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Executive Summary
This document provides background on the Integrated Marketplace’s design and implementation, an
explanation of the program’s status change to yellow in February 2012, and the plan to regain green
status. While there are many issues to be resolved and much work remains, the program leadership
remains committed to managing to the Go-Live date of March 2014, and maintaining program
excellence.
SPP continues to make measurable progress each month, especially in the all-important testing
effort. While some workstreams or parts of the program may still be in yellow status, the great
majority of work is green. The Integrated Marketplace project still faces challenges, but has
approaches and work plans to get back on track.
SPP is confident the known issues have been addressed and has made great progress in prioritizing
the needed mitigation steps. The steps implemented since February to address the areas of concern
and a clearer understanding of the remaining work results in returning SPP’s Integrated Marketplace
project status back to green.
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Integrated Marketplace Program
SPP’s Integrated Marketplace program is the latest – and most complex – incremental step in SPP’s
evolutionary approach to improve service to its members and the region. SPP is focusing its
collective energies toward bringing the Integrated Marketplace online; the payoff will be stronger
grid reliability and greater cost savings and efficiencies.
SPP took the precautionary measure of changing the program’s status from green to yellow in
February 2012. The decision followed an initial review of a detailed estimate of the expected
duration and effort associated in testing the Integrated Marketplace systems, indicating the milestone
date of starting Market Trials on May 15, 2013, was in jeopardy.
The Integrated Marketplace’s leadership has defined yellow status as concern about meeting a
certain deliverable on the date assigned. Despite moving to yellow status in February 2012, SPP
remained confident the go-live date of March 1, 2014 was not in jeopardy.
The program has many moving parts, and the program’s leadership has thoughtfully and critically
evaluated actions necessary to mitigate the later-than-expected completion of testing. SPP remains
committed to managing to the go-live date and maintaining program excellence.
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The Marketplace’s Successes
While the program’s leadership has been diligently evaluating how best to return SPP’s status to
green, the program’s work has continued unabated. The program moved from the Design phase into
the Build-Test phase May 10. The Program Management Office (PMO) updated its organizational
structure to clarify responsibilities, improve communication, and better align roles during this phase.
Here are some other recent significant accomplishments.

Revisions to Tariff Filed
A major milestone in the Integrated Marketplace’s implementation was achieved when SPP filed
revisions to the Open Access Transmission Tariff with the FERC on February 29. The Tariff
revisions will provide the regulatory framework for the Integrated Marketplace's operations.
SPP made two additional filings with the FERC on May 15, submitting a response to comments and
protests of the original filing, and making a supplemental filing revising the original filing. SPP has
requested a conditional order from FERC by July 31, 2012, and an effective date of March 1, 2014.

TCR Mock Auction
The Transmission Congestion Rights (TCR) workstream is conducting the second phase of its Mock
Auction, which began April 2 and runs through August 31. Forty of the 45 eligible Market
Participants (MPs) are registered, with 30 participating. A first phase was conducted January 16April 13, with 31 of 37 registered MPs participating. Each phase consists of an abbreviated Annual
TCR Auction and three rounds of Auction Revenue Rights.
The Mock Auction has been the Integrated Marketplace’s first significant interaction with MPs. A
survey of the first phase indicated more than 70% of the Mock Auction’s participants were satisfied
with the entire process.

System Development & Testing
The Markets workstream has formally closed out design, addressing all the known outstanding
design items in the core Market System. Pre-FAT (factory acceptance testing) testing began at
Alstom June 11.
Alstom has been consistently running Day Ahead market solutions in the Market system’s “Day
Ahead Basic” mode. Several components are now connected with each other and consistently
exchanging 24 hours of data each time a day-ahead run is executed in Alstom’s development
environment.
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The Settlements workstream participated in a demonstration of the e-terrasettlements system, which
is still in development. A substantial portion of the system is functioning and the remaining portions
are being finalized. The system will calculate all charges and credits in the Market Participants’
(MPs) settlement statements.
The TCR team has completed three rounds of FAT on Nexant’s iHedge software, which will run the
Integrated Marketplace’s auction process. The software registered a 96 percent pass rate in the
evaluation of its most recent round of testing against defined test cases.
The Credit Management System has begun FAT for its first release, and is scheduled for completion
within the budgeted timeline and cost estimates. The system will be delivered in two separate
releases: the first release containing TCR functionality, the second release consisting of day-ahead,
virtual, and other functionality.

Marketplace Registration
Thirty-four of SPP’s 36 current MPs submitted completed Integrated Marketplace registration
packets by the June 1 deadline, making them eligible to participate in Market Trials. This represents
100% of existing EIS Market resources and more than 99% of the existing load assets. The
Registration team is working with the two remaining MPs to ensure they are able to participate in
Market Trials.

Training
SPP’s Customer Training department has provided training to more than 1,200 participant and
member personnel through live net conferences and computer-based training. More than 200 SPP
employees have completed at least one level of Integrated Marketplace training. Additional external
and internal training begins in September.

Other Accomplishments
The program has established a sub-section within SPP’s website. There, it posts monthly updates of
the program’s scorecard, a Q&A document, and milestone progress. A monthly newsletter, the
Integrated Marketplace Update, has been distributed since October through the newly created
Integrated Marketplace News exploder.
The Marketplace protocols are currently in version 10.0.
Program staff has taken advantage of an information-sharing agreement with PJM and ERCOT to
make site visits, discuss common issues, and share materials. This information-sharing has been
very beneficial in understanding key decision points in the other markets and allowing SPP to
compare impacts of design differences.
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Status Change
The Integrated Marketplace’s leadership changed the SPP program’s status to yellow in February
2012 when a detailed analysis of the testing effort indicated more time and resources would be
needed than had been previously projected. Realizing the May 15, 2013 date to start Market Trials
was in jeopardy and determined to raise concerns early, leadership took the precautionary step of
changing the program’s status to yellow.
The program defines yellow as a concern about meeting a certain deliverable on the assigned date.
The majority of the Integrated Marketplace workstreams remain green as shown in the monthly
scorecard reports.
Essentially, the analysis found the testing timeline was being compressed at both ends. MPs have
requested at least nine months of Market Trials, a request accommodated in early schedules.
Following more detailed analysis, it became apparent the program would have to reduce Market
Trials or conduct parallel testing phases to meet the Go-Live date.
The analysis also found current system-delivery dates did not allow for testing to be completed
within the testing timeline. It was determined 11 of the Marketplace’s 19 systems would not have
cleared system tests in time for the start of Market Trials.
The Integrated Marketplace leadership took several other factors into consideration when making its
decision:
Analysis based on system-design work indicated the system interfaces were greater in
number and complexity than originally estimated, requiring additional resources to complete
and deploy the necessary system-integration interfaces.
POPS (Post Operations-Pre Settlements), which takes operational data from the operations
functions (specifically, Day-Ahead Market, Reliability Unit Commitment, and Real-Time
Balancing Market), validates, and compiles it together for Settlements’ use in settling the
market, was still in the design phase and without an estimated build schedule.
Several ongoing projects outside the Marketplace program – but still dependencies for the
program – were creating further unexpected strain on testing resources.
Some of the components in the Business Intelligence/Enterprise Application Data Store
(BI/EADS) project were not estimated or scheduled.
Given this new information, SPP’s immediate action was to change the program’s status as a
precaution and to work with workstream project managers and leadership to assess what was needed
to “return to green”.
Among the first actions taken:
Setting resource allocation requirements and moving control responsibilities within the
program.
Ensuring all resource needs were accounted for.
Improving transparency with vendors and limiting lines of responsibility.
Notifying the Board of Directors and appropriate committees and working groups of the
status change.
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Since February, SPP has continued to thoughtfully and critically evaluate what needs to be done to
get the program back on track. It has:
Focused on critical work and finalized limited scope-change requirements.
Deferred some information technology work until after Go-Live. This includes creating
traceable requirements for existing systems, upgrades to newer versions of certain software
frameworks, and updating certain existing user interfaces.
Identified new roles and allocated additional staff to complete the development and testing of
items not included in original projections. The program has already filled more than 80
percent of these positions using existing staff, rotating staff positions, and hiring approved
2012 positions as soon as possible.
Established critical-path milestones for those activities with no slack that directly impact
SPP’s ability to start Structured Testing; create substantial risk to Go-Live; and require
adjusting resources, schedule, or functionality. These critical-path milestones were presented
to and approved by the CWG during its June meeting (see Appendix B).
The program continues to preserve both the Market Trials’ timeline and the projected March 1, 2014
Go-Live date, while addressing areas of concern. Those areas of concern are explained in further
detail on the following pages.
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Areas of Concern: Testing
The Integrated Marketplace’s testing effort will provide quantifiable, measurable, and auditable
evidence of the degree to which hardware, architecture, systems, processes, and resources operate in
alignment with business rules, market protocols, and system-design specs. This will allow the
program’s leadership and stakeholders to make informed decisions through the testing and
deployment-implementation phases.
The Issue:

Faced with an Integrated Marketplace schedule that delivers the Markets system in November 2012
and a Market Trials timeline that runs through virtually all of 2013, the Marketplace’s Testing
workstream began with the challenge of conducting multiple testing efforts in parallel. The team
would have to conduct ongoing acceptance testing of patches, integration testing between systems,
performance testing, non-functional testing, and Market Trials testing across all four Marketplace
environments at the same time. The baseline resource plan included up to 60 full-time equivalents
(FTEs) to meet the schedule’s test efforts.
As the program completed the Analysis and Design phases, additional systems and functionality
were added to its scope, significantly increasing the overall testing effort. The Testing team worked
with resource managers in IT and Operations to reserve up to 85 FTEs, maintaining the baseline
schedule.
However, the delivery of key vendor and internal systems was delayed several months in some
instances. This reduced the time available to verify system functionality prior to the baseline Market
Trials Connectivity Testing and Structured Testing milestone dates. The final schedule constraints
increased the resource requirement for maintaining the schedule to over 100 FTEs, placing critical
external milestones at significant risk.
Addressing the Issue:

1. Iterative Test Preparation Approach
The program is using an iterative test-preparation approach in developing test cases for execution
throughout Marketplace Testing. This is an ongoing process as follows:
o Test cases are extracted from approved program artifacts (requirements and design
documents), which results in a complete suite of test cases.
o The complete suite of test cases is reviewed by subject matter experts (SMEs) and
business owners to confirm their validity and applicability.
o Business owners, SMEs, and test leads identify which test cases are required for each test
stage.
o Following pre-FAT and/or FAT, test cases are refined based on vendor test procedures;
SPP’s increased understanding of the system functionality; and the state/stability of the
systems.
o Following each test stage, test cases are refined based on the state/stability of the systems
and number of defects identified.
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o Overall, testing is prioritizing business areas and sub-functions within those business
areas to effectively use resources in the highest-priority areas. These business functions
are aligned with external functions that are likely part of the Structured Testing schedule.
Core functions, such as Day-Ahead Market Clearing, will be given a higher priority than
internal functions.
This approach should result in a valid set of test cases aligned to each test stage, optimizing
resources and environments to effectively verify the right systems functionality as quickly as
possible – and meet the program schedule.
2. Flexible Test Execution Strategy
The program will use a flexible test strategy to allow staff to identify the optimal test-execution
approach for any given system or functional area:
o Utilize consolidate test stages for several systems to expedite progress through
acceptance and integration testing resulting in additional schedule time through resource
and environment efficiencies during test execution. Legacy Applications, EADS, and
Markets will all follow a consolidated test stage approach.
o Begin integration testing as soon as systems/interfaces are available in the integration test
environment (ITE). This enables the testing team to begin testing even though
systems/interface components are still in development. TCR, the Centralized Modeling
Tool (CMT), and the Credit Management System will all begin integration testing using
this accelerated approach.
o Begin select Performance and Non-Functional Testing upon completion of acceptance
testing, as opposed to waiting for integration testing. Leveraging a separate environment
and engaging select technical resources should allow accelerated test stages in advance of
Parallel Operations testing with MPs.
3. Central Testing Facility
The testing team has completed plans and requirements for a centralized testing facility,
optimizing testing activities and communications to ensure resource availability and
accessibility. Testing will take place at a designated SPP office location, where all key testing
resources will be located as either their primary location or during test execution activities for
any given system(s) or functional area(s). This includes both SPP and contractor staff.
4. Revised Testing Status and Metric Reporting
Testing is responsible for providing evidence of the degree to which systems, hardware,
architecture, process, and resources operate in alignment with the program’s scope. A revised
testing status and metric reporting process will give program leadership and stakeholders the best
information available for decision making. This revised reporting is in addition to previously
planned/implemented reporting, and includes the following:
o Revising the weekly testing status report to include an executive summary, overall state,
and trend for each system/functional area.
o Weekly test-preparation progress for each system/functional area.
o Actual number of test cases for each system/functional area at the following milestones.
o Initial test case estimate.
o First iteration of test case development.
o Entry of each test stage.
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o Exit of each test stage.
5. Optimized Testing Timeline
The testing schedule is based on system availability and in response to Program Risks. Usable
system subsets are identified based on system delivery to drive the interfaces’ build and delivery
schedule. This will allow tests of the subsets early in System Integration Testing and Functional
Integration Testing. Parallel testing efforts will continue until full system integration is achieved.
Many of these activities will occur in parallel with Market Trials.
6. Adding Testing Resources
The Marketplace program has secured additional testing resources by working with other SPP
managers and leveraging programs such as the Engineer Rotation Plan (ERP) to find additional
staff as one example.
7. Key Testing Roles
The testing team has assigned SPP staff to key testing leadership roles, such as functional test
leads, by backfilling lower-level testing roles with ERP engineers, functional testers, and other
non-testing experts. The program has identified SPP staff to fill test lead roles initially filled by
contractors, with plans to backfill contractors with SPP staff at contract expiration.
Risks:

There are two major risks associated with the strategy to address testing concerns – System
Readiness, and Parallel Testing and Additional Resources.
System Readiness: The Alstom delivery schedule puts the start of Market Trials Connectivity
Testing at significant risk. The scheduled delivery for the Markets systems in November 2012 only
allows six weeks to install and operationally test the Markets systems in time for Connectivity
Testing.
The program is mitigating this risk by providing a MP sandbox, or test environment, prior to Market
Trials to enable participants and vendors to test/validate their software.
Parallel Testing and Additional Resources: The current work plan requires significant Functional
Integration Testing (FIT) in parallel with Market Trials and Performance Testing, which will need
significant resources. This also requires substantial coordination between FIT and Market Trials
planning to validate systems functionality internally (through FIT), prior to Market Trials testing
with participants.
The program is mitigating this risk by:
o Extensive resource planning and assignments.
o “Sprints” and other activities to increase the pool of SMEs.
o Using testing schedule and Gantt charts to coordinate overlap in testing stages.
o Providing leadership with system availability and stability metrics to aid in decision making.
o Optimizing the testing timeline as described in this report.
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Areas of Concern: POPS
The Post Operations-Pre Settlements (POPS) system takes data from the Day Ahead Market,
Reliability Unit Commitment, and Real-Time Balancing Market, and compiles it for Settlements’
use. It is a complex system, requiring specific SMEs who understand the operational, IT, and
settlements worlds. POPS has specific functions that must meet both operational and settlements
rules to comply with Integrated Marketplace protocols version 10.0.
The Issue:

POPS was originally expected to use existing systems and have a limited scope. However, the
original solution became inadequate once the full scope and requirements were known. This led to a
review of the requirements and systems necessary to provide the data, leading to a delay in
requirements and test plan build. The delay placed this particular application in yellow status.
POPS is one of the Integrated Marketplace’s most significant systems (along with Market Systems,
EADS, and Settlements). These are the last four systems that will enter Market Trials, and their
implementation requires heavy coordination to balance the testing workload and delivery schedules.
Addressing the Issue:

SPP has commissioned The Structure Group to build the POPS system. Requirements have been
documented and finalized, and a work schedule is now in place. SMEs from Operations, Settlements,
IT, and Utilicast have also been assigned to support this critical Integrated Marketplace project.
Risks:

POPS has several dependencies which extend across the program. Before being properly tested, the
system must receive data from the Market Operations System and EADS to allow Settlements
systems to consume the data. This must be done prior to Parallel Operations, so that an end-to-end
test may be met. For example, the Day-Ahead Market must be run, the data compiled, settlements
run, and then submitted to MPs as if the Integrated Marketplace was live.
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Areas of Concern: Interfaces
The Integrated Marketplace will consist of complex and intricate systems, applications, and
components, all linked together. Each connection between a system, application, or component is an
interface. All told, there are hundreds of interfaces within the Marketplace.
The Issue:
The original project plan included an estimate of the number and complexity of system interfaces.
The Integrated Marketplace’s requirements and design work identified more interfaces than were
accounted for in the original estimate.
In addition, a shortage of technical and project-management expertise initially assigned to these
functions resulted in further delays in the planning and design phases of the Integrated Marketplace’s
Integration Services work. The project and resource plans lacked required focus and timely
completion, causing a lower level of confidence in this workstream’s ability to execute and deliver.
Addressing the Issue:
Significant time was spent in maturing the plan – focused on the “how” so the work can be executed
more efficiently and effectively. As a result, a better approach was developed (established base
patterns and design execution in Arkansas, implementation in the Accenture Philippines Delivery
Center) along with a workable plan.
The work team was rebuilt to support the plan’s execution, using resources with the proper skills and
in the correct locations. A new project manager was assigned with both project management and
technical skills, new resources with higher technical skills and experience, and a different
breakdown between on- and off-shored resources. These changes support the plan’s execution.
Risks:
The schedule remains very tight. The difficulties in getting the interface work started could slip the
planned schedule. All efforts now are focused on delivering finished products in a timely manner.
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Market Participant Engagement
Ensuring market participants (MPs) are ready for Market Trials will improve the testing periods’
effectiveness and efficiency. The Integrated Marketplace’s complexity and involvement of both
internal and external stakeholders requires a centralized mechanism for monitoring, measuring, and
reporting overall systems readiness. The Readiness & Metrics workstream is managing that process
across Participant Readiness and SPP Internal Readiness, and the PMO is managing Integrated
Marketplace Program Readiness.
This approach ensures the critical-path milestones and member participant milestones merge into
combined readiness metrics.
From an internal SPP perspective, the primary focus is on the people and process areas, while the
program is primarily responsible for enabling and monitoring system delivery (i.e. the technology
aspect). The Participant Readiness effort includes monitoring participant readiness through defined
metrics, reporting, and outreach.
Each readiness area has many components. Participant Readiness components are:
o Readiness metrics monitoring and reporting.
o Participant engagement reports.
o Interaction with key stakeholders.
SPP has developed and reviewed the metrics with the CWG and Readiness liaisons, ensuring the
appropriate readiness measures are being monitored and reported.
Participant Engagement Reports monitor progress and MPs’ readiness for Market Trials. The MPs
will supply the data for the Engagement Reports, focusing on major program milestones (i.e.
Connectivity Testing and Market Trials) and providing SPP with insight into readiness from the
participants’ perspective. The reports should also help guide MPs through their own readiness
analysis.
Stakeholder interaction activities focus on providing a continuous support framework for Integrated
Marketplace Readiness. Readiness liaisons will be the key to the effort’s success. Existing
communication vehicles, such as the CWG, will serve as forums for MPs to raise readiness questions
and concerns. Outreach activities are currently being refined to help further ensure a successful
readiness effort.
Successful implementations include proactive, transparent cooperation between SPP and its MPs.
The Readiness workstream will help facilitate that process and work closely with MPs to prepare for
the change through the following activities:
o
o
o
o
o

Ongoing communications and outreach.
Helping define activities requiring MP involvement.
Actively measuring MP progress in the areas of people, process, and technology.
Reporting overall (internal and external) readiness metrics.
Soliciting input and implementing appropriate suggestions to improve readiness interaction.
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The program, in coordination with the CWG, has requested and received liaisons for each memberimpacting workstream. In general, the liaison’s responsibilities include working with their CWG
representative, SPP, and any participant-identified program management to:
o Review program and workstream documentation and provide feedback.
o Assess milestones and deliverables for feasibility.
o Provide phase entrance and exit criteria and report on readiness.
If an MP does not identify a readiness liaison, the CWG representative is assigned as the default
liaison.
Target Mass
Target Mass is the minimum set of MPs that need to demonstrate readiness prior to Go-Live. The
overall Market Participant Readiness Status will reflect the Target Mass’ status. If the Target Mass
has achieved green status, the overall MP status will be green, even if there are individual MPs
showing red. Defining MP Readiness in terms of Target Mass will ensure the Readiness workstream
has obtained an accurate assessment of overall MP readiness status, even if all MPs have not
reported status for a particular period.
SPP’s definition of Target Mass has the following three criteria:
1. MPs making up 90% of market generation capacity as of March 1, 2012 (66.7 GW).
o Percent Generation Capacity by MP:
 Balancing Authority MPs: ˜ 58.6 GW, or 87.9%.
 Non-BA Load Serving Entities (LSEs): ˜ 3.1 GW or 4.7%.
 Other (IPP, etc.): ˜ 4.9 GW or 7.4%.
2. MPs making up 90% of load as of March 1, 2012 (˜ 48.5 GW).
3. 100% of all MPs performing Balancing Authority functions (i.e., AEPW, not including
OMPA).
Participant Engagement Reports
The participant engagement reporting process monitors and tracks MP activities leading up to major
program milestones. The Participant Engagement Reports will illustrate readiness for the start of
Market Trials Connectivity Testing and Market Trials Structured/Unstructured Testing.
The Participant Engagement reports will provide:
o Insight into the MPs’ readiness status leading up to major program milestones.
o A bridge between the Mobilization Metrics reported at the program’s beginning and
the Readiness Metrics that will be the main focus of measurement during Market
Trials.
o Information with which to assess risks and create mitigation plans.
Market Participant readiness will be measured against the expected finish dates for each Engagement
Activity. Expected finish dates are determined by the Readiness workstream based on the program
timeline and include feedback from the CWG and Readiness liaisons.
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A questionnaire will be distributed monthly to MPs. Readiness liaisons will access and update the
questionnaire through a unique link, as responses to the Participant Engagement questionnaire will
be collected through an online tool. The questionnaire will remain open through the start of Market
Trials Structured/Unstructured Testing. Leaving the survey open for the duration of reporting will
decrease response time by allowing participants to retain questionnaire answers from previous
months.

(The dates in this chart are purely illustrative.)

All reports will be posted in the Readiness Dashboard (available in July 2012 on the Marketplace
website). Participants’ collective status will be published monthly and individual status will be
published bi-monthly.
The Integrated Marketplace’s online Readiness Center will be the primary source for Readiness
Metrics Reports. Three levels of reports are expected to be published, though not all will be public:
Summary Reports (Level 1)
These are the Readiness & Metrics workstream’s highest level reports. They will be created from
the roll up of Readiness Metrics and include the overall status for high-level areas/categories of
readiness. An example of a Level 1 report is the External Scorecard that is currently posted on
the Readiness Center page.
Aggregated Participant Level Reports (Level 2)
These reports provide a more detailed breakdown of the Readiness Metrics and for external
metrics, by participant type (i.e., EIS Balancing Authority). Individual participants will not be
identified on these reports, and they will also most likely be posted on the Readiness Center
page.
Participant Reports (Level 3)
These reports will illustrate detailed readiness measures specific to an activity (e.g. training
session, survey response) for individual participants. The reports will be organized by participant
and initially will not be published publically. Participants will need to agree if these reports will
be made public.
The Readiness Metrics will be updated quarterly beginning in July 2012. The cadence of the posted
updates will increase to monthly with the start of Market Trials.
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Appendix
A. Testing Schedule
NOTE: This Gantt continues to be refined as system delivery dates are changed and/or defined.
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B. Critical-Path Milestones
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