorded incidents deemed to be a
significant event may require longer retention. This will vary from three, five, ten, and thirty days, or
indefinite depending on the media content. Less than five percent of CHP's enforcement activities will
require a video to be held for a court case beyond one year.

4.7.4 Data Ownership
The information collected and maintained by the WMVARS is the exclusive property of the CHP. The
WMVARS data is treated as evidentiary information for law enforcement purposes. The primary CHP
business owner for the WMVARS data is RPS.

4.7.5 Data Access and Controls
The WMVARS data access and control will be centrally managed using role-based privilege permissions
by a CHP applications administrator. Data access and control will be provided based on user group
functional needs as follows:

Stakeholder Group Functional Needs

CHP Executives Authorized users who will only view video, such as CHP
Commanders and executives

Patrol Officer Authorized users who will record, view, and categorize video
evidence

Evidence Officers Evidence officers and their backups. Shall have elevated

rights to determine if digital evidence should be purged or
retained in the WMVARS

Sergeant and Middle Management Authorized users who will view video of the officers who
report to them during an investigation, to research citizen
complaints or for report writing

Public Record Act Processing Authorized users with access to perform redaction activities

Application Administrator Authorized users in IMD with elevated rights to serve as
Application Administrators
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Upon conclusion of the Contract, the Department will work with the systems contractor/vendor to
extract and transition the WMVARS data in a predetermined format to a predetermined location in a
manner that will permit future usage and access.

4.8 Governance Management

Project governance establishes the structure and processes for making decisions during the normal
course of the project. Governance establishes who has the authority to make different types of
decisions as well as how those decisions are made. For a project to be successful, decisions must be
made in a timely manner and at the right authority level. A well-defined and active governance
structure helps to develop more efficient and effective teams, improve results, reduce risks, and support
healthy resource use.

The governance process is intended to benefit projects by achieving the following objectives:

e Ensure timely decisions are made at the appropriate project level.

e Ensure the project maintains sponsorship and funding.

e  Provide strategic leadership and direction.

e  Foster a culture of accountability and transparency.

e Provide oversight and guidance to improve the potential for success.

To achieve these objectives, ITS has devised a governance framework to aid Project Teams in defining
how project decisions are made. Having a structured and documented approach provides confidence
that projects are being managed and overseen in an effective manner.

4.8.1 Approach

Governing Bodies
The following governing bodies are active within ITS and are responsible for some portion of IT
decision-making within the Department, not specific to a particular project.

Governing Body Name Description

IT Governance Board (ITGB)  The ITGB is responsible for establishing enterprise-wide technology standards
and leading the Department in the implementation and sustained use of such
standards. The ITGB provides governance over the establishment of IT models,
standards, and best practices that represent the current-state and future-state
architectures of the enterprise. The ITGB will also provide governance over the

development, dissemination, maintenance, and use of the set of models,

standards, and best practices collectively known as the Enterprise Architecture

by adopting and developing formal methodologies and policies.

The board is chaired by IMD and is comprised of IT professionals within the ITS
and Information Security Office (ISO). Core board members include, but are not
limited to, individuals from Infrastructure, Technology Services, Applications

Development, Customer Services, and Information Security.

The board convenes monthly or as needed.

Project Management Plan vi2
| Page 30



Governing Body Name
PMU Oversight

ccB

California Highway Patrol
Wireless Mobile Video Audio Recording System (WMVARS)

Description

The PMU is responsible for establishing and maintaining departmental IT project
management practices and procedures such that projects align with statewide
policies and standards. The PMU provides internal project oversight over all CDT
reportable projects and internal IMD reportable projects.

The ITS PMU IT Manager is responsible for the oversight function and reviewing
and ensuring necessary processes are followed for IT contracts, purchase
requisitions, and inter-agency documentation (e.g., PAL documents).

There is no set schedule for PMU Oversight meetings as the need will vary by
project. Meetings are coordinated by the PM and assigned ITS PMU Oversight
staff as needed.

The CCB is responsible for overseeing all changes being made to the production
environment. The CCB ensures all changes are properly controlled, maintained,
and protected.

The board is chaired by ITS PMU. Core board members include Chiefs and
Assistant Chiefs from IMD, in additional to ITS Information Technology
Supervisor lls and above.

The board convenes weekly.

Regarding the WMVARS project specifically, an ESC will be established, and the Project Team will serve
as the Change Control Committee.

Project Governing Body
Name
ESC

Change Control Committee

Decision-Making Authority

Description

The ESC is an advisory or decision-making body including the Project Sponsors.
The committee provides guidance to the PM and to the Project Team and can
provide approval on project scope, schedule, and budget changes.

The committee is comprised of individuals from both business and IT. Core
committee members include, but are not limited to, Business Project Sponsor(s),
IT Sponsor(s), Business Owner(s), Project Management Oversight, and PM.

Monthly committee meetings will be scheduled and held on an as needed basis.
Meetings are typically coordinated by the PM on behalf of the Executive
Sponsors and/or ESC.

The Change Control Management process and all project change requests are
managed by the PM. The PM is responsible for facilitating change request
discussions and analysis with the Project Team on an as needed basis.

Decision-making authority for projects is often related to decisions regarding cost, schedule, or scope.
The range of authority is usually translated into the percentage variance a decision maker can authorize
without approval from a higher authority. For this project, the following thresholds will be utilized.
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Decision Maker Description Type Variance Threshold
PM Minor project scope, schedule, < 10 percent baseline variance*
or budget changes
Clo Major project scope, schedule, > 10 percent baseline variance*

or budget changes

Agency and CDT California Department of
Technology reportable projects
* A baseline is captured after the project planning phase has been completed.

Project Governance Structure
The CHP governance structure for this project will be comprised of Executive/Business Sponsors and

Business Owner for the project in addition to the Executive/IT Sponsors. (See Stakeholder Register for a
list of ESC members.) The CIO, Chief, or his designee will chair the ESC.

The committee will meet monthly to review the project status and costs. The CDT Project Oversight
representative will be invited to the meeting.

The agenda for the meetings will originate with the PM and be supplemented by any of the committee

members.
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WMVARS Project Team

WMVARS Project Team

4.8.2 Roles and Responsibilities
The table below provides the roles and description of duties common to governing CHP IT projects.

PROJECT ROLES

Role Responsibility

Executive Sponsors  Provide executive-level sponsorship, support the need and business value, ensure
project funding is available, and ensure resources are made available to support
objectives.

¢ Chair the executive-level meeting or ESC

e Ensure external governing entities are properly consulted and engaged to
provide timely approval of changes where required

¢ Ultimate responsibility for overseeing project governance
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Role

Business Project
Sponsor(s)

IT Sponsor

ESC

California Highway Patrol
Wireless Mobile Video Audio Recording System (WMVARS)

PROJECT ROLES

Responsibility

Provide project-level Office of Primary Interest (OPI) sponsorship, support the need and
justify business value, ensure project funding is available, and ensure resources are
made available to support objectives:

Make decisions on scope, schedule, or budget changes when these elements
change beyond specified percentages (e.g., 5%, 10%)

Ensure decision items are properly analyzed before presenting them for decision
Ensure Stakeholders are engaged and those who need to provide advice about
decisions have opportunity for meaningful input

Monitor risks and issues to ensure matters are appropriately referred for
decision on a timely basis

Provide IT sponsorship, support the business need, ensure IT project funding is available,
and ensure IT resources are made available to support objectives:

Ultimate responsibility for ensuring project aligns with enterprise technology
strategy

Ensure Stakeholders are engaged and those who need to provide advice about
decisions have opportunity for meaningful input

Monitor risks and issues to ensure matters are appropriately referred for
decision on a timely basis

The ESC will act as an advisory body and as the final project authority.

Advisory:

Provide advice to the Project Sponsor(s) and recommendations regarding any
pending decisions

Decision-Making:

Approve or reject requested changes. Final approval may also need to be
ratified by the Project Sponsor and external control agencies if the decision
results in a cost or change in Contract terms.

Make decisions on scope, schedule, or budget changes when these elements
change beyond specified percentages (e.g., 5%, 10%).

Monitor risks and issues to ensure matters are appropriately referred for
decision on a timely basis.
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Role
PM

Business Owner(s)

PMU

Role

California State
Transportation
Agency(CSTA)

CDT

DGS

California Highway Patrol
Wireless Mobile Video Audio Recording System (WMVARS)

PROJECT ROLES

Responsibility

Lead the team responsible for achieving the project objectives and ensure project is
managed according to state and departmental policies and procedures:
¢ Make daily decisions based on direction provided by the Project Sponsor or
when changes are within the agreed-upon delegated authority
e Ensure other Stakeholders have opportunities to provide advice regarding
pending decisions
e Communicate with the Project Sponsor regarding decisions made
e Escalate issues for resolution to the Project Sponsor when they are outside the
PM's span of control
¢ Monitor risks and issues to ensure matters are appropriately referred for
decision on a timely basis
Own the business processes being impacted, provide input into the project objectives
and scope of work, and ensure business resources are actively engaged throughout the
project lifecycle to support objectives:
¢ Make daily decisions regarding business aspects of the project as requirements
are defined and design is developed
¢ Provide timely analysis and recommendations regarding issues that require
decisions by the PM or the Project Sponsor
e Escalate issues to the attention of the PM and the Project Sponsor
Monitor the overall status of the project, provide guidance on project documentation,
and ensure compliance with internal and external project management policies and
practices:
e Oversee the IT PAL
¢ Provide ongoing project oversight and support

CONTROL AGENCIES

Responsibility

Develop and coordinate the policies and programs of the state's transportation entities.
¢ Review and approve all Stage 1 Business Analysis submissions:
e Review and approve all PAL documentation submitted to CDT

e Review and approve projects as part of the PAL process

e May conduct IT procurements

e Approve IT contracts and related amendment

¢ Provide ongoing project support and oversight

e Conduct non-IT procurements, including approving solicitations through
Leveraged Procurement Agreements (e.g., California Multiple Award Schedules)
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PROJECT ROLES

Role Responsibility

DOF e Approve project resources, via a BCP or Spring Finance Letter, for inclusion in the
sponsoring organization's budget
e Advocate for the budget request before the Legislature
e Review and approve contract changes that result in additional project costs
e Prepare a notification of changes to contracts for the Legislature
Legislature e Approve the sponsoring organization's budget including resources supporting
the project
¢ Review Section 11.00 requests to increase future costs via a contract. Can
request DOF not approve the amendment

4.8.3 Project Monitoring
The following are important to the Monitoring and Controlling aspects of managing a project and should
be included as part of the project:

Project Management Controls
Project Management Controls are checkpoints to ensure expectations are in alignment and there is
agreement before proceeding to the next phase of the process.

There are five phases to the project management lifecycle (PMLC): 1) Concept, 2) Initiating, 3) Planning,
4) Executing, and 5) Closing. During each phase there are tasks/activities and deliverables being
produced. In general, the checkpoint is to ensure tasks have been completed, the budget and schedule
are validated, and project risks and issues are reviewed before fully engaging in the next phase of the
project lifecycle.

Phase PM Controls Purpose
CDT Reportable
Concept e CHP 53, Request for Acknowledge the request,
Information Technology agree there is a project need
Services, IMD Project Approval and determine project
priority
Initiating ¢ Project Charter Review Agree on objective, scope
Approval and whether the project is
e Stage 1 Business Analysis worth the investment

Review and Approval
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Phase PM Controls Purpose
CDT Reportable

Planning Kick-off Meeting Agree on what it will take to
Stage 2 Alternatives Analysis complete the project; verify
Review and Approval the project is still worth the
Stage 3 Solution Development investment; and ensure all
Part A Solicitation Prep Review  plans are in place and project
and Approval is ready to move forward
Stage 3 Solution Development with execution activities
Part B Solicitation Package
Readiness Review and Approval
Stage 4 Project Readiness and
Approval

Executing Go/No Go Decision Confirm the project is ready

CCB Review and Approval
Executing Phase Gate Review

to move to a production
environment

and Approval
Closing ¢ Post Implementation Evaluation Review and confirm all

Report Review and Approval activities related to the
project have been
completed, review lessons
learned and benefits
realization, and agree project
can be closed

Project Status Meetings

Status meetings are a project management tool to assist with monitoring the project. They allow
project stakeholders the opportunity to discuss project goals, tasks, progress, risks and issues. The
various types of project meetings are to be outlined as part of the project Communication Management
Plan.

Project Reporting

Status reports are a project management tool to assist with communicating project status on a regular
basis. They provide project stakeholders with enough information necessary to keep a pulse on the
project. The various types of project reporting and communications are outlined as part of the project
Communication Management Plan.

4.9 Implementation Management

The Implementation Management Plan is a planning and management tool designed to illustrate the
critical steps necessary for implementing WMVARS project deliverables (product or system) and
describes the operational preparation steps that are necessary. It guides project staff by proactively
developing the operational program necessary to support both the Stakeholders and the resulting
system. It also helps identify any risks or challenges along the way. It is especially helpful in providing
Project Team members and Stakeholders, regardless of their level of involvement, with an
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understanding of the project goals and how they will be accomplished. It ensures everyone working on
the project is on the same page and any discrepancies are resolved before they become costly to the
project or Stakeholder being served.

The WMVARS project involves many components that must be tightly coordinated to ensure a
successful deployment and ongoing support and maintenance. The project scope to be implemented
involves the following:

e Vendor selection and procurement
¢ Configuration and installation

e Training

e SFT

¢ Field test and phased rollout

The project includes the purchase of a cloud-based digital evidence software application, in-car
recording equipment, configuration (on-premise appliances and in-car systems), in-car system
installation, functionality testing, field testing, and a statewide rollout to all CHP Area offices. The
vendor must also meet with the CHP's Fleet Operations Section (FOS) to collaborate on the appropriate
mounting hardware (i.e., brackets, wiring).

The WMVARS implementation approach resembles past statewide patrol vehicle deployments (e.g.,
modem upgrade project, computer operating system upgrades, mobile Computer Aided Dispatch
application deployment).

The project execution phase includes receipt of test units from the vendor to install and configure, and
unit test. During this stage, CHP's technical and support staff will be trained by the vendor to operate
and train field staff on the use of the WMVARS. The unit testing will be followed by a full (SFT). The CHP
and the vendor will collaborate on the test cases to be executed in the SFT to affirm all requirements
have been met by the selected WMVARS solution. Each requirement will be tracked in a Requirements
Traceability Matrix (RTM). If any requirements fail the SFT, the vendor will be provided the opportunity
to correct the defect. The project will remain in SFT until all requirements have passed the associated
tests.

Once SFT has been completed, the project will enter Field Testing to ensure the solution performs as
expected in a production setting. The CHP will select two Area offices to conduct the Field Test. One
Area office will be configured to transmit the in-car video evidence to the cloud directly and the other
will be configured to transmit its data to an on-premise appliance; therefore, transmitting the evidence
to the cloud in the background as bandwidth allows. Vehicles will transmit data through their 4G
cellular modem throughout their shift then switch to the CHP Area's Wireless Fidelity to complete the
transmission at a faster rate. The criteria for selecting these two Field Test sites is as follows:

Direct to Cloud Field Test Location On-Premise Appliance Field Location
Strong cellular coverage throughout the CHP Weak cellular coverage throughout the CHP
Area's territory Area's territory

Bandwidth to the cloud that is > 20 Megabits per  Bandwidth to the cloud that is < 20 Mbps
second (Mbps)
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Direct to Cloud Field Test Location On-Premise Appliance Field Location

Estimated transmission time is < 30 minutes (50 Estimated transmission time is > 30 minutes (50
percent of the Area's vehicles are uploaded at percent of the Area's vehicles are uploaded at
once during shift change) once during shift change)

The Field Test duration is defined as:

Field Test Burn-in Period
Field Test #1 10 calendar days 15 calendar days
Field Test #2 10 calendar days 15 calendar days

If the solution experiences problems such as downtime or features that are nonoperative, the vendor
shall be allowed to correct the problems and the ten day period will restart when the problem is
resolved.

Once the Field Tests are complete and accepted, the statewide rollout will begin. The CHP organization
is divided geographically into eight field divisions and the CHP Headquarters (HQ). The rollout schedule
will be structured to assemble Area officer trainers and Automotive Technicians to meet at their Division
location for training. The Automotive Technicians will bring one or two patrol vehicles to complete the
removal of the old MVARS then install and test the new WMVARS equipment. Meanwhile, officers will
be trained on the use of the WMVARS. This training will include end user training, evidence officer
training, and sergeant training. The CHP and the vendor will each train a portion of the class: the
vendor will train on system use and the CHP will train on policies surrounding digital evidence handling.
Once Division training is complete, the Automotive Technicians will return to their Area and complete
the WMVARS installation on the rest of the vehicles and the training officers will train the rest of the
Area office staff on the use of, and policy around, the new WMVARS.

Throughout the project, 12 approved person-years (PY) will be added the CHP support team. Eight will
be located at the Divisions (one per Division) as frontline support to the local Areas within that Division.
One PY will be located at HQ as frontline support to the local Areas and eight Division support staff.
Three PYs will be technical staff added to ITS to support the WMVARS backend (i.e., network
connectivity, database maintenance).

A more detailed Implementation Plan has been developed. It is represented as a separate plan and is
not included as part of this plan.

4.10 Issue Management

The purpose of an Issue Management Plan is to ensure issues are properly managed to reduce negative
impacts on the project. Issues are defined as something in dispute or something to be resolved. The
resolution of issues may have an impact on the project's scope, schedule, cost, or quality. Successful
projects rely on understanding, documenting, and addressing project issues diligently.

The PM is responsible for overall issue management and ensuring any issues are acknowledged and
addressed in a timely manner. As part of the monitoring and controlling of the project, the PM will
document and track issues as well as the actions taken within an issues log. Many of the issues will be
addressed during project status meetings. Typically, issues will be addressed at the Project Team level;
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however, critical issues or those deemed of high importance and not addressed in a timely manner will
be escalated to CHP management and vendor management as appropriate.

4.10.1 Issue ldentification
Issue identification is a recurring event. It consists of Project Team members determining if potential
issues are truly issues or should be tracked as risks or changes. A potential issue is any concern a team
member or Stakeholder would like to address. Adopted issues are documented in the Issue Log and
assigned a unique number for tracking through the life of the project.

Issue identification is an integral process to ensure successful delivery of any project. Issues arise
throughout the project lifecycle and require swift recognition, attention, and resolution to minimize
their impact to the project. Any Project Team member can identify an issue. Issues should be raised to
the team lead, the PM.

4.10.2 Issue Analysis
Issues are initially submitted to the PM. The issue is then entered in the Issue Log and assigned an Issue
Owner. ldentified issues and potential issues are reviewed in a regularly scheduled status meeting. This
provides a consistent and ongoing evaluation of issues and strategies to resolve them. Some issues may
require more in-depth evaluation and analysis to clearly understand the issue and impact to the project.

4.10.3 Issue Resolution and Escalation
Depending on the nature of the issue, the PM may directly address the issue by working with the Project
Sponsor when appropriate. The PM may also assign an Issue Owner, who is a Project Team member
assigned to resolve the issue.

The escalation process ensures critical issues are resolved in a timely manner and reach the necessary
decision-making authority for issue resolution. The PM, Issue Owner, and Project Team should strive to
make decisions and address issues at the lowest possible level. Issues that cannot be resolved at the
project level are escalated to the Project Sponsors, who are responsible for escalating resolution of the
issue to the Executive Sponsor and/or the ESC when appropriate.

As each issue is resolved, the solutions are incorporated into the project plans, project schedule, project
policies, processes or procedures, and/or business rules as appropriate.

4.10.4 Issue Control, Tracking, and Reporting
The PM shall update and track issues using an Issue Log. The log is used to review outstanding issues
with the Project Team on a weekly basis. The Issue Owner is responsible for reporting to the Project
Team about progress on the issue and any other relevant information during regularly scheduled Project
Team meetings or ad hoc as requested. Updates are noted in the Issue Log, including the date of the
update and the location of any additional information related to the issue. Critical issues require closer
review and are monitored more frequently.

All progress of the issue resolution will be captured and reviewed by the Project Team. The need for
escalation will be captured, if required, within the Issue Log. Once the issue is resolved or deemed no
longer an issue, the Issue Log will be updated, and the issue will be closed.
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4.10.5 Issue Tracking Log Sample

Issue Identification Issue Resolution Issue Control
Target .
Issue Issue Statement Date Issue  Issue Impact Issue Date R Igt' Issue Resolution |P . Issue CIIssue c "
" - o . . esolution . riori
Title  or Description Identified iOriginator Rating Owner Assigned Dat Description 1 v Status ;::re omments
e e

4.11 Maintenance and Operations Transition Management

Onboarding of CHP WMVARS support staff is critical to realizing the long-term business value of the
WMVARS solution. The WMVARS BCP provided for the addition of State staff in support of the new
WMVARS statewide. The new WMVARS staff will be hired as the project progresses through the
planned three-year implementation effort (see table below). Throughout the configuration and testing
phases, CHP staff will be tightly coupled with the vendor to learn the system.

Essentially, Project Team members will transition all post-project responsibilities to assigned resources
for future operational support. The are no plans to transition operational WMVARS responsibilities to
new organizational team members.

One of the Contract document deliverables is an WMVARS Configuration Summary that outlines all the
system settings selected by CHP with the vendor's guidance. This document will serve as the
configuration baseline CHP will manage going forward. Also expected from the vendor are the System
Administration Manual, Training Outlines, Troubleshooting Manual, Installation Guides, and Software
Maintenance Manuals that will facilitate effective use of the system for the life of the Contract. All
WMVARS project members must have the requisite knowledge to help ensure the continuation of
critical processes and the proper transfer of institutional knowledge.

Task Deliverable Description Timeframe

New Staff Onboarding of new staff will be phased in FY 18/19 - Four resources
during the life of the project and staff will
begin to participate in project activities
shortly after hire. Resources will begin to FY 20/21 - Four resources
immediately support the WMVARS system
once training has been received.

FY 19/20 - Five resources

System Documentation and Project documentation to be completed as June 2019 - November 2019
Training Guides part of the design and configuration stage.

Final documents to be developed by the

vendor, then reviewed and approved by CHP.

Upon CHP approval, RPS shall be responsible

for maintaining.

Train the Trainer and Vendor-supported Division train-the-trainer January 2021 - March 2021
Supporting Documentation sessions will be conducted. At the

completion of each training, CHP shall be

responsible for training respective Area

offices, including providing any training

material.
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Task Deliverable

M&OQO Software

M&QO Hardware (Appliance)

M&OQO Hardware (In-Car
Camera System)

California Highway Patrol
Wireless Mobile Video Audio Recording System (WMVARS)

Description Timeframe

Upon completion of successful pilot, there Beginning January 2021
shall be a Go/No Go decision point and

software shall be considered production. Any

configuration changes following pilot shall be

considered part of M&O. The RPS shall be

primary owner.

A COTS application is a Saa$S solution and the
vendor shall be responsible for software
updates per the term of the Contract. The
ITS shall be responsible for validating
software updates once available and
reporting any issues to the vendor.

Upon completion of each successful Beginning January 2021
on-premise appliance, the vendor shall be

responsible for support per the term of the

Contract. The ITS will provide technical

assistance as needed.

Upon receipt, in-car camera system hardware Beginning January 2021
shall be under warranty for a fixed period. At

the end of the warranty period, replacement

may be required. The RPS shall be

responsible for managing maintenance and

replacement of in-car systems.

4.12 Procurement Management

4.12.1 Roles and Responsibilities

Role

Project Sponsors o

Responsibility

Provide overall business leadership to ensure the procurement requirements
are met

Ensure requests for procurement changes have followed the approved Change
Control Management Process, and approved changes have been incorporated
into procurement documents in a timely manner

Review and approve procurement documents prior to sending to control
agencies
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Role

PM
Technical PM

ITS Acquisitions
Services Manager

Procurement
Analyst(s) and/or
Acquisition Specialist

Financial Analyst

Accounting Analyst
(Accounts Payable
Unit)

DGS Contract
Manager

California Highway Patrol
Wireless Mobile Video Audio Recording System (WMVARS)

Responsibility
Ensure the overall Procurement Management effort is being executed in
accordance with the plan

Ensure the entire Project Team, state, and vendor (if applicable) are following
this plan and all project processes that interact or provide input to the
Procurement Management effort are being adhered to

Ensure there are enough resources to execute this plan and the Procurement
Management activities are being performed in a timely manner

Overall responsibility for managing processes and activities outlined in the
Procurement Management Plan

Responsible for the overall Procurement Management effort and the
procurement repository containing the procurement documents

Ensure the procurement process is organized, managed, and controlled and all
issues are identified and resolved in a timely manner to minimize rework

Contribute to the development of procurement documents

Review and approve all procurement associated with the project and future
operational procurement efforts

Assist the PM and Procurement Manager in the capturing, verifying, and
communicating of project procurement requirements

Handle procuring a contract by performing the following:

Submit purchase requisitions.

Review the purchase requisition documents, including the SOW

Distribute copies of the signed executed Contract to the appropriate parties

Inform final approval of the Contracts with the Procurement/Contract
Manager and advise the project of new or modified state procurement policies
and regulations

Receive and coordinate approvals of invoices and processing invoice disputes
Send approved invoices to the APU for processing

When approved invoices are received, create a request for payment and send
the request to SCO

Verify the invoice funds versus fund availability

Review and provide feedback on the procurement process and documents.
May undertake the conduct of the procurement itself, depending on the scale
of the Contract and the sponsoring entity's delegated authority for
procurements

Coordinate DGS approvals of Contract and Contract-related amendments
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Role Responsibility
DOF e Audit procurements as necessary
e Review and approve project financials as they relate to PAL

e Work with CHP Budgets to ensure the BCP funding is allocated according to
approved requests

SCO e Receive check requests for invoice payment from the Department, write the
associated check for payment, and mail the check to the vendor

4.12.2 Procurement Scope
The project procurement items are defined/identified as part of the RFP and SOW.

4.12.3 Contract Type
All WMVARS products and services for this project will be purchased via the statewide contract.

4.12.4 Procurement Risk Management
To ensure project success, potential procurement risks must be managed. All risks will be managed
according to the project Risk Management Plan; however, the following specific procurement risks have
been considered;

e Unrealistic vendor schedule and cost expectations

e Possible conflicts with current contracts

¢ Configuration management for upgrades and improvement of already purchased technology
e Potential delays in procurement process

¢ Potential shipping delays

e Potential final product does not meet specified requirements

The specified procurement risks are not all inclusive and the Risk Management will be used to identify,
document, analyze, manage, and mitigate risks.

4.12.5 Procurement Document Preparation

Role Responsibility
Technical PM e Obtain and review quotes
PM «  Draft SOW
¢ Prepare Bill of Materials (BOM)
Procurement Analyst e Review quotes, BOM, and SOW
e Prepare Certification of Compliance with IT Policies
e Complete and submit purchase requisition

Buyer(PSU) e Prepare purchase order
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4.12.6 Procurement Constraints and Assumptions
Several project constraints exist and must be considered in the Procurement Management Plan. These
constraints will be included in the RFP and communicated to the vendor, so they can determine their
ability to work within the constraints. The constraints are as follows:

e Schedule - The schedule is not flexible and the procurement activities, contract administration,
and contract fulfillment must be completed within the established project schedule.

e Cost - The project is funded by a BCP and is, therefore, inflexible. The project budget has
contingency and management reserves built in; however, these reserves may not be applied to
procurement activities. Reserves are only to be used in the event of an approved change in
project scope or at management's discretion.

e Scope - All procurement activities and contract awards must support the approved project
scope statement. Any procurement activities or contract awards which specify work which is
not in direct support of the project's scope statement will be considered out of scope and
disapproved.

e Technology - Parts specifications have already been determined and will be included in the
SOW as part of the RFP. While proposals may include suggested alternative material or
manufacturing processes, parts specifications must match those provided in the SOW exactly.

4.12.7 Vendor Management
To ensure a successful relation between the CHP and selected WMVARS vendor, the following is
planned.

¢ Identification of clear rules of engagement: This will involve setting expectations and
performance guidelines at the beginning of the relationship and revisiting and reporting on
them periodically.

e Ethics: It will be critical to define the expectations about competition, nondisclosure, and other
requirements that apply to the CHP and WMVARS project and ensure the vendor accepts these
and hold to the standards.

e Consistent, easy-to-follow bidding processes: It will be important for the CHP team and the
vendor team to work together to set realistic timelines for the entire WMVARS project. Both
teams will be accountable to the project timelines for making decisions and performance.

e Regular schedules, milestones, and check-ins: At the project kickoff, communications regarding
the established timeline and completion of the PMP with the vendor onboard will be done. This
will address milestones, deliverables, and costs. In addition, regular check-ins to allow both
sides to course-correct if needed and to identify potential points as well as new opportunities
discovered during the project work will occur.

4.13 Quality Management

4.13.1 Process Quality
The WMVARS project has the following processes built into the project's management processes to help
drive quality throughout the project.
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Phase
All

Initiating

Planning

Executing

Executing

Executing

4.13.2

Process M

Process

Staff Acquisition

PAL

Project Planning

Testing

Change Control
Management

Verification

easurement

California Highway Patrol

Wireless Mobile Video Audio Recording System (WMVARS)

Activity
Staff acquired has the necessary skill set for their
role
Staff acquired align with Resource Management
Plan
Completion of the PAL Stage Gate Deliverable
(Stage 1)
Approval of the PAL Stage Gate
Completion of the PAL Stage Gate Deliverables
(Stages 2-4)
The PMP meets applicable standards and
approved by appropriate Stakeholder(s)
Full SFT
Two Field Tests: direct to cloud and on-premise
locations

Go/No Go decision based on:

Number of outstanding critical defects

Number and severity of open/unresolved
defects

Verify all vehicles identified during Phase 1 have
been prewired for WMVARs installation; if not,
complete prewire

Verify and validate Phase 2 vehicles have
WMVARS components installed correctly

Final verification and validation all vehicles
identified during Phase 1 and Phase 2, including
any prewired new builds, have a WMVARS
components installed correctly

The project will conduct the following reviews to assess process quality and identify defects.

Review Type

Project Review

Review Goal

Review

of project

management
documentation and
status reports to
ensure project is

moving
planned

forward as

Deliverables/Artifacts

Project Management
Planning Documents
Issue Log

Risk Register

Change Request Log
PMO Status Reports

Responsibility Timing
Project As needed
Oversight

(CHP and CDT)

V&YV
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Review Goal Deliverables/Artifacts Responsibility
Documentation = Review of the Project Management PM When moving to a
Review project’s Planning Documents new project phase
management plans Issue Log
and other pr'OJect Risk Register Whaiis ik ralatad 16
documentation to Change Request Log
s one or more of the
determine if the
\ wrataers processes has been
proj : identified
documentation
standards are being
followed As needed
Managerial Evaluate and Defect reports Project Quarterly
Review determine the overall = Audit results Sponsor(s)
efficacy of project CRs
quality management. = Quality Management PM
This includes baoth Plan

quality assurance
(process quality) and
quality control
(product quality)

4.13.3 Product Quality
The following table shows the product and product-related items that will be measured for quality
throughout the project and the criteria by which they will be measured.

Product/Deliverable Criteria

Requirements All business, functional, and nonfunctional requirement specifications adhere to

Specification the needs of CHP. Reviews have been conducted through SFT and the
specification is deemed to be complete.

Recording Equipment ' Equipment design specifications adhere to departrﬁentalgt;nd_zi—rds. Reviews have
been conducted by FOS, RPS, and ITS and are deemed to be complete. The RTM
mapping from requirements to design components is complete and addresses all
requirements. Further review will take place during the SFT phase.

Centralized ' Technical and functional WMVARS requirements reviews have been conducted
Cloud-Based Evidence  through SFT and the Field Test is deemed to be complete.
Management System

4.13.4 Product Measurement
All products will be evaluated for quality. The project will conduct the following reviews to assess
product quality and identify defects.
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Deliverables/

Review T Revi | ibili
eview Type eview Goa Artifact Responsibility
System Check the adequacy ~ RTM PM Upon initial submittal of the
Requirements of the requirements. g Project Team requirements
Specification Verify/validate th Memb
Reii 'f.V/ . iiais Upon initial submittal of the
eview requirements. RPS :
e requirements
Determine if any TS
additional

requirements.

Architecture Evaluate the Requirements PM Upon initial submittal of the
Design Review technical adequacy Matrix IT Sponsor preliminary design
of the preliminary High-Level
design for the Design
WMVARS CR Upon a change in the
components, ) preliminary design baseline
sub-components, Quality
software, and Management
services depicted in Plan When a risk related to the
the preliminary design has been identified.
design description As needed.

4.13.5 Product Improvement
Project quality is the responsibility of every Project Team member; however, there are specific roles and
responsibilities among various Stakeholders. Below are specific roles and essential responsibilities of
various Stakeholders related to the project’s quality management efforts.

Role Responsibility ‘

Executive Sponsor » Set the tone and expectations for project and product quality
Overall decision-making responsibility for Quality Management activities
Oversee overall project quality management process and deliverables
Ensure quality management activities are being conducted per the plan
Develop and tracks project metrics
Oversee vendor activities
® Promote quality culture

Technical PM e Participate in quality definition activities
e Review major quality issues and approve or make recommendations to the

Project Spansor(s) and/or ESC

PM

Representatives from:

ITS e Monitor and resolve quality issues that are escalated to them
RPS e Promote the quality culture

e Ensure adherence to process standards
hs e Ensure deliverables meet quality standards
Telecommunications e Participate in team-level quality reviews
Section
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4.14 Requirements Management

The project assembled functional, nonfunctional, and project-related requirements from the following
sources:

¢ Project Charter

e Market research

* Body worn camera pilot in Stockton and Oakland Area offices
e Office of Primary Interest — RPS

e Fleet Operations Section

* Project Sponsors

e Lessons learned from past statewide solution implementations

4.14.1 Requirements Definition
The Project Team assembled the equipment specifications through market research, analysis of the
existing MVARS system, and interviews with the MVARS and FOS SMEs. In addition, the technical and
security specifications were compiled based on input from the CHP’s Network Security Group as well as
the CHP's ISO. The Project Team also leveraged the technical requirements from the BWC pilot project.
Lastly, the Project Management Institute-certified project members of the Project Team drew on their
experience planning and implementing large, statewide CHP projects to document project-related
requirements. Together, all four areas formed the WMVARS requirements. These requirements were
compiled in a Microsoft Excel spreadsheet so they can be easily transformed into the RTM. The RTM will
be managed and updated as necessary by the PM and Technical PM as the project progresses.

4.14,2 Requirement Types
The table below defines the types of requirements that will be used.

Requirement Type | Definition

User Requirements User requirements define requirements from the user’s point of view, describing
tasks users need to accomplish with the product, and the users’ quality
requirements. Users can be broadly defined to include not only people who access
the system, but also inanimate users, such as hardware devices, databases, and
other systems.

Product Requirements = Product requirements are detailed descriptions of all functional and nonfunctional
requirements that must be fulfilled to meet business and user needs. Examples of
nonfunctional requirements include software design constraints, external

interfaces, and quality attributes, such as performance, security, installation ability,
availability, safety, and reusability. Product requirements establish an agreement
among technical specialists and business managers on what the product must do.

4.14.3 Requirement Assumptions and Constraints
The table below identifies requirement assumptions and constraints.
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Name or Title : YR ; Description
(Assumption or Constraint)

Law Enforcement Assumption The requirements will be gathered from certified

Standards law enforcement sources, such as the Commission
on Accreditation for Law Enforcement Agencies

Security Standards Assumption ' The requirements will be in alignment with federal
and state law enforcement security standards

Government Transition Assumption ' The direction of the project will remain the same
after the new Governar is in place

Transparency | Assumption The project will include requirements that

promote transparency with the public and other
_ government entities (e.g., courts)
Scope Assumption The requirements are final

4.14.4 Roles and Responsibilities
The table below contains the Project Team member, their role, and associated responsibilities as they
pertain to performing various Requirements Management activities.

Role Responsibility

Sponsor e Provide overall business leadership to ensure baseline requirements are
accurately captured '
PM e Responsible for the overall Requirements Management Plan

e Ensure the entire Project Team, state, and vendor are following this plan
e Ensure there are enough resources to execute this plan and requirements
management activities are being performed in a timely manner
e Ensure the overall requirements management effort is being executed in
_ accordance with the plan s 2 RE
Technical PM e Responsible for the requirements management effort, including the
solicitation and documentation of requirements
® Maintain the requirements repository containing the requirements baseline
e Ensure requirements are organized, managed, and controlled, and issues are
identified and resolved in a timely manner to minimize rework
e Develop and maintain the RTM
Business Owners e Review and recommend approval of the Functional Requirement Dacument
and the RTM
e Participate in the requirements analysis status review
s Review requirements management reports to ensure the requirements
baseline is complete, all approved changes have been incorporated, and
impacts caused by changes are identified within the repository
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Role Responsibility

Business SME e Participate in process to define Business and User Functional Requirements,
e Review communications in accordance with the Communication Management
Plan

e  Work with the Project Team to identify and document all functional
requirements

s Attend the requirements analysis and development status reviews

Vendor PM o If applicable, ensure the vendor team is complying with the requirements

management process, procedures within this Plan, and in accordance with
requirements in the vendor’s Contract

e Perform reviews of the requirements management work performed by the
vendor team and verify work complies with the requirements management
process described in this plan and requirements in the vendor’s Contract

e |dentify issues to the PM in a timely manner to minimize the amount of rework
necessary for state and vendor teams

4.15 Resource Management (Human Resources and Staff Management) Plan
Due to the scope and complexities envisioned with the project, dedicated resources will be required.
Some of these resources will be provided by the solution vendor. The CHP will provide resources to
oversee this project and provide ongoing support for the WMVARS. The solicitation will include a
section describing a high-level view of the expected workload the project will represent. The staffing
and workload are presented in two phases:

e One-time resources that start at the onset of the project and are released upon project
closeout.

e Continuing resources that start at the onset of the project and increase over the course of three
years as the WMVARS is rolled out to more vehicles and Area offices and will remain in place to
provide continuing support.

When the selected WMVARS vendor begins work on the project (i.e., FOS consultations, system tests),
members of the continuing technical support and system administration team will need to be brought
onboard and trained in the system, then provide technical support and system administration.
Technical support and system administration must cover the entire span of the project.

4.15.1 Roles and Responsibilities
The table below outlines the project participants who are expected to collaborate on project staff
management activities and their associated responsibilities.

Role | Responsibility

Executive Sponsors e Provide overall guidance and direction to the Project Team
® Acquire the resources or funding for the resources
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Role j Responsibility

Project Sponsor e Provide operational direction for business/technical staffing
Business Owner e Provide approval and commitment of business/technical resources
PM [o Develop the Resource Managemeﬁt Plan

Technical PM e Escalate staffing-related issues to the Project Sponsors and ESC

e Present the final staffing plan to the Project Sponsor for approval

e Attend Control Agency review and approval sessions and support the Sponsor in
addressing Control Agency questions

Selection Standards e Assist the PM in identifying HR-related ;;ol-ities, constraints, and processes for
and Examinations hiring required staff

Section e Support the PM in developing job descriptions and navigating the State hiring
process

' Functional M;nagers "« Provide input on the staff estimating process
e Provide input on the staff skill requirements
* Provide requirements for staff availability and agreements

4.15.2 Project Staffing Estimates
As mentioned above, the staffing and workload are presented in two phases:

e Project Implementation —This phase includes one-time resources that start at the onset of the
project and are released upon project closeout.

e Future Operations — This phase includes continuing resources that start at the onset of the
project and increase over the course of three years as the WMVARS is rolled out to more
vehicles and Area offices and will remain in place to provide continuing support.

The project has allocated a total of 61.8 fulltime equivalent (FTE) resources to the project’s three-year
implementation. Twelve FTE resources have been allocated to future operations. The resources
allocated to the project implementation are expected to participate at the start of project kick-off or
upon hire until the WMVARS rollout is complete. Upon rollout completion, all but the project
management staff and 12 operations support staff are expected to transition off the project. Project
management staff will remain on the project until project closeout activities have been completed.
Operations support staff will remain onboard permanently.

The following table is a breakdown of the resources allocated to the project and the percentage
allocated by FY:
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4,15.3 Staffing Skills and Competencies
The CHP organization leading the solicitation and implementation is the ITS. Also playing a critical role in
the project is RPS, which is the OPI for in-car video systems. The RPS has been involved in the planning
process from the beginning of the Feasibility Study Report (FSR) effort and remains a guiding force. The
RPS brings the hands-on experts from the field into the project and functions as the application
administrators of the existing systems; however, this role will transition to ITS due to the databases
involved in the new system.

The CHP’s IT staff can support this project with a slight augmentation; therefore, the CHP is requesting
twelve new PYs with this project to handle all eight field Divisions, HQ, and the new WMVARS
infrastructure. A cross-divisional team will be resourced for this effort. The CHP leadership is fully
committed to this project and has received WMVARS BCP approval and funding to acquire the twelve
PYs. Eight of the PYs will act as dedicated support to each of the eight CHP field Divisions. One of the
PYs will act as the HQ-dedicated support to each of the eight CHP field Divisions. The other three PYs
will increase CHP’s ability to support server and network infrastructure; these additional PYs are needed
due to the size of the infrastructure increase brought about by this project.

The table below provides a definition of the project staffing roles, the responsibilities, and any specific
skills sets that may be required to support the project.
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Skills/Proficiency

CHP PM

Vendor Technical
Consultant/SME

Responsible for the overall success of
the project. The PM is responsible
for ensuring work activities meet
established acceptability criteria and
fall within acceptable variances. The
PM will be responsible for reporting
project status in accordance with the
Communications Management Plan.
The PM will evaluate the
performance of all Project Team
members and communicate their
performance to functional managers.
The PM is also responsible for
acquiring human resources for the
project through coordination with
functional managers. The PM must
possess the following skills:
leadership/management, budgeting,
scheduling, and effective executive

| communication.

Rés_ponsible for gathering business
and technical requirements for the
project. The business analyst is
responsible for analyzing current and
planned workflow and developing
appropriate use cases. Assist PM in
managing facilitated sessions and
information gathering from project
Stakeholders. The business analyst
must be proficient in the
Department’s requirements
management workhench,
communication, business process
analysis, and session facilitation.

Leadership/management
Budgeting
Scheduling
Executive communication

Requirements management
workbench

Communication

Business process analysis
Session facilitation
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Skills/Proficiency

CHP Technical Leads

WMVARS Technical
Support

System Administrator

Area Of'_ficé Trainers

WMVARS and CHP
Policy SME

A CHP SME in data storage, retrieval,
system backups, and user system
authentication

A CHP SME in enterprise network
infrastructure and security, and data
transmission

' Responsible for the technical aspects |

of WMVARS. Liaison to the vendor to
resolve technical system issues

' Responsible for effective

provisioning,
installation/configuration, operation,
and maintenance of system's
hardware, software, related

infrastructure

Responsible_for training officers and
staff in the Area office

Responsible for the application
configuration and support of user
experiences. Expert at
troubleshooting issues. First line of
support for the field.

Knowledge of design and
documentation of backup/restore
strategies

Storage management in virtualization
environments

Knowledge of and experience
supporting or implementing one or
more Microsoft enterprise services,
such as: Exchange, SharePoint,
Structured Query Language, Active
Directory, and Windows server
Ability to plan, document, and
effectively implement projects and
systems n,

Strong communications skills
Knowledge of hardware and software
Knowledge of the latest IT and
software trends

Strong customer service ethos
Ability to work well with people
Excellent organizational skills
Installing and configuring software,
hardware, and networks

Monitoring system performance and
troubleshooting issues

Ensuring security and efficiency of IT
infrastructure

Communicating to identify training
needs

Mapping out development plans or
teams and individuals

Ability to manage, design, develop,
coordinate, and conduct all training
Programs

Ability to support in system design,
development, testing and
implementation activities
Knowledge of best practices to
improve integrity and quality of
application configuration processes
Knowledge and ability to evaluate
configuration management processes
and recommend improvements
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Role Responsibilities Skills/Proficiency
CHP Automotive Train Area Automotive Technicians e Communicating to identify training
Technicians on in-car installation processes needs

e Mapping out development plans or
teams and individuals

e Ability to manage, design, develop,
coordinate and conduct all training

| programs
Local Area Network Installation, testing, and maintenance e Strong communications skills
(LAN) Coordinators of the on-premise appliances e Knowledge of hardware and software

e Knowledge of the latest IT and
software trends

e Strong customer service ethos

e Ability to work well with people

e Excellent organizational skills

4.15.4 Staffing Assumptions and Constraints
As planning activities continue, the table below captures the project assumptions and constraints as
they apply to staff management:

Staff Management Plan Assumptions and Constraints

Assumption/Constraint

Staff Participation = Resources will be allocated to the project when required

Staff Participation = Project Team members with conflicting operational responsibilities will have a
way to resolve conflicting time frames between an operational issue and project
deliverable deadlines

Regular Work A regular work week is Monday through Friday and 40 hours in duration

Week

4.15.5 Staff Acquisition Strategy
The resource requirements for the project are multi-fold: existing and new CHP staff and vendor staff.
Existing field staff will be trained to assist with the implementation of WMVARS and to provide technical
support. However, existing CHP personnel will need to be augmented with new, permanent positions
during the project implementation timeframe and beyond. The training of existing and new technical
support and system administration staff will be a requirement in the solicitation. These support and
system administration staff will stay on after the implementation phase of the project.

For the life of the project and beyond, CHP will need 12 new positions (as shown in the Financial
Analysis Worksheet [FAW] and approved BCP) to implement and then support the WMVARS effort.
From the field perspective, CHP needs nine new Information Technology Associates to support the eight
field Divisions and HQ. With so few new personnel being requested, each new position will support
hundreds of vehicles and more than 1,000 users. These nine new positions will coordinate installations
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and maintenance of WMVARS while also coordinating training for all new users on-going. The new
positions will also be the application administrators allocating user access to the field, including mass
transfers which occur each quarter. The CHP Division Network Administrators are already overloaded
and cannot absorb this new work without the new paositions.

From a technical perspective, CHP needs three new IT staff members to support many new servers,
databases, workstations, and complex applications in the field. The CHP is requesting three Information
Technology Specialists to support the application software in 124 locations and support the servers and
databases in approximately 50 locations. The CHP IT staff is already overloaded and cannot absorb this
new work without the new positions.

The CHP has also allocated the equivalent of 10 PYs to the project (not the operations). The CHP will use
existing staff from the OPI and portions of personnel with expertise in IT project management, security,
network, servers, databases, software distribution, workstations, and assorted other technical expertise.

Some project staff will be supplied by the winning vendor. The vendor will be contractually obligated to
meet the implementation requirements regardless of the number of staff they need to provide.

The CHP will provide a State PM, Technical PM, WMVARS technical support, and system administrator
staff; therefore, increasing in numbers as the project transitions from the publication of the WMVARS
solicitation to full implementation. During the project, new personnel will be added to the team to
assist with and support sites as they begin WMVARS production use. When the project is complete, the
12 new CHP staff will be available for support in the field and within the CHP, ITS.

Continuing Workload

The continuing workload will be supported by the 12 new PYs and the existing LAN coordinator at each
Area office. The table below outlines the following new positions that were included in the FAW:

Title Workload Description Starts in Project Phase
Information Valley Division WMVARS support of software, users, and As Valley Division begins
Technology hardware in the field rollout
Associate
Information Northern Division WMVARS support of software, users, and As Northern Division
Technology hardware in the field begins rollout
Associate
Information Golden Gate Division WMVARS support of software, users, and | As Golden Gate Division
Technology hardware in the field begins rollout
Associate
Information Central Division WMVARS support of software, users, and As Central Division
Technology hardware in the field begins rollout
Associate
Information Southern Division WMVARS support of software, users, and As Southern Division
Technology hardware in the field begins rollout
Associate
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Title Workload Description Starts in Project Phase
Information Inland Division WMVARS support of software, users, and As Inland Division
Technology hardware in the field begins rollout
Associate
Information Coastal Division WMVARS support of software, users, and As Coastal Division
Technology hardware in the field begins rollout
Associate
Information Border Division WMVARS support of software, users, and As Border Division
Technology hardware in the field begins rollout
Associate
Information HQ WMVARS support of software, users, and hardware in HQ As HQ begins rollout
Technology
Associate
Information Patrol vehicle technical support of WMVARS software at HQ As project begins
Technology
Specialist |
Information Network support (this project will stress the new wireless As project begins
Technology 802.11x access points and the CHP wide area network at HQ)

Specialist |

Information Server support. This project will add new servers and an As project begins
Technology increase in data passing through HQ

Specialist |

4.15.6 Staff/Team Development Plan

Skill and Competency Development

The project will be staffed with personnel well versed in their respective area of expertise. Throughout
the project all are expected to grow more proficient in the winning vendor’s system. The PM and
Executive Sponsors will support this expansion of institutional knowledge throughout the Execution and
Close-down phases while staff transitions out of the project and into the M&O stage of the WMVARS
program.

Team Development
Successful projects rely on a Project Team who work toward shared goals. It is essential that the
Project Team members view the Project Team members as one team with aligned purposes. It is
not only the PMs but also the entire chain of command that must share and promote this mindset
to foster teamwork and develop a high-performing team. A high-performing Project Team can be
formed by:

e Using open and effective communication

¢ Creating team-building opportunities

¢ Developing trust among team members

e Establishing team norms, values, and guiding principles

e Establishing rewards and recognition for positive contribution

» Managing conflicts in a constructive manner
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e Encouraging collaborative problem-solving and decision-making

4,15,7 Project Orientation

The project orientation process for both State and contracted team members will contain the topics

below and new team member onboarding will consist of collaboration between CHP and vendor

PMs. This collaboration will be driven by the desire to enable a cohesive Project Team with shared

project goals. A typical project orientation will include, but not be limited to, the following topics:
e Background and project purpose

s Project status

e Review of the project organization chart

s Specific job duties and expectations

e Introduction to the Project Team (management, staff, and consultants)

e Review project policies, standards, and tools

e Review approaches to governance, communications, and change control management

e Review the project calendar, including status meetings and team meetings

e Sign required forms such as confidentiality, conflict of interest, network access, and security
policies

e Overview of the facility, amenities, nearby restaurants, parking, and transpartation

4.15.8 Administrative and Performance Management Approach
Day-to-day management of assigned project staff is the responsibility of the CHP PM and designated
team leaders. Performance evaluations, performance issues and recognition, promotions, and
disciplinary actions are the responsibility of the State functional manager and the vendor for their
respective staff.

4,15.9 Staff Transition Plan
Staff attrition is a reality in any project, especially projects that are long in duration. In addition,
sometimes Project Team members take on new roles or join new sub-teams within the project. The PM
will collaborate with the functional managers to ensure replacement staff has the requisite expertise
with the technology and CHP policies and practices. The PM oversees the new staff onboarding,
including a one-on-one project orientation and applicable SME partnerships to facilitate knowledge
transfer.

4.15.10 Staff Replacement
State staff vacancies are filled through the state hiring processes. Staff may also be replaced by
redirecting resources from within or outside of the project, or their workload may be absorbed by other
staff. The PM will work with the functional manager to identify any project work that needs to be
absorbed by interim resources until the vacancies are filled and the onboarding process is complete.

Contracted vendor staff may be replaced according to procedures specified in the vendor SOW and the
associated contract terms and conditions. Résumés for proposed replacements should be submitted to
the PM for State approval. Replacement staff must meet the original minimum position qualifications,

references should be checked, and an interview process should be conducted. Where possible,
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replacement staff should begin work prior to the original staff departure to ensure appropriate
transition of responsibilities and knowledge.

4.15.11 Transition at Project Completion
All CHP personnel will remain devoted to the WMVARS program and serve as the primary support for
WMVARS. The CHP PM, Technical PM, and augmented vendor implementation staff will roll off the
project once it is deployed. The Project Team will help lead the transition from project activities to
operational tasks. Since WMVARS deployment is expected to cover multiple years, CHP staff will be
performing both roles throughout the rollout. They will be providing operational support to the Area
offices live on the system as well as project support as new offices come on-line; thus, the transition to
operations at project completion will be minimal.

The CHP PM will be responsible for project closeout activities including the project closeout report and
the PIER.

4.16 Risk Management

Risk management can be defined as the processes and structures directed towards realizing potential
opportunities, while simultaneously managing possible adverse impacts. From a project management
perspective, risk management is a continuous activity conducted throughout the life of the project. It
seeks to identify potential risk, evaluate impact, develop mitigation plans, and monitor progress.

4.16.1 Roles and Responsibilities
The table below outlines the project participants who are expected to collaborate on project risk
management activities. :

Role Responsibility

ESC Member e Review the Risk Register and/or risk reports provided to the committee in
accordance with this plan
e Responsible for understanding the possible effects and impacts of identified
risks
e Ensure the PM has a sound plan for mitigating the impacts of risks that have
_ been escalated to the ESC
Project Sponsor e Provide the n_eceséar;r sﬂp}:ort to the PM to ensure state and vendor resources
are available to support the execution of this plan
| ® Provide the necessary support to ensure that state and vendor resources
commit to the risk management efforts
e Monitor efforts to address risks and provides leadership to focus resources on
resolving open unplanned risk events
® Provide guidance on escalated risk events and assists in their resolution
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Role Responsibility

CHP PM ¢ Maintain the overall risk management process and the Risk Register containing
the risk details
e Ensure the risks managed by this plan are organized, managed, communicated
and controlled
e Ensure project-related risks are identified and mitigated in a timely manner to
minimize impact; to be discussed at regular Project Team meetings and ESC
briefings as included in the Communication Management section
e Periodically obtain status from Risk Owners on mitigation progress
e Track progress of the risk management effort by reviewing the Risk Register
and/or risk management reports
e Escalate mitigation approaches for identified high severity risks that are
beyond the PM's span of control and decision authority
e Ensure the entire Project Team, state, and vendor are following this plan
e Ensure all other project processes that interact or provide input to the risk
management effort are being adhered to
e Ensure there are enough resources to execute this plan and the risk
management activities are being performed in a timely manner
e Assign risks to owners
Vendor PM s Perform reviews of the risk management work being performed by the vendor
team
e Verify the work complies with the risk management approach described in this
Plan and the requirements in the vendor’s Contract
e Share responsibility for identifying risks and risk events in a timely manner to
mitigate the risk and minimize impact to the project
Risk Owner B Responsible for management, administration and delivery of assigned risks,
including monitoring and controlling risk activities, and updating the Risk
Register, the mitigation plan, and contingency plan details in the Risk Register
e Shared responsibility with the PM for ensuring that risks are organized,
managed, and controlled and that risks are identified and mitigated in a timely
manner to minimize impact to the project
¢ Provide status updates to PM

4.16.2 Risk Management Processes
The CHP will hold an initial risk brainstorming session to establish a risk list early in the project (i.e., in
the planning stages, after project approval). Each risk on the Risk Register will be graded high, medium
or low for both impact and probability of occurrence. The project will track the high-high, medium-high
and high-medium risks monthly.

Identify Risks
Risk identification is the first step in the risk management process that projects should employ. Risk
identification involves identifying risks, identifying which of those risks are likely to affect the project
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and documenting characteristics of those risks. Spotting a potential risk is accomplished by recognizing
an event, state, or condition within the boundaries of a project may occur with unplanned
consequences. While these consequences are usually undesirable, they may lead to positive
opportunities. All Project Team members, including Stakeholders, end users, SMEs, and sponsors, are
encouraged to identify and report potential risks to the project immediately upon detection to the PM.

Identifying risks is an iterative process because new risks may become known as the project progresses
through its project lifecycle. Risk information can initially be gathered from the business case,
accumulated lessons learned and an initial risk brainstorming session.

Crucial to risk identification is the input of Project Team members and other Stakeholders to recognize
and report risks as soon as possible. Risks can also be identified during Project Team meetings and will
be incorporated into the meeting agenda and minutes templates for all project meetings.

Risk Register
The Risk Register is a tool used to document potential risks (risk candidates). The project’s Risk Register
will be created in Microsoft Excel.

Risk Register Template

Risk ldentification Risk Anaivsls Risk Prioritization Risk Response Risk Control
Risk

RiskStatement DateRisk  Risk  Risk

¥ Nk TRle o iotion | Mantfied Oeinatod cmm

o

o0 000 o0 D oo o
o oo oooooooo s

Analyze Risks

The focus of analyzing risks is to examine each identified risk to assess the likelihood of the risk event
occurring, and the probability of outcomes associated with the risk to determine its potential impact on
the success of the project. This, in turn, provides the ability to prioritize each risk to ensure the risks
with the greatest potential impact to the project are dealt with first. The CHP will focus on risks which
score as a combination of high or medium project impact and high or medium probability of occurrence.
The PM and risk owner will review all risks regularly to identify any low risk items whose circumstances
have changed resulting in the elevation of the impact/probability score. Any risks categorized as high
impact high probability will be escalated by the PM and discussed with Project Sponsors and/or ESC.

Risk Response Planning

Risk Response Planning is the process of selecting the appropriate response strategy for each identified
risk. This, in turn, helps the project avoid risks, transfer responsibility for risks, mitigate the
consequences of risks, reduce the probability of occurrence of risks, accept the consequences of risks or
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enhance the opportunity to benefit from positive risks. Strategies for both negative and positive risks
include:

Strategies for Negative Risks

s Avoid: Risk Avoidance involves changing the PMP to eliminate the threat posed by the risk.
Some risks can be avoided by clarifying requirements, obtaining additional information,
improving communication, or acquiring expertise.

e Transfer: Transferring a risk requires moving, shifting or reassigning some or all negative impact
and ownership to a third party. This does not eliminate the risk but gives another party the
responsibility to manage it.

* Mitigate: Risk Mitigation implies a reduction in the probability and/or impact of a negative risk.
Reducing the probability and/or impact of a risk occurring is often more effective than dealing
with the risk after it has occurred.

* Accept: This strategy indicates the Project Team has decided not to change the PMP (i.e.,
schedule, approach, or reduce project scope) or is unable to identify another suitable response
strategy.

Strategies for Positive Risks or Opportunities

e Exploit: This strategy may be selected for risks with positive impacts where the organization
wishes to ensure the opportunity is realized and eliminates the uncertainty associated with a
positive risk by ensuring the opportunity happens.

e Share: Sharing a positive risk involves allocating some or all ownership of the opportunity to a
third party who is best able to capture opportunity for the benefit of the project.

e Enhance: This strategy is used to increase the probability and/or positive impact of an
opportunity, identifying and maximizing key drivers of positive risks.

e Accept: Accepting a positive risk or opportunity is being willing to take advantage of it should
the opportunity come along.

The project risk response planning will be documented by the PM in collaboration with key project
stakeholders. Then status will be presented to the Project Team during project status and ESC meetings.

Risk Monitoring Activities
Once a risk is established, it is monitored on an ongoing basis:

= Monitor if a risk escalation trigger has occurred
e Monitor if risk response actions are as effective as anticipated
* Monitor if risk responses are implemented as planned
e Monitor for Residual Risks (element of a risk that remains once the risk assessment has been
made and responses implemented)
e Monitor systematically to:
o Assess currently defined risks
o Determine actions to be taken
o Evaluate effectiveness of actions taken
o Report on the status of actions to be taken
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Validate previous risk assessment (likelihood and impact)
Validate previous assumptions

State new assumptions

Identify new risks

0 B O D

Risk Control Activities
Once a risk is established, it is controlled on an ongoing basis:

e Validate mitigation strategies and alternatives

e Assess impact on the project of actions taken (scope, cost, time, schedule, and resources)
e Identify new risks resulting from risk mitigation actions

e Ensure the project’s Risk Management Plan is maintained

e Revise Risk Response plan(s)

The Project Team will review risks during Project Team meetings, update existing risks, and discuss
potential risks that need to be accounted for. It is important to note that any member of the Project
Team or stakeholder group can raise a potential risk to the PM for evaluation at any time. If needed, the
PM will schedule a separate risk review session independent of Project Team meetings.

4.17 Schedule Management

The project will use the CHP’s file share system as the repository for all project schedule-related
artifacts. The schedule will be developed in Microsoft Project, CHP’s standard project schedule tool.
The schedule will be managed by the process defined in this schedule management plan.

4.17.1 Roles and Responsibilities
Below is a table listing the project participants and their role in schedule management throughout the
life of the project.

| Role Responsibility

Prbject Sponsor e Review and approve final schedule baseline and schedule progress reports
prior to sending to control agencies
e Provide overall guidance and mentoring
@ Escalation point for project schedule issues from a business perspective
' PM ' Develop the Schedule Management Plan
e Responsible for daily schedule-related analysis and update activities
e Lead schedule management activities, communicate schedule status, maintain
the project schedule, and provide updates
e Considered the SME for the Schedule Management process
e Lead the team in the development of the Schedule Management Plan and the
Project Schedule
¢ Review, evaluate, and provide feedback on schedule progress reports and
time-risk recommendations from the Project Team
e Provide regular status information in meetings with the Project Sponsor and
ESC
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Role Responsibility

Functional Managers e Review and approve time estimates for staff reporting to them
¢ Notify the PM of workload changes that may affect the schedule
»  Work with the PM on resource schedule-related items for risks, issues, and
possible changes
f\li)ﬁfy the PM about possible schedule risks and issues
e Assist with schedule estimating activities
s Provide accurate time estimates for project work packages
e Provide accurate progress reporting during the project

Projet—:t Team Members

4.17.2 Schedule Management Process
The schedule for this project will be managed at the individual task level, where task durations will be
measured in terms of 40 hours or one business week, as appropriate. Weekly schedule meetings will be
conducted to review completed work, any wark behind schedule, and upcoming work. If the project
begins to fall behind, the Project Team will concentrate on ways to bring the project back in line with the
schedule.

Schedule Development

Due to the size, cost, and complexity of the project, the schedule requires CDT project approval and
oversight. The project was approved through the FSR process. The FSR process involves the level of
analysis and planning needed to ensure a project achieves success. An output of the FSR process is a
draft project schedule developed by CHP and reviewed by the CDT PAL Manager. This draft schedule
serves as a framework to forecast how much and which FY funding will be needed to complete the
project. Since the draft schedule in the FSR, a Budget Change Request was approved causing an
adjustment to the project duration.

Project Year Summary:

FY 2018/19 FY 2019/20 FY 2020/21 FY 2022/23
Write RFP and conduct | Configure, test, and Rollout remaining five First full year of
procurement test in production Divisions and HQ operations (no project
activities)

Complete procurement | Conduct Field Testing, Continue operations on
and rollout three live sites Completion of PIER
Divisions, and begin
operations on rolled
out sites

The final project schedule will be derived from the draft project schedule from the FSR and augmented
by additional information made available during planning sessions with impacted business units. A
high-level master schedule will be developed to support the PAL. Upon CDT project approval the
schedule will be baselined; however, additional schedule changes may be required after vendor
collaboration. The CHP shall work with the vendor immediately after Contract execution to begin
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finalizing the schedule. The CHP and vendor PMs will collaborate to identify task durations associated
with each task. The CHP and the vendor will also conduct a dependency analysis to determine the order
in which the work must occur. Tasks, associated activities, and durations will be entered into Microsoft
Project with both predecessor and successor tasks assigned at the activity. Named resources will be
assigned to each task and rolled up to the team responsible for task completion. Once completed, the
PM will examine the schedule to ensure it is technically correct and reasonable. In addition, the
schedule shall be reviewed by project oversight parties both internally and externally and feedback
incorporated as needed. After the schedule is reviewed and/or approved, the project may require
change management.

Units of Measure and Level of Accuracy
The project defines human resource measurements in which the unit of measure is one business week
or 40 hours. No other fractions or portions of identified measures will be used for the project.

Schedule and Model Maintenance

The CHP Project Team members will report their progress weekly to the CHP PM and the vendor Project
Team members will report their work package progress to the vendor PM. The CHP and vendor PMs will
review the project status and report progress in the weekly status meeting.

Control Thresholds

This section describes the schedule variance thresholds agreed upon for the project. If a team member
identifies an issue that has the potential to impact the schedule, the PM and the Project Team will meet
to review and evaluate the change per CCP. The Project Team determines which tasks are affected,
calculates the variance, and generates a list of possible alternatives for consideration. If, after the
evaluation is complete, the PM determines any change exceeds the established thresholds or
boundaries, a CR is created by the Project Team and submitted to the ESC.

A CR is necessary if either of the following two conditions is true:

e The proposed change is estimated to increase or reduce the work package duration by 10
percent or more when compared against the baseline

e The proposed change is estimated to increase or reduce the overall project duration by 10
percent or more when compared against the baseline

Once the schedule CR is reviewed and approved, the PM records the CR result, stores the documents in
the project repository, modifies and re-baselines the schedule (once the Special Project Report [SPR] is
approved by CDT), and communicates the change and impact to the Project Team and Stakeholders.

Reporting Formats
The following scheduled reports will be available at the specified time intervals during the project:

Frequency | Author Reporting Responsibility

Project Schedule Report Weekly PM Generate the schedule progss
report for use in the project status
meeting
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Frequency Author Reporting Responsibility
Project Schedule Report Monthly PM Generate the schedule progress
_ _ report for use in the ESC meeting
PSR (SIMM 45E) Monthly PM Generate the PSR for submission to

CDT IPO for review

Performance Measurement Rules
Performance measure calculations are made using the project schedule software, Microsoft Project.

Schedule Activity and Progress Update

Activity and progress updates are entered by Project Team members on a weekly basis into Microsoft
Project. The information is reviewed by the functional manager to confirm the accuracy of the
information provided. The PM verifies updates are complete and reviews the results with the Project
Team. Any input errors are provided to the functional managers for correction by the Project Team
member.,

Schedule Monitoring

Project Team members will report task progress on a weekly basis to the PM, who will update the
project schedule with weekly actuals of team member effort. The PM will also report on positive or
negative trends regarding schedule performance.

Schedule Control

The PM will control the project schedule in collaboration with the vendor PM through weekly schedule
review meetings. Project schedule risks or issues identified in these reviews will be logged on the Risk
Register and Issue Log respectively.

The control methods that will be used are described in the table below.

Technique | Definition

Performance reviews measure, compare, and analyze schedule
performance such as actual start and finish dates, percentage complete,
~ and remaining duration for the work in progress
Critical Path is used to predict project duration by analyzing the sequence
of activities (network path) with the least amount of scheduling flexibility.
Earlier dates are calculated by a forward pass using a specified start date.
Later dates are calculated by a backward pass starting from a specified
 completion date.
Lead — A modification of a logical relationship that allows an acceleration
of the successor activity. For example, when a task has a finish-to-start
dependency with a 10-day lead, the successor activity can start as much as
10 days before the predecessor activity has finished.
Lag — A modification of a logical relationship that directs a delay in the
successor activity. For example, when a task has a finish-to-start
dependency with a 10-day lag, the successor activity cannot start until 10
days after the predecessor activity has finished. Adjusting leads and lags is

Performance Reviews

Critical Path Method

Adjust Leads and Lags
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Technique Definition

used to find ways to bring lagging project activities into alignment with the
plan.

The Critical Path and Lead/Lag Methods will be used for schedule control. The CHP and vendor PMs
will review the schedule:

e Weekly
e When a new baseline is required
e When entering a new project phase

e  When mitigating schedule-related risks
e As needed to ensure the critical path is maintained

4.18 Scope Management

The processes defined in the following sections provide a blueprint for how the project scope was
defined, developed, verified, and controlled. It documents the scope management approach, defines
the roles and responsibilities, processes, and procedures for managing scope, and serves as a guide for
managing and controlling the project scope.

4.18.1 Approach
This Scope Management Plan addresses the following processes:

e Scope Definition

e Work Breakdown Structure (WBS) Creation
¢ Scope Validation

e Scope Control

These processes interact with each other and with the processes in the other management plans
defined in the PMP. When implemented properly, the scope management processes will help
effectively manage the Triple Constraint elements of time, schedule, and cost to support a high-quality
project.

4.18.2 Roles and Responsibilities
Below is a table listing the project participants and their role in scope management throughout the life

of the project.
Project Sponsor e Participate in scope definition activities
e Approve the Scope Management Plan
¢ Review escalated scope issues and provide direction for resolution
e Approve major scope CRs
e Overall decision-making responsibility for Scope Management activities
ESC Member e Provide high-level scope definition (Project Charter)
o Provide final approval of Scope Management Plan (if decision-making
committee)
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Role Responsibility

e Review major scope CRs and make final decision or recommendations to the
Project Sponsor

PM e O\.:eréll_resp]onsibilit_y for scope management

e QOversee the development of the Scope Management Plan

e Oversee the scope change management process

e Approve scope CRs within authority

e Escalate scope and change issues

® Ensure scope changes are incorporated into appropriate project documents
May have a role in deliverable verification and écéeptance when the
deliverable is required under contract terms
Review scope CRs when assigned
and SMEs e Participate in team-level scope change reviews

e Provide feedback when required

Contract Manager

' Project Team Members '

4.18.3 Scope Management Processes

Work Breakdown Structure
The project WBS, as defined during the planning phase, is listed below. The WBS is subject to change
during the life of the project and will be reflected in the master project schedule.

Level 1 Level 2 | Level 3

1. WMVARS Solution 1.1 Initiating 1.1.1 Evaluation and Recommendations

1.1.2 Develop Project Charter
1.1.3 Deliverable: Submit Project Charter
1.1.4 Project Sponsor Reviews Project Charter
1.1.5 Project Charter Signed and Approved

1.2 Planning ' 1.2.1 Create Preiiminal:\; Scope Statement
1.2.2 Determine Project Team
1.2.3 Project Team Kickoff
1.2.4 Develop Project Plan
1.2.5 Submit Project Plan
1.2.6 Milestone: Project Plan Approval

1.3 Executing 11323 Project Kickoff Meeting 2
1.3.2 Verify and Validate User Requirements
1.3.3 Procure Hardware/Software/Services
1.3.4 Install system for testing
1.3.5 Testing Phase
1.3.6 Install Live System
1.3.6 Field Testing
1.3.7 User Training
1.3.8 Statewide Rollout
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Level 1 Level 2 Level 3

1.3.8 Go Live — Three CHP Divisions at a Time
1.4 Closeout ' 1.4.1 Audit Procurement

1.4.2 Document Lessons Learned
1.4.3 Update Files/Records

1.4.4 Gain Formal Acceptance
1.4.5 Archive Files/Documents
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WBS Dictionary
WBS | WBS

Committed

| WBS Element Name Description of Work Deliverable(s)

Plan

information to create a

Project Plan.

Level | Code | ; Resources

1 3§ WMVARS Solution Procure, configure, test, and = N/A N/A
deploy a WMVARS solution.

2 T | Initiating  Initiation of project to ' Approved CHP 53 ' Business
procure a WMVARS solution Owners
(Completed CHP 53). g

Project
_ Sponsors
3 111  Evaluation and Evaluation of options and  Evaluationand PM
Recommendations recommendations. Recommendations )
Report Business
_ Owners
4 | 142 | Develop Project ~ Collaborate with Project Charter PM
Charter Stakeholders to define high-
level scope, schedule, and
cost estimates.
| 5 ' 113  Deliverable: Project ' Route the Project Charter ' N/A ' PM
! Charter for review and approval.
6 | 314 | Project Sponsor Validates the Project ' N/A ' Project
Reviews Project Charter meets expectations Sponsors
Charter and accurately delineates
the project. i
7 | L1585 | Project Charter Ask any questions of the  Executed Project ' Project
Signed and Project Team. Charter Sponsors
Approved
8 1.2 Planning ' N/A - N/A PM
9 1.2.1 Createa Preli'minary ' Gather input from ' Preliminary Scope PM
Scope Statement Stakeholders. Statement
10 1.2.2 Determine Project  Evaluate the complexity, " Assemble the ' Project
Team scale, and risk of the project = Project Team Sponsors
to select the appropriate
staff.

11 | 123 | Project Team Kickoff . Prepare overview of the ' Conduct Project Project
project, schedule, cost, | Team Kickoff Sponsors PMs
resources, and risks.

12 | 124 De\;elop Project Gather necessary ' Project Plan Project Team
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13

14, |

15
16

17

18

WBS |
Code |
1.2.5

1.2.6

13
13.1

1.3.2

133

Procure

WBS Element Name

Submit Project Plan

Milestone: Prdjecf
Plan Approval
Executing

Project Kickoff
Meeting

' Verify and Validate

User Requirements

Hardware/Software
/Services

N/A
Assemble information to be

Description of Work

Obtain approvals from
RPS/ITS Commanders and
then Project Sponsors.

' N/A

presented at the kickoff
meeting.

" Conduct Requirements

Review workshops with
Stakeholders.

' Conduct a competitive

procurement.

N/A

California Highway Patrol
Wireless Mobile Video/Audio Recording System (WMVARS)

Deliverable(s)

| Project Plan

Approval

N/A
Agenda

PowerPoint Slide
Deck

, Schedule

Finalized
Requirements

" Executed Contract

Committed
Resources
Project
Sponsors

Business
Owners

‘ Project Team

N/A

N/A

_ Projeci Team

SMEs

Other
Stakeholders

Project Team
SMEs

Other

_ Stakeholders

DGS

CDT CHP
Procurement

PM
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Level

19

20

21

WBS |
Code
1.3.4  Install System for

Testing

1.3.5 Testing Phase

1.3.6  Field Testing

| WBS Element Name

Description of Work

Configure and install the )
WMVARS in-car system in
test patrol vehicles.

Configure BWCs.

Configure and install
on-premise appliances.

Configure necessary
network configuration.

Configure Digital Evidence
Management System
application.

Train Application and
System Administrators on
the use and maintenance of
the system.

' Train testers (SMEs, Office

of Risk Management).
Conduct unit testing.

Conduct SFT.

' Co nfigu re BWCs.

Configure and install
on-premise appliances.

Configure network to
provide secure connections
to both field sites.

California Highway Patrol
Wireless Mobile Video/Audio Recording System (WMVARS)

Deliverable(s)

Completed system
ready for SFT.

Solution
Acceptance

Completed
demonstration that
the WMVARS
solution performs
as expected.

Committed
Resources
Technical SMEs

Business SMEs
PM

Vendor

Technical SMEs
Business SMEs
PM

Vendor

' Technical SMEs

Business SMEs
PM
Vendor

Field Test Office
#1

Field Test Office
#2
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WBS

aaa WBS Element Name

Level

Description of Work

California Highway Patrol
Wireless Mobile Video/Audio Recording System (WMVARS)

Deliverable(s)

Committed
Resources

22 1.3.7  User Training At each CHP Division Office: = Demonstrated Vendor
' - competence in the .
e Train Auto Technicians e o Business SMEs
) - " training objectives.
on in-car installation
PM
procedures.
e Train CHP Office ;% Evidence
{ Training of all ;
Trainers on the use of Officers
officers at the Area
the WMVARS system Offices :
(both in-car and BWC). ' Trainers/
et Installers from
e Transition support to hA
‘ CHP. ea:c ; rea
within the
| i _ _ _ Division
‘ 23 1.3.8  Go Live: Statewide  Three CHP Divisions in Complete Area office
Rollout parallel. installations and Trainers
productive use in y
Evidence
each Area. i
Officers
\
Installers from
each Area
within the
. _ ‘ _ _ Di\{ision
24 14 Closeout NA 7 NA NA
25 1.4.1 Audit Procurement = Gather data necessary to Draft PIER Project Team
compare project actuals
with the original baselines
< _ _ of cost and schedule.
26 1.4.2 Document Lessons Conduct a Lessons Learned List of lessons All project
Learned session to capture what the  learned participants
project participants learned
from the project, both
_ . positive and negative. _ )
27 1.4.3 Document Lessons Review lessons learned. Formal document PM

Learned of lessons learned

Pursue clarifications, if

needed. Include in PIER
Remove duplicates.

Route to the team for
agreement,
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wes ‘ WBS Element Name Description of Work Deliverable(s) e
Code | | Resources
28 144 Gain Formal Complete the PIER and PIER Approval Project
Acceptance route through CHP Sponsors
Management.
PM
29  1.45  Archive éoﬁpilé/organize project Al artifacts saved  PM
Files/Documents artifacts. in a central
location

Determine where the
documents will be stored
and for how long.

Deliverable Validation and Acceptance

The project’s deliverables and products will be accepted through the project’s formal acceptance
processes. These processes are designed to ensure individual deliverables and products are accepted
only if they meet their respective acceptance criteria.

Document deliverables are to be completed by the vendor and provided to the WMVARS Project Team
for review covering clarity and completeness. If edits are needed to achieve this objective, the
documents will be returned to the vendor with a detailed description of the modifications needed to be
acceptable to the CHP.

Product deliverables will be accepted using the following project gates:

e System Functionality Testing.
e Field Testing at two CHP locations.

Formal deliverable acceptance shall be realized with the completion and signing of a Deliverable
Acceptance Document (see template below). If a deliverable is not accepted, the Department shall
provide the rationale in writing within five (5) days of receipt of the deliverable or upon completion of
the mutually agreed upon acceptance testing period.
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e

Deliverable Acceptance Document

GENERAL INFORMATION

Prepared Byz | Sont Last [ TS [ —

IT Sponsar st L
Executive Sponsar | St Last 3
Tl Phase or major deliverable scceptance
= Final product acceptance

DELIVERABLE(S)

Deliverable Name: Doiunrosin fame

sarable being submisted. i you know the Tesk 10 o if it's 3 maletooe

v
Sab-Deliverables [Taks Approver Date Approved
[insers Sub-DeSiverable/Task Name) [insert Approver Name] [Enter the approval date]

Concept Phase Checiiist | Pototnoonx]
Initiating Phare Checiiis: | Dox/oe000]
Planning Phose Checiiist 1 oo

APPROVALS

Control Scope

Any request for change in project scope will be processed through the project’s change management
procedure. Proposed scope changes will be reviewed. If the PM and Project Sponsor determine the
request has merit, it will be analyzed for its impact to project time and costs and a risk assessment of the
scope change will be conducted. If the change is approved, the project’s WBS and WBS dictionary will
be updated, the project schedule will be updated and may be re-baselined, and the project’s
requirements set will be updated.

4.19 Stakeholder Management

4.19.1 Roles and Responsibilities
The following is a list of general roles and responsibilities for the project. Additional responsibilities
may be called out separately in the various subsidiary project management plans.
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Role

ESC Member

Project Sponsor

Business Owner

State PM

State Technical PM

Project Team
Member

Procurement and
Project Management
Oversight

Vendor/Contractor

California Highway Patrol
Wireless Mobile Video/Audio Recording System (WMVARS)

Responsibility

Provide project-level governance

Assist in resolving issues beyond PM's authority

Provide recommendations on or approve CRs

Participate in internal Stage Gate reviews (Committee may also include PMs
and sponsors from outside agencies/state entities)

Provide either business or IT project sponsorship
Support the need and justify business value
Ensure business resources are made available to support objectives

Own the business processes being impacted
Provide input into the project objectives and scope of work
Ensure business resources are made available to support objectives

Lead the team responsible for achieving the project objectives

Ensure project is managed according to state and departmental policies and
procedures

Oversee the project at a high-level working closely with the CHP Technical PM
and the vendor PM

Oversee and manage the day-to- day tasks associated with project
implementation

Work closely with the Project Team, CHP PM, vendors PM, and assigned
solution and implementation consultants

Support the PM by performing the work needed to achieve its objectives (i.e.,
business and technical)

Provide guidance on IT project management practice

Ensure project follows established policies and procedures

Liaise with control agencies as required

Provide project engagement oversight and review/approve engagement
activity and invoice payments

Ensure engagement hours and SOW deliverables and requirements are
satisfactorily met

Complete deliverables per the SOW

Project Management Plan vi2
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Role
Vendor PM

Vendor Technical

PM

IV&V Team

CDT IPO

California Highway Patrol
Wireless Mobile Video/Audio Recording System (WMVARS)

Responsibility

e Lead the vendor team responsible for completing project tasks. Ensure project
is managed effectively
e Oversee the project at a high-level, working closely with the CHP project
management team

e Oversee and manage the day-to-day tasks associated with project

implementation
e Work closely with the Project Team and both the vendor and CHP project
management team

e Perform a granular level of oversight and review CHP and vendor plans and
processes to ensure the WMVARS solution meets the requirements and
specifications and project objectives are met

¢ Collaborate with the State PM for required project documentation and reports

e Responsible for approval and oversight of IT projects, including the

establishment and enforcement of IT policies and procedures

¢ Provide "an independent review and analysis to determine if the project is on
track to be completed within the estimated schedule and cost and will provide
the functionality required by the sponsoring business entity. Project oversight
identifies and quantifies any issues and risks affecting these project
components"

Please refer to the WMVARS Stakeholder Register document for a list of individuals currently involved
with the project, including their role, influence over the project, level of impact, and anticipated level of

engagement.

4.19.2 Responsibility Matrix

Defines high-level project activities/tasks and Stakeholder involvement.

Activity/Task

Create Project
Charter

Define
Communication
Plan

Collect project
requirements
Estimate time to
complete
activities |
Secure project
resources |
Develop Project
Schedule

PM

ESC

Stakeholder Individuals or Groups
Business Network

Sponsor and Information Technical COTS
/ Owner Security Security Services Vendor
C | | |
C/A C C C C
C/A ¢ C C C
R R R R R
R R R R R
C/A C C C C

PMU

Project Management Plan vI2
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Activity/Task Stakeholder Individuals or Groups
Business Network
Sponsor and Information Technical COTS
PM ESC / Owner Security Security Services Vendor PMU
Document
risks/issues/
changes R 1 C/A C C C C C
Document
technical
design/
architecture 1 1 1 C C C R/A 1
Document
installation/
configuration
instructions
(Administrative.
Manual) 1 1 1 R/A R I
Document Test
Plan 1 R/A C C C 1
Execute Test
Plan I R/A [¢ I c C 1
Document Test
Summary
Documentation [ R/A | 1 [¢ 1
Create End-User
Documentation I R/A R
Update Policies,
Processes, and
Procedures I I R/A R R R 1
Create
Implementation
/Deployment
Plan R I R/A ¢ C R 1

Document
Lessons Learned R C C/A C C C C C

Create PIER R/A C C [ ¢ C C [
R = Responsible for completing task
A = Accountable for final decision and ownership
C = Consult before decision or task completion
I = Inform after decision or task completion

4.20 Testing Master Plan

The project Test Plan is represented as a separate plan and is not included as part of this PMP.

4.21 Security Management Plan

Information security is built into the project via the defined subsidiary project management plans. In
addition, all security requirements have been incorporated into the solicitation package and
specifications. The following table highlights the I1SO's general responsibilities as they relate to the
project.

Project Management Plan vI2
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Role
I1SO:

Information
Security
Officer

Privacy and
Risk
Management
Administrator

Security
Engineer

Continuity/
Recovery
Coordinator

Responsibilities

Provide policy compliance oversight and recommendations

Provide subsidiary plans oversight and recommendations (Business Continuity Plan,
Change Control Management, Communications Management, Configuration
Management Plan, Data Management Plan, Governance Management, Issue
Management, Risk Management, Scope Management, and Security Management Plan)
Participate in ESC meetings

Participate in Project Team/Status meetings

Participate in CCB/committee meetings

Participate in Go/No Go Review

Project Management Plan vi2
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Califoria Highway Patral

1 WMVARS Project

Risk Register Updated 12/6/2019

Risk Identification Risk Analysis Risk Prioritization Risk Response Risk Control
Rk Resoluti 1 Risk Clogure

g Risk Title Risk _&mnlwﬂuﬂpﬁm pate

The BCP is at the
Department of Finance
[DOF) for approval. The
California Highway ol
[CHP) is working with the
Department of
Technology [COT) on
Spectal Project Repdrt
[SPR] approval, |

Submit Budget Change Proposal
Not funded beyond third year [both {BCP) to cover maintenance and
2 Out Year Operations Funding Wireless Mobile Video Audio Recoding 8/14/18 D. Wanjiru | Budger Medium = High Long 6 6 M Viloria 12/31/1% Mitigate/Enhance operations {M&0) Need to find funds internally.  'Open z % 3
9/16/19: The BCP s at
System [WMVARS] and operations]. Budget Change Request (RCR) to
be initiated in Fall 2020,

the California
Transportation Agency
for approval,

Submitted BCP in fune
2020.

Submitted BCR in
Fahrars 2020

. ’ Need to find funds internally.
: 4 Submit BCP. i .
Requirements currently include future Awaiting lunding

3 Body Worn Camera {BWC) Funding | BWC integration; however, there is no B/14/18 D. Wanjiru  Stakeholders Medium  Mediom  Long 4 4 M. Viloria 12/31/19 Mitigate/Enhance 2 Z Escalate w the all sponsors Open decision from Executive
A BCR to be initiated in March % R
demtified future BWC funding, 2020 (Executive & Project) for Management.
z review,
Py i

| Page 1



Risk Register Updated 12/6/2019

PRy fosiguiralides s me erbminl

Safe Fleet/Coban's
Coronavirus (Parts Delay) manufacturers/partners for WMVARS
15 Note: No impact to delivery schedule parts are located overseas and most
bue will feave open businesses are closed due to the
Coronavirus outhreak.

2/21/20 M. Viloria Resources Medium = High

Long

6 18 Safe Fleet

2/24/20 Watch

Coban has all parts in stock for the
delivery of the 100 Focus H1

units. For the remaining 340
units, there are no ohvious risks
from the Safe Fleet supply chain;
will keep CHP Informed as the
Coronavirus situation progress,

Safe Fleet/Coban mitigation

plan and updates are ongoing,
Alternate parts sources are

tdentified fvatidated, Enough

parts inventory are in stock and

ready for delivery, However,  Open
due to the PSC Office [PSCOY

iszue, all hardware deliveries

are on hold until issue is

resolved,

Califarnia Highway Patrol
WMVARS Project

Note: Noimpact to |
delivery schedule but will
leave open.

Parts deliveries have
resumed since the
Memorandum of
Acceptance for
electromagnetic
interference fradio
frequency Interferenoe
(EMI/RFI} was sent to
Safe Fliet on 9016420,
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Califormia Highway Patrol

AVARS Project

Risk Reg"'ter Updated 12/6/2019
Awaiting Pilor testing
results to dererming
retrofit build time i
A newly hired Fleet Engineer is being proven to work.
trained to assist in the retrofitting and Revised Implementation
hardware configuration of CHP FOS/ The CHP TS will bir assisting FOS | The TS, RPS, and technical Plan from a staggerad
vehicles. There is a concern about the 1 = Research by taking the léad in processing | teams will align new retrofit three-phase to 3 retfofit
& fit Buil . t i |
15Retrofitolld Time timely completion of the WMVARS #2120 M Worla Technology Medium| High [Medium S and Planning AR Wanch the retrofit builds o alleviate schedule with current project Pipen two-phase approach).
vehicles. (e.g, the Informatian Eection /TS resource issues, schedule. Project team Is currently
Technology Section vehicle was finalizing the rolloul plan
completed in 24 days]. and schedule. Training
plan will be incorporated
to alleviate retrofit build
Hime,
d i 1 B
bl AnT v \
i | |
' Lt | I v (I 1ol I [ |
(e (1] 1
Al ! i {
) [ il L i |
{ui
0 R |
il s I
" i M. Farkin Tu (Tad I ol i AR | i o 1T 1Y AT LI P LTIRTETS I L
oy i |
| |
| L
' i .
{rs
1y i | ] i
I iy "
o 1 1 il | A 1k I A 1
nt b 1 }
e
1]
Vo
o it st
I i Hi 1 200 M, Vilur I 1 b | Mo e 111 372 Wit !
The current project schedule, FAW,
and }.mpiemen :tiol:ﬂapPlru:clialls J:l:‘lDT CHP will continue to Viscalinespaltsponsors 10/29/20: The CDT
. x " consistent er aligned with original Cl I 0 2 5 50T 4 SPR
Delay Inthe processing and approvaliy o roved docoments, therefore 9/18/20 M. Vilorla | Budget Medium | High  Medium M 9/18/20  Mitigate/Enhance collaboratlvely work withODT Yol o and profeet) for {Open  [TovedSPRapprovy

of SPR from 10/2020 to

11/2020.

and DOF to successfully complete

causing a variance of over 10 percent. the SPR package.

Also impacts approval of BCP request
for M&O,

visihility.
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California Highway Patrol
WMVARS

Change Request Log

thange Reques-t Title s | = :b.sé-ig_neé_‘i'b ; ITE 'Eescript'i}m_of Change Current Status | Implementation Date
12/24/2019 1 New Car Builds ‘Audrey Kagiyama Request to procure additional hardware to support 2020 new car builds. Approved 11/30/2022
R 5 ake mi ch s to the detailed i nits i Require ks
9/18/2020 2 Requirements Matrix Edits John Batarseh MZ‘:I‘_’;“ to make minor changes to the detailed requirements in the Requirements Approved 11/2/2020

This was previously approved in March 2020; however, the cost of implementation
has been reduced since then. The Change Request update is needed so it aligns
with the current Financial Analysis Worksheet (FAW) and the Special Project
Report ([SPR) we have submitted to the Department of Technology.

9/22/2020 1 New Car Builds (Revised) Audrey Kagiyama Approved 11/30/2022
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Issue Log

Issue Identification

Issue Title

Issue Statement or Description

Date Issue
Identified

Issue Resolution

Target
Impact Date ;
issue Originator 2 Issue Owner Resolution
Rating Assigned Dat
(]

Issue Resolution Description

i

ty

Issue Status

Issue Closure Date

Comments

Californta Highway Patrol

WMVARS

| Page 1



Decision Log

Decision Title

Date
Decision
Added

Target
Decision
Date

Decislon
Status

Decision Owner Record of Decision Made

Decision Description

Decision Originator

omia Wighway Patm|

WMVARS

Decision Closure

Comments
Date s

Change Request - Additional
|Components

, Active Directory Federated
 Services (ADFS) Integration

3| New Antennas

| Final Public Safety
4 Communications Office
September 2020 Results

5 Revision of Change Request (CR) |
#1

6 CR #2 - Requirement Updates

Fleet Operations Section [FOS)
has requested to procure
additional Wireless Mobile

Total cost is §7.5 million for the 1,000
WMVARS units {cables, mounting

Video Audio Recording System | FOS fResearch and —— 11, and tele jeation
| (WMVARS) cables, mounting Ry Planining Section Loribong RyEg/20:0 components, which includes 1,000 Closed
equipment, and modems and 2,000 antennas to support
telec ation comy n the new vehicles),
for new car bujlds,
I'he California Highway Patrol
[CHF] prefers ta use full ADFS
for authentication and k ’ >
s armtasions:hovavar: this Safe Fleet will be work!ng on ADFS
WMVARS solution does not 3/2/2020, CHP Technical Team  |ohn Batarseh 3/31/2020| intagration 3"{1_ provigingaweekly status Closed
Integrate with ADFS, This update. There is possible project
feature Is under development hy sesdile Inpare
Safe Fleet and will not be
delivered until Aueust, R, S ¥ . | ——
Onee TS took over the retrofit
T ibilities, they req d we find &
Adduig Uisipady anhantad Telecommunications :‘::d‘endr::::t:l:rt: ;;:;“;‘:::;?’::Zi::ﬁ
| Shepherd antenna with current | 5/12/2020 Se Lt. Mark Firkins 6/8/2020 = Closed
R Sectlon (TS) reduce the '|<1|)OTI needed to nelro_ﬁt
vehicles and limit the number of antennas
on the roof, as CHP already uses four
} = antennas on the roof for radio needs,
Safe Fleet has successfully .Dverall report result shows significant
mitigated and impraved 5 y ) Ilmpm\remﬂntnfnne‘la-ma decibels (dB)
3 : % 9714 /2020[T8 Lt. Mark Firkins | 9/18/2020 on Low Band and two-to-three dB on High Cloged
receiver degradation {55tes on Band radia fre hich is bl
the WMVARS H1 units, o LacieBeduencr. whiet Sareeatadle
| | (to CHP.
| Request to amend CR #1 to align
|with the Special Project Report
| (SPR) to rebaseline the project
cost and schedule, and allgn
with the Financial Analysis The change request has been reviewed in
Worksheet (FAW] and Budget 9/22/2020 Project Team Myrna Viloria 10/7 /2020 the Executive Steering Committee Closed
| Change Proposal for meeting on 9/30/20.
maintenance and operations. In
\addition, provide clarity in
verbiage description about
retrafit and new huilds
Request for minor changes to
the Requirements Matrix. The
proposed changes are in the
best interest of CHP and the The change request was reviewed in the
project. Some of the changes are| 9/22/2020| Technical Team John Batarseh 9/30/2020) ESC meeting on 9/30/20. Changes do not Clased
‘simple errors in the Increase project cost, scope, or schedule,
reguirements. Other changes
are minor variations that are of
little impact to the profect, | e
Depariment ol Tethnology Due. 0] df:!ays ca used_by ongoing SP,R
{CDT) Independent Project . 1 ) r}:v:j:w‘ and feedback between CHF and
10/29 72020 COT PO Anooja Tandon | 10/29/2020 COT PO, the PO advised CHP the SPR Open

7 Special Project Report (SPR)

| Oversight (IPO} approval moved
fram 10/2020 to 1172020

‘approval will be moved from 10/2020 to
111/2020.

To date, projiect focus has been on retrofitting existing
vehicles. Coban contract negotiations and estimated [
numbers have heen based on this number, However,
additional units would ultimately need to be procured to
ensure all new enforcement vehicles are nutfitted with the
new WMVARS system as funds are available,

3/2/20201

| Safe Fleet provided two Project Schedule Options to CHP {or
review on 3/20/20:

3/27/2020!1.5/4/20 - Authentication Only - Software Release 261

l2. 8/3/20 - Addition of Roles/ Groups/User Permissions -
{Software release 2.7

| This effort helped mitigate project risks on FOS resourges

E"'rg‘fzmn'nrld retrafit build tme.

The CHF issued a memorandum of acceptance to Safe Hleet

IIB/00 4 e 0971620,

Approval received from Chief Information Officer (CI10] and
Executive Sponsoron 10/12/20. Copy of CR #L (Amended)
was gent to the Executive Steering Committee (ESC) for
further review and approval, Feedback is due 10/7 /20

10/16/2020/

| Approval received from CI0 and Executive Sponsor on
110/12/20. Copy of CR #2 was sent to ESC for further review
(and approval. Feedback is due 10/7 /20,

10/16/2020

10/30/20: Received additional feedback from COT

IPO/ Project Approval Office at 5:06pm. The CHF will review
and respond to the additional items (#14 through #32) and
send to COT as soon as possible



California Highway Patrol

Risk Register Template

1 Introduction

[The Risk Register is a tool to capture project risks and supports the Risk Management processes the Project Manager uses throughout the
project. The Risk Register supports the five Risk Management processes listed as follows:

= Risk Identification
= Risk Analysis

= Risk Prioritization
» Risk Response

» Risk Control

The following sections describe the attributes used in each of the five sections listed above and provide instruction and guidance for how to
fill in the Risk Register tool. See the Risk Management Plan for more detailed information about the Risk Management processes.]
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2 Risk Identification

[The Risk Identification section of the Risk Register consists of the following attributes. Attribute descriptions are provided to help understand

usage.]

¢ ID # - A unique identifier used to reference the risk.

¢ Risk Title - The title appears on risk reports. It should be brief but also convey the risk threat or opportunity.

® Risk Statement or Description - The description should contain detail sufficient to assess risk impact and provide project Stakeholders with
an understanding of risk to the project. Risk Statement = Concern + Likelihood + Consequence.

¢ Date Risk Identified - Enter the date the risk was added to the Risk Register.

¢ Risk Originator - Enter the person(s) who identified the risk.

¢ Risk Category - List the risk category. Categorizing risks provides a grouping mechanism to help identify potential source or causes of risks.
This is a drop-down list containing, but not limited to, the following selections: Budget, Environment, Processes, Resources, Schedule,
Stakeholders, and Technology.

¢ Note: The Statewide Information Management Manual (SIMM) Section 45,The Information Technology Project Oversight Framework,
Appendix C provides a list of risk categories and examples of risk. The Project Management Institute's (PMI) Project Management Body of
Knowledge (PMBOK) also contains a hierarchical Risk Breakdown Structure (RBS) example, which provides a list of categories.

Example:
Risk Identification

ID# Date Risk

Risk Title Risk Statement or Description » Risk Originator Risk Category
Identified
1 Competing Team Member Priorities Team Members are notfully 2/1/2016 Project Manager Resources
dedicated to the project and have
multiple competing assignments.
2 Current costs ore outpacing budget  The current project costs are ahead 3/15/2016 Project Sponsor Budget
of the planned costfor this period in
the project.
3 Schedule is Aggressive and High Risk The current project schedule 4/1/2016 Technical Manager Schedule

baseline is aggressive and
considered high riskfor completing
project work on time.



3 Risk Analysis

[The Risk Analysis section of the Risk Register consists of the following attributes. Attribute descriptions are provided to help understand
usage. Reference the Risk Management section of the California-Project Management Framework (CA-PMF) for more details on how to
* Probability - Probability is a quantitative or qualitative expression of the chances or odds a risk will occur. The value is used in calculating

risk exposure level.

High - Very likely or almost certain (66% - 99%) risk will occur
Medium - A likely chance (33%- 66%) risk will occur
Low-Unlikely or will probably not (1% —33%) occur

e Impact - This element Is used to describe the impact to the project should the risk occur. The value is used in calculating risk exposure level.

High - The Risk presents a significant negative impact on project budget, schedule, or quality.
e Project cost increase of 10% or more

- Project schedule increase of 10% or more

- Failure to meet required performance

- Failure to provide required functionality

Medium - The Risk presents a material impact that would significantly affect users, clients, or key Stakeholders
- Project cost increase between 5% and 10%

- Project schedule increase between 5% and 10%

- Significant discrepancies in desired system-wide performance

- Significant discrepancies in desired system-wide functionality

Low - The Risk does not present a significant or material impact on project budget, schedule, or quality.
- Project cost increase of less than 5%

- Project schedule increase of less than 5%

- Minor discrepancies in desired performance

- Minor discrepancies in desired functionality

e Timeframe - This element indicates when a risk response must be performed in order to be effective. The value is used in calculating
severity. It indicates how quickly action must be taken on the risk. For example (timeframes are examples only and can be decided by the

Project Sponsor):



High - Risk Management action required within [two weeks]
Medium - Risk Management action required within [30 days]
Low - Risk Management action required within [90 days]

* Exposure - This is a calculated field. Exposure level = Probability multiplied by Impact. Risk level is reviewed by the Risk Manager on a

periodic basis based on input from the Risk Owner.

High =3
Medium =2
Low =1
Example:
Risk Identification
ID ft Risk Title Risk Statement or Description

Team Members are notfully
1 Competing Team Member Priorities  dedicated to the project and have
multiple competing assignments.
The current project costs are ahead
Current costs are outpacing budget of the planned costfor this period in
the project.
The current project schedule
baseline is aggressive and
considered high riskfor completing
project work on time.

3 Schedule is Aggressive and High Risk

Date Risk
Risk Originator Risk Category
Identified

2/1/2016 Project Manager Resources

3/15/2016 Project Sponsor Budget

4/1/2016 Technical Manager Schedule

Risk Analysis

Probability
Impact

High High

Medium Medium

Medium High

Timeframe

Medium

Short

Short

Exposure

Vo]



4 Risk Prioritization

(The Risk Prioritization section of the Risk Register consists of the following attributes. Attribute descriptions are provided to help understand
usage. Reference the Risk Management section of the CA-PMF for more details on how to perform the risk prioritization process.]

e Severity - This is a calculated field. Severity level = Risk Exposure multiplied by Time Frame. The severity level is reviewed by the Risk

Manager on a biweekly basis based on input from the Risk Owner.

¢ Risk Owner - The Risk Owner is responsible for managing assigned risks, including monitoring and development of mitigation strategies and

contingency plans.
¢ Date Assigned - Reflects the date the Risk Owner was identified and assigned to the risk.

Example:
Risk Identification

1D # Risk Title Risk Statement or Description

Team Members are notfully
1 Competing Team Member Priorities  dedicated to the project and have
multiple competing assignments.
The current project costs are ahead
2 Current costs are outpacing budget  of the planned costfor this period in
the project.
The current project schedule
baseline is aggressive and
considered high riskfor completing
project work on time.

3 Schedule is Aggressive and High Risk

Date Risk

o Risk Originator
Identified

2/1/2016 Project Manager

3/15/2016 Project Sponsor

4/1/2016 Technical Manager

Risk Category

Resources

Budget

Schedule

Severity

Risk Prioritization

@ o
< )
Q
5 )
g =2
o
Project
/ 2/8/2016
Manager
Project
/ 3/22/2016
Sponsor
Project
/ 4/8/2016
Manager



5 Risk Response
[The Risk Response section of the Risk Register consists of the following attributes. Attribute descriptions are provided to help understand
usage. Reference the Risk Management section of the CA-PMF for more details on how to perform the risk prioritization process.]

California Highway Patrol

* Risk Response Strategy - Identifies a strategy for attempting to reduce negative impacts of risk occurrence or increase the potential for an
opportunity. The project risk management team jointly determines the risk response strategy for each risk. This is a drop-down list including,
but not limited to, Accept, Avoid / Exploit, Mitigate / Enhance, and Watch.

® Risk Response Plan Description - Details the risk response plan to address the risk. Used to reduce probability of negative impacts of risk
occurrence, or increase potential for an opportunity. This represents a set of actions and requires resource and timing considerations.

e Contingency Plan Description - Describes procedures to follow if a risk occurs. This represents an alternate set of actions and requires
resource and timing considerations. The contingency plan is integrated into the project plan and evaluated for additional risks and impacts.

Example:
ID#
1
2
3

6 Risk Control

Risk Identification

Risk Title

Competing Team Member Priorities

!

Current costs are outpacing budget

Schedule is Aggressive and High Risk

Risk Statement or Description

Team Members are notfully
dedicated to the project and have
multiple competing assignments.
The current project costs are ahead
of the planned cost for this period in
the project.

The current project schedule
baseline is aggressive and
considered high riskfor completing
project work on time.

Risk Response
Strategy

Transfer/Share

Mitigate/
Enhance

Watch

Risk Response
Risk Response Plan Description

Meet with team member
organizational managers and set
this project as highest priority.
Monitor actual costs on a bi-weekly
basis. Work with financial manager
on mitigation strategies.

Carefully monitor work
performance and search for
opportunities to reduce risk.

[Risk Control is the process of implementing risk response plans, tracking identified risks, monitoring residual risks, identifying new risks, and

evaluating risk process effectiveness throughout the project.]

Contingency Plan

Description
Escalate to Executive
Steering Committee for
analysis and resolution.
Implement cost reduction
strategies within 30
days.

Re-work and re-baseline
the schedule to be less
aggressive.



Issue Log Template Instructions and Guidance

1 Introduction

(The Issue Log Isa tool used to capture project issue information in support of the project's issue management process. Issue Management
consists of the five processes listed below:

« issue Identification

«  Issue Resolution

«  lIssue Control

. Issue Tracking and Reporting
«  issue Escalation

The issue log is used to document the results of the activities within these five management processes with a particular focus on Issue
Identification, Issue resolution, and Issue control.

The following sections describe the attributes used in each of the three sections listed above and provide instructions and guidance for how
to fill In the Issue Log tool. Seethe Issue Management Plan for more detailed information about the Issue Management processes.)

2 Issue Ildentification

(Issue identification is an integral process to ensure successful delivery of any project. Issues arise throughout the project lifecycle, and require
swift recognition, attention, and resolution to minimize their Impact to the project. Any project team member can identify an issue and issues
should be raised to the team lead, Project Manager, or Risk/lssue Manager Project documents should Indicate who has primary responsibility
for Issue management - beginning with identification activities and analyzing the issue's project impact. The Issue Identification section of the
Issue Log consists of the following attributes. Attribute descriptions are provided to help understand usage

< ID # - Enter a unique identifier used to reference the issue.

« Issue Title - Enter the issue title that will appear on issue reports. It should be brief but also convey the issue implications

« Issue Statement or Description -Enter an issue description that contains enough detail to provide project Stakeholders with an
understanding of the issue and its impact to the project.

« Date Issue Identified - Enter the date the Issue was added to the issue log.

« issue Originator - Enterthe person(s) who identified the issue

« Impact Rating - Enter the issue's impact to the project Inthe sample table below, the project has defined impact ratings as High,
Medium and Low and provided a definition for each

Impact Criteria

Issue presents a significant negative impact on project budget, schedule, or
quality

High « Project cost increase of 10% or more
« Project schedule increase of 10% or more
* Failure to meet required performance
« Failure to provide required functionality
Issue presents a material impact that would significantly affect users,
clients, or key Stakeholders.

" Project cost increase of S- 10%

Medium « Project schedule increase of 5 - 10%
* Significant discrepancies In desired system-wide performance
« Significant discrepancies in desired system-wide functionality

Issue does not present a significant or material impact on project budget,
schedule or quality.
Low « Project cost increase of lessthan 5%
* Project schedule Increase of less than 5%
« Minor discrepancies in desired performance
* Minor discrepancies in desired functionality

The following table provides a sample entry for Issue Identification.]

Example:

California Highway



The current project costs are 12%

J Cur *sexceedproject budget XX/XX/XXXX  Project M
proy g higher than budgeted /XX roject Manager
The project's Enterprise Architect has
2 Staffattrition left the project leaving the position XX/XX/XXXX  Project Sponsor
vacant

3 Issue Resolution

|As they are determined, resolutions to specific Issues are recorded in the issue log. Issue resolution begins with assigning an owner to the
Issue who Is responsible for monitoring, and sometimes managing, issue resolution activities until the Issue is resolved. The Issue Resolution
section of the Issue Log consists of the following attributes. Attribute descriptions are provided to help understand usage

« Issue Owner Enterthe name of the person assigned to resolve the issue

« Date Assigned - Enter the date that the Issue Owner was assigned.

« Target Resolution Date - Enter the planned date for revolution

« Issue Resolution Description - Enter a description of the plan for resolving the issue.
The following table shows an example of recording issue resolution information in the issue log. The resolution addresses Issue #2 in the
sample table above.)

Example:

Issue Resolution

Issue Owner Date Assigned Target Resolution Date Issue Resolution Description

(Name) (Date) [Date] The Department will re-assign an
architectfrom a lesser priority project
temporarily until a new architect is

hired

4 Issue Control

(Once aresolution plan has been determined, efforts to resolve the issue are monitored and the issue's status isdocumented. Suggested
status entries include the following, but others could be added based upon project needs

« Assigned - the issue has been assigned to an owner for resolution

« Implementing - Aresolution plan has been developed and Is being implemented
« Escalated - The issue has been escalated for resolution

« Completed - the resolution plan has been completed

« Closed - the Issue has been closed

The Issue Control section of the Issue Log consists of the following attributes. Attribute descriptions are provided to help understand usage

« Issue Priority - Ranks the importance of resolving the issue relative to other issues
« 1- The issue must be resolved as quickly as possible
« 2 - The issue should be resolved as quickly as possible
« 3- issue resolution can be deferred

« Issue Status - a notation regarding the current state ofthe issue

« issue closure date - Enterthe date that the issue was closed.

« Comments - enter clarifying information as needed

The table on the following page shows an example of recording issue control information in the issue log which completes an issue log entry
This entry addresses Issue ft 2 in the table above.]

Example:

[The issue Log incorporates Issue Identification, Issue Resolution and Issue Control.)

Example:
Issue Identification

- Date Issue 1 -
Issue Statement or Description Issue Originator

ID # Issue Title L
Identified

High

High

Impact Rating

Issue Resolution

issue
Owner

Date
Assigned

Target Resolution
Date

Issue Resolution
Description

Issue Control

Priority

Issue Status

Issue
Closure
Date

Comments
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Curre-—-nets exceed project budget

Staffattrition

The current project costs are 12% XX/XX/XXXX  Project Manager

higher than budgeted

The project's Enterprise Architect has
left the project leaving the position XX/XX/XXXX  Project Sponsor
vacant

High

High

Name

(Name)

[Date]

[Date]

[Date]

[Date]

Review existing budget.
Determine root cause
for over budget
condition and initiate a
cost control strategy.

The Department will re-
assign an architect from
a lesser priority project

temporarily until a new
architect Is hired

Assigned

Closed

XX/XX/XXXX

New Architec hired and currently
being on-boarded



Change Request Instructions California Highway Patrol Confidential

Change Request Log Template

1 Introduction

The Change Request Log provides an at-a-glance view of the number and types of changes currently being considered by the project. Because it is
a summary, it gives the project manager and other decision-makers a quick sense of how much change is occurring within the project. A significant
number of high-impact changes could be a sign of a project at risk from a scope, time or cost perspective. It can also point out change requests
that are not being addressed in a timely manner. Untimely decision making regarding changes can result in lost opportunities to improve overall
probability of success and/or avoid negative project impacts.

The Change Request Summary Report consists of the following fields:

* Date of Request - The request date associated with the specific Change Request

® Change Request Number - The unique number assigned to identify the specific Change Request

® Change Request Title - The unique name for the change request

 Assigned to - The name of the lead Change Request Analysis / Implementation resource

® Description of Change - Narrative describing the requested change

® Current Status - The current workflow step or disposition for the change request. Typically, one of the following:
- Submitted - The change request has been developed and submitted for consideration
- Accepted - The Change Control Board has accepted the change request and has approved use of project resources for analysis
- Assigned - The Change Request Analysis / Implementation team has been assigned to the Change Request
- Rework - The Change Request has been sent back to a previous step for additional information
- Withdrawn - The Change Request Originator has withdrawn the request
- Deferred - The Change Request has been put on hold until later in the project

- Approved - The Change Control Board has approved the Change Request and the Change Request Analysis / Implementation team's
recommendation
- Completed - the Change Request has been implemented

2 Creating the Change Request Log

2.1 Personalize the Change Request Log
Update the upper left corner of the Change Request Log with the project's specific logo or name

2.2 Populate the Change Request Log

Transfer the Date of Request, Change Request #, Change Request Title, the resource assigned to the change request, the description of the change
requested, current status and implementation date from the change request form for each specific change request. Add rows as needed.

2.3 Maintain the Change Request Log

As change requests progress through the change request process, keeping the log updated is critical to communicating accurately the state of
change in the project. This task is typically handled by the Change Request Coordinator on behalf of the Change Management Lead.

3 Example

An example Change Log entry is provided on the Change Request Log tab in this workbook. The requested change is to add an additional technical
resource to accommodate project workload.
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Project/ Information ;
Classiflcation Fﬂalrippmca.aud Hiring Status . Tanhnalm_ upport Implementation Duties ‘Post Implementation/Maintenanca and Gperation Dutles.
As projact lead, and in consultation with Wirsless Maobile Video and Audio
Recording System (WMVARS) In-Car Camera Divizion Administrators
(DAdmin), and sarver and network staff, the incumbent performs complex
lanalyses to [dentify the best Infarmation technology (IT) solutions to meet
user-defined requirements. Assists with implementation and suppont of
User Account Control to ensure basic user accounts cannot parform The incumbent provides maintenance and support of vifual and physical servers in the
ladministrative funclions and administrators can only perform privileged  |Cloud and on-premise California Highway Paltrol (CHP) data centers; maintains server
funclions when they explicitly escalale their privileges. Implements and  |configurations; reviews logs: troubleshoots and resolves Cloud, vinual machine, and
|Project/ Technical Services rmalntains functionality of physical and virlual servers. Performs computer|physical server-related issues; and implements appropriate patches to the server
Information Technology |Maintenance and Hirad - 08/15/2019 Group (TSG) - Server device administration, configuration, secunty-hardening, event manitoring, jenvironment. Works with the WMVARS In-car and bady wem camera (BWC) vendor 35
Specialist | (ITS 1) Operatlon (M&Q) and data support for and audit. Works independenily as well in collaboration with other server |necessary. Generates and retains server backups, and monitors Cloud storage ulllization,
Suppart Cloud and on-premise  [and network support siaff to design, develop, and implement the logs, storage area network, and Cloud tenant health. Provides system administrative |
enterprise directory service companents in the areas of idantity and support to business partners and executes dally decisions affecting the overall design an
access management, directory services, work-flow, securlly, provisioning, limplementation of the highly distributed, 24/7 local area natwork/wide area netwark |
and compliance. Creates, processes, and maintains required (LANWAN) systems |
documentation o support hardware, application, and system functionality
performance, following |T best practices, Applies experience across the
jcompuling infrastnucture, Including servers, firewalls, routers, switches, |
and network devices for capturing Internet Protacel (IP) traffic and
analyzing the traffic datail.
The incumbent provides and apply information security experience, somplex rules and
|policies, and bast practices to support the maintenance and configuration of the netwoik o
Acts as a senior technical specialist and performs lead functions in Include, but not limited to, the following duties: perform the most compley, advanced, Hands.
support of the WMVARS and in-car and BWC syslems for mobile, on technigues and configuration of software and hardware across tha CHP network |
wireless, and Intemet of things technologies, Specifically, tha incumbant [computing infrastructure, including firewalls, routers, switches, sarvers, and network devices
will be critical In the planning, design, development, testing, security, and |to protect the Departmant against threats, vulnerabilities, and risks; parform computer
{Projectms0 Network Security Group momtnﬂng of assigned technology projects. Provides advanced device administration, configuralion, sacurily-hardening, event manitoring, and audits;
ITS ) ISunoart Hired - 11122019 |(NSG) — Nelwork sacurill ice, and best practices for the planning, design, perform advanced specification, design, and sacurity review of services, including Jnleme:
pRd {for Cloud and on-prem'ﬁe defi mmn and conﬁguratlun of the most complex network [nfrastructure  |protocol (IP) communications, encryption, digital certificates and signatures, and
software and hardware and provides direction and reviaw for the Radio/Voica over IP technologies; assist Network Suppon Unit staff in the continued
apphication of updated network rules and polices, perimetar security, and [improvements of network infrastructure, netwark technologies, and the suppon utllities and
imp ion plans for capturing IP traffic and analyzing the traffic lions intaining a highly avallable network: work closely with the Information
detail. |Securnity Officer, performing cyber threat analysis, intrusion protection schemes, and Ia!'-areu
netwark security models; and perform detall-level reviews and analyses of computar
configurations, event logs, and network access and communication activity logs,
Performe:lsad ftmctpuns and specializes in advanced technical support for The incumbent provides administrative and overall maintenance of tha program; assisty and.
the Depariment's MDC, WMVARS-and in-car and BWC systems 1 4 ; A
h 4 i L o users with troubleshooting basic technical equipment issues; responsible for maintaining
infrastructira by planning, desioning, develoging, implemenling, training, WMVARS/BWC equipment, including, but not imited to, cameras, docking stations, and
and peoviaing angbing:sbipgiort forall MOG projesis.  Implameants saftware cables to ensure adeguale ;u plies E;s an hand; res, aAstha far ti'ra e 1aguemanr a} |
Mobile Digital Computer  |that adheres to organizational enterprze architecture ensunng secure, | e stp i viRER e :
(MDC) - Patrol vehicles/ |[raliable, and accessible solutions. Designs testing methods, validation damaged andlor last equipment; and serves as llason with the equipment provider anq
IS | Project/ M&O Hired - 04/13/2020 |Digial Evidence 3 _arid jon plans 1o evaluats software funct|;;:nai|ty advizes the Department on equipment upgrades and any equipment-related concems ?r
Support Issues. Manages user permissions within the DEMS. Adds and remaves users based on
| Management System sts!ws and maintains saftware documaniation for each phase ofthe [ oy o 2nd adminisirative transfers, Provides su port to users with DEMS login access
(DEMS) systerns development life cycle to ensure maintainabilty. Develops and 1 i d hp DEMS. Provid 29 i
raintans gof product doct tation. Develops plans to execule problems or with accessing specific avidance within rovidas assistance o
WHMVARS Ivcer, e BWG aystams testing, dafesl managament, sysla; ;::?a?rsli:I::c:rr:u:dsmrir::nagnmﬁgsi}n:s?:fir::rz eanm:‘:r\'::enieﬂ:erepn:;nd ::E:agémﬁ
::Ilegr:;l?:. mﬁm‘z&::q: dm?::::;r::‘:::m COMPONEN'S | nversees the Depariment's WMVARS-dedicated electronic mail, |
|Familiarizes and trains on the WMVARS. Develops and conducts end-
user matertal and training for support staff, end-users, and field and
division level cotrdinators in various skills pertaining to WMVARS, MDC, |The Incumbent will specialize in supperting the WMVARS, including but nol limited to |
and BWGC systems. Configures, deploys, and mainlains devices, Serves |iroubleshooting, maintenance, and administralive support statewide. The incumbent wiil
" | as Division liaison with project members, HQ, Office of Primary Interest  |provide continuous administrative support in a variety of responsibilittes such as wirelegs
mﬂz&::;i‘;hmmy ;t?!p::ﬁ MEQ Hired - 05/13/2019 ;::dﬁc‘li:anars (H3) (OP1 or Business), allied agencias, the public, and media users ta |&ccess points (WAPs), on-premise servers, configuration, and mainlenance for WMWN:RS
support content development, anhancaments, and modifications. hardware, depot maintenance, softwars confiquration, user roles and permissian
Maintains, updates, and/or reviews MOC, in-car and BWC sy and |r ice, and WMVARS inventory. Assists in statewide LANMAN administration, |
manuals, policies, and procedures, Prepares status or speclal rupnns traiming, troubleshonling issuas, and technical support.
concerning technical issues. Documents prabl 3 |
Advises program management on pr s of assigned proj




Familianzes and {rains on the WMVARS. Develups and conducts and-
user material and training for' suppon staff, end-users, and field and
division level coordinators in various skills pertaining to WMVARS, MDC,
and BWC systems. Configures, deploys, and maintains devices. Serves
as Division lialson with project members, HQ, OP, allled agencies, the
public, and media users to support contant development, enhancements,
and madifications. Maintains, updates, andfor reviews MDC, in-car and
|BWC systems, and manuals, pulicies, and procedurss. Preparss status
or special reports conceming technical issues. Documents problem
resolution activities. Advises program managemant on progress of

The incumbent will specialize In supporting the WMVARS, including but not limitad to. |
(roubleshocling, maintenance, and administrative support statewide, The incumbant will
provide continuous administrative support in 8 varisty of respansibilities such as WAPS, on-
pramise servars, configuration, and maintenance for WMVARS hardware, depot
mairtenance, software configuration, user roles and permission maintenance, and
WMVARS inventory, Assists in statewlde LANZWAN administration, training,
troubleshooting issues, and technical support.

fensiined proleis

Familiarizes and trains on the WMVARS. Develops and conducts end-
user material and training for support staff, end-users, and field and
division level coordinators in various skills pertaining to WMVARS, MDC,
and BWC systems. Confipures, deploys, and maintains davices. Seryes
as Division ligison with project members, HQ, OP|, allled agancias, the
|public, and media users to suppor conteni development, enhancemeants,
and modifications, Malntains, updates, andior reviews MOC, in-car and
BWC systems, and manuals, policies, and procedures. Prepares status
or special reports conceming technical issues. Documants problem
resalution actw'rﬂes. Advises program management on prograss of
assigned

The incumbant will specialize in supporting the WMVARS, including but not limited to |
troubleshooting, maintenance, and administrative suppon statewide, The Incumbent will
provide conlinuous administrative suppert in a variely of responsibiliies such as WAF's on-
premise servers, configuration, and maintenancs for WMVARS hartware, depol
maintenance, softwara configuration, user roles and parmission maintenance, and
WMVARS invenlory. Assists in statewide LANAVAN adimir ion, training,
troublesheoting issues, and lechnical support,

Familiarizes and Irams on the WMVARS. Develops and conducts end-
user material and training for support staff, end-users, and flald and
division level coordinators In various skills pertaining to WMVARS, MOG,
and BWC systems. Configures, deploys, and maintains devices. Serves
a5 Division liaison with project members, HO, OP, allied agencies, the
|public, and media users to support content development, enhancements,
and modifications. Maintains, updates, andlor reviews MOC, in-car and
BWC systems, and manuals, policies, and procedures. Prepares slatus
or special repors conceming technical issues. Documents problam
resolution activities. Adyises program management on progress of
assignad ects.

The |ncurnbanl will 5pec;aﬁze in supparting the WMVARS, Including but not limitad ta

ce, and administrative support statewida. Tha incumbent will
providas wnllnuuus administrative support in @ variely of responsibillies such as WAPS, an-
pramise servers, configuration, and maintenance for WMVARS hardware, depot |
maintenance, software configuration, user roles and permission maintenance, and
WMVARS inventory. Assists in statewide LAN/WAN administration, training,
troubteshooting issues, and technical support.

tre Hing, 1

Familianzes and trains on the WMVARS, Develops and conducts end-
user matenal and training for support staff, end-users, and field and
divisian level coordinators In vanous skills pertaining to WMVARS, MDC,
and BWC systems. Configures, deploys, and maintains devices. Serves

The incumbent will specialize in supporting the WMVARS, including but not lirited to
traubrfashooung maintenance, and administrative support ide. The incumberit will

as Division llaison with project membars, HQ, OPI, allied aganciss, the
public, and media users 1o support content davelopmant, enhancements,
and modifications. Maintains, updates, andfor reviews MOC, in-car and
|BWC systems, and manuals, policies, and procedures, Prepares stalus
or special reports concerning technical issues. Documents problem
resolution activities, Advises program management on progress of

(sl IS support in 3 variety of responsibifities such as WAP:—-.. an-

lpremise servers, configuration, and mantenance for WMVARS hardware, depat

maintenance, software configuration, usar roles and parmission maintanance, and
WMVARS inventory. Assists in stalewide LANMWAN administration, training,
troubleshooling issues, and technical support.

!aﬂnﬂ projecls,

Familiarizes and trains on the WMVARS. Develops and conducts end-
user material and training for suppor staff, end-users, and field and
division level coordinators in various skills peraining to WMVARS, MDC,
and BWC systems, Configures, deploys, and maintains devices, Serves
as Division liaison with project members, HQ, OP, allied agencles, the

and modifications. Maintains, updatas, and/or reviews MDC, in-car and
BWC systems, and manuals, policies, and procedures. Prepares status
or special reports conceming technical issues. Documents problem
resolution activities. Advises program management on progress of
Jassigned projects.

public, and media users to support content develapment, enhancements, |pramise servers, configuration, and maintenance for WMVARS hardware, depol

The incumbent will specialize in supporting the WMVARS, including but not limited 1o
troubleshooting, maint e, and administrative support ide. The incumbent will

|provide continuous administrative suppon in a varety of respansibilities such as WAPs, on-

maintenance, software configuration, user roles and permission maintenance, and
WMVARS inventory, Assists in statewide LAN/WAN administration, training,
troubleshooting issues, and lechnical support,

A |;:$f:§ MAD Hirsd - 07/31/2020  [Valley Division DAdmin
A i a0 Hired - 11162020 [Soden Gate Dvsion
A ;ﬁ;ﬂ P Pending interviews | Coastal Division DAdmin
ITA gﬁggﬁ MED |Panding interviews  |Central Division DAdmin
ITA g::gﬂ Mk Pending interviews gi::fl:‘“ Pyvision

A ;:’;:;:‘; MEQ Pending interviews  [Inland Division DAdimin

Familiafizes and trains on the WMVARS. Develops and conducts end-
user matanal and training for support staff, end-users, and fisld and
division level coordinators in various skills pertaining to WMVARS, MDC,
and BWC Conflgures, deploys, and maintains devices. Serves
as Division liaison with project membars, HQ, O, alled agencies, the
public, and media users to support content development, enhancements,
and modifications. Maintaing, updates, and/or reviews MDC, in-car and
|BWC systems, and manuals, policies, and procedures. Preparas stalus
or special reports conceming technical issues. Docurnents problem
resolution activities, Advises program management on progress of

lzssigned projects.

The incumbent will specialize in suppornng tha WMVARS, including but not limited to
troubleshooting, maintenance, and sUPpON de. The incumbent wil
pravide continuous administrative support n & variety of responsibliitiss such as WAPS| an-
premise servers, configuration, and maintenance for WMVARS hardware, depaot
maintenance, software configuration, user roles and parmission maintanance, and |
WMVARS inventary. Assists in statawide LAN/WAN administration, training,
froubleshooling issues, and tachnical suppert.




Familianzes and trains on the WMVARS. Develops and canducts and-
user material and training for suppon staff, end-users, and fiald and
division level coordinators in varous skills pertaining to WMVARS, MDC,
and BWC systems. Configures, deploys, and maintains devices. Serves
as Division liaizon with project members, HQ, OP|, allied agencles, the
public, and media users lo support content development, enhancements,
and modifications. Maintains, updates, and/or reviews MDC, in-car and
BWC systems, and manuals, policies, and procedures. Prepares status
or special reports conceming technical issves. Documents problem
resolution activities. Advizes | manag it on progress of

4

Project/ M&D " y e .
ITA Support Panding interviews  |Border Divislon DAdrmin
Project/ M&ED 7 {Sauthem Division
TA Sugport Pending interviews DAdmin

The incumbent will specialize in supporting the WMVARS, inluding but not imited to |
troubleshooting, maintenance, and admimistrative support statewids. The Incumbent will
provide continuods administrative support in a vanely of responsibilities such as WAPS| on-
premise servers, configuration, and maintenance for WMVARS hardware, depal
maintanance, software configuration, user roles and permission maintenance, and

troubleshooting issues, and technical support.

Iasggng projects.

Familiarizes and trains on tha WMVARS, Develops and conducts end-
user material and training for support staff, end-users, and fisld and
division level coordinators n various skills pertaining to WMVARS, MOC,

WMVARS inventory, Assists in slalewide LANMAN administration, Iraining, ‘

The incumbent will specialize in supporting the WMVARS, including but not imited to

and BWC systems. Configures, deploys, and maintains devices. Seryes
&5 Division llaizon with project membars, HO, OP|, allied agencies, the
public, and media users to support content development, enhancements,
and modifications. Mainlzains, updales, and/or reviews MDC, in-car and
BWC systems, and manuals, policies, and procedures. Preparss stalus
or special reports conceming technical issues. Documents problam
|resolution activities. Advises program management on progress of

|assigned projects.

ating, maintenance, and adr jve support {de. The inctmbant will
pravide continuous administrative support in a variety of responsibilities such as WAPs| on-
pramise servers, configuration, and mai ce for WMVARS hardware, depot |
maintenance, sofiware configuration, user roles and permission maintenance, and
WMVARS inventory. Assists in statewlds LAN/WAN administration, training,
troubleshooting issues, and technical support,
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