IMPLEMENTING A CTRM RIGHTANGLE
SOLUTION USING AGILE METHODOLOGIES
CONDUCTING A SUCCESSFUL CTRM IMPLEMENTATION
A BRIEF FROM DAN ROWSEY, MRE DIRECTOR

The purpose of this paper is to provide a framework for capturing the benefits of an Agile project
management methodology. I will discuss some of the key differences between generally accepted project
management methodologies and highlight MRE’s selection strategy methodology for implementing
Commodity Trading and Risk Management (CTRM) solutions. Concepts will be illustrated through a real
MRE client experience and broadly applied to most CTRM implementations.
MRE recently completed a successful RightAngle CTRM implementation at a Fortune 500 company that
markets and transports natural gas liquids (NGLs), condensate, crude oil and other petroleum products
to consumers, distributors and industrial operators throughout the United States. By leveraging a hybrid
Agile-Waterfall project methodology, MRE implemented the solution under budget and within aggressive
deadlines, while allowing for a 10% project scope increase.
The project held several key challenges: functionally-constrained in-house legacy systems, lack of internal
transparency, and missing or constrained business processes. Successful delivery of the project under
our adapted Agile methodology was made possible by an integrated project team, strong leadership and
extensive business and system expertise.

CUSTOM TAILORING: BECAUSE HOW YOU
IMPLEMENT IS IMPORTANT

Delivering a successful CTRM solution is dependent
upon many factors. The project methodology
used to implement the solution is one of the most
important and visible factors. A poorly-selected
methodology often becomes one of the main
reasons for implementations not generating the
intended value, not meeting deadlines and/or
severely exceeding budget.
Just as an experienced tailor can transform an
off-the-rack suit into something that fits and feels
custom-made, an experienced Solution Integrator
(SI) will be able to transform an out-of-box CTRM
package into an integrated solution that fits your
organization and business. More importantly, an SI
with the right methodology and project team will
be able to deliver the same project on time and on
budget, while producing or exceeding the intended
results.

MRE understands that no two organizations and
no two projects are exactly alike. Each client has
a unique set of project requirements, delivery
constraints, business and commercial objectives,
technical IT landscape and people capital. As one
of our core SI competencies, we strive to learn and
understand the project climate from the earliest
steps of engagement. This allows for an educated
recommendation for the best-fit implementation
methodology to minimize project risk and
maximize the prospect of a successful CTRM
implementation.
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Risk Avoidance: A survey conducted
by McKinsey & Co and the University
of Oxford found that 17% of large
IT projects go so badly that they can
threaten the very existence of the
company and that on average, large
IT projects run 45% over budget and
7% over time, while delivering 56%
less value than predicted. Software
projects run the highest risk of costs
and schedule overruns. (Michael Bloch,
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MRE SOLUTIONS: A RECENT CLIENT
EXPERIENCE

Our client had outgrown their in-house legacy
system, which was no longer able to support the
growth and direction of their evolving business.
The application had become functionallyconstrained and accompanied by tediously manual
business processes. Sophisticated commercial
agreements and supply chain models could not
be accurately captured. Accounting and Risk
reports were difficult to produce and often led
to unpredictable swings between forecast and
actuals.
Demand for a new CTRM system was driven by an
expanding business franchise, higher complexity
of transactions, increasingly volatile market
conditions and stricter regulatory and compliance
requirements. They wanted to invest in a CTRM
solution that would support their wholesale and
retail marketing portfolios, asset management
services, complex transportation logistics and
seasonal inventory activity.

The client-initiated project planning for a full CTRM
implementation, covering all traditional Front, Mid
and Back Office work streams. They also required
full integration with their existing suite of internal
and external IT systems (e.g., ERP financial system,
truck dispatch systems, 3rd party electronic supply
postings, credit risk system, etc.). Two of these
systems were undergoing major parallel upgrades
during the implementation timeline.
A rigid 10 month go-live deadline was imposed,
along with an aggressive baseline scope and
capped budget.
MRE was engaged after the system selection
process, as the exclusive and sole SI, to implement
RightAngle and develop an overall CTRM solution.
Our process began with a Fit Gap phase to validate
initial requirements and develop an overall
delivery solution and implementation plan. The
following sections will outline the most significant
project management decisions recommended and
conducted by MRE during the subsequent Planning
and Execution phases of the project.
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METHOD(OLOGY) TO THE MADNESS: A VIEW
FROM 30,000 FEET

Most CTRM implementation timelines span
between 9 months to 2 years. During this time, a
world of change can and will happen. Businesses
evolve, resources change and dramatic shifts in
the market may occur. Imagine embarking on a 10
month long, non-stop commercial flight and trying
to plan for weather and geopolitical conditions at
destination, before even taking off. How confident
are you in your carry-on?
Selecting a project methodology capable of
embracing change and adapt to fluid project
dynamics is a key component to the success of the
project and the client organization. Knowing which
methodology to apply requires a broad range of
experience in reviewing and understanding project
constraints, proposed resource capabilities, and
potential project risks. An experienced SI should
also be competent and effective at executing
and/or modifying the selected methodology to
truly harness the inherent advantages of the
methodology.
Below is a simplified usability matrix for the 3 main
types of generally accepted project management
methodologies.
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TRADITIONAL PROJECT MANAGEMENT,
WATERFALL OR ITERATIVE

Traditional project management has focused
on gathering requirements first, designing and
developing the complete solution and then
presenting the solution to the business for testing
and approval. This type of methodology usually
focuses on building the CTRM solution in separate
concurrent streams (usually broken out by front,
mid and back office) and integrating them towards
the end of the development cycle. The project may
be divided into a single cycle (True Waterfall) or
multiple cycles (Iterative), but in either case the
process is the same.
Good project plans will include time in their plans
for integration redesign and development, due
to the ripple effect of each stream’s designs on
each other, solution changes due to requirements
misinterpretation, and due to the natural
requirement changes of the market. This time
could be significant, depending on the
cross-stream impact and project duration, and has
been known to significantly increase budgets when
not appropriately planned for or mitigated through
proper risk avoidance measures. Due to the
business user inexperience with a CTRM system,
MRE did not recommend the use of the Waterfall
methodology for this client.

USING THE AGILE PROJECT DELIVERY
FRAMEWORK TO DELIVER A SOLUTION

Our sample client was not familiar with the system
and as a cohesive team did not have experience
in the implementation of a CTRM system. On the
same basis their environment was not set up
to support multiple deployments. As such, we
decided to leverage the Agile methodology for
development, but limit deployment to a single
event.
The Agile framework has several approaches that
can be combined to deliver a project successfully.
In our case we evaluated our client’s current
situation, the project needs and the future
requirements to determine the approach. We used
a variation of the dynamic systems development
method (DSDM) for our development process,
wrapped by a Waterfall deployment model.
We used this model to provide the dynamic
feedback that DSDM provides during the design,
development and testing cycles, but limit changes
to production to a single deployment since an
incremental production deployment model would
be too costly for the client. The DSDM principles
provided clear project guidelines to follow.
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KEY BENEFITS FROM THIS MODEL
Structured delivery framework - The Agile DSDM

method wrapped into a SCRUM sprint-based
framework provided the appropriate delivery
cycles and tracking mechanisms to ensure constant
delivery, business prioritization, and business
feedback. Communication gaps are one of the
main project failure points and using this model
mitigates most of the risks.
Another key project failure point is inadequate
testing. MRE mitigated this risk through cyclical
integration testing and by utilizing real life use
cases and business processes from front to back
office as our design and development models;
allowing for solutions which were guaranteed to
support operations. Transforming key sprints into
integration testing cycles provided the early quality
assurance that the consolidated product solution
would deliver the proposed value. This testing in

conjunction with a final user acceptance testing
provided the quality assurance and business user
system confidence necessary for a successful
implementation.

Strong business collaboration – Integrating the

business into the project team as full or part-time
resources provided the necessary requirements
and quality assurance checks and allowed for the
development of these resources into business
super users. We engaged business leaders as
collaborators, and their regular daily and weekly
interaction with their business teams facilitated
knowledge transfer and the overall change
management process. Challenges arose as certain
areas did not have the appropriate business
resource available and those areas required
additional attention during pre and post go live to
ensure a successful implementation.

HUMAN CAPITAL
THE SECRET SAUCE FOR AGILE RECIPES
AN AGILE REQUIREMENT – COMMITTED & EXPERIENCED RESOURCES
Overall the orchestration and execution of all the Agile development required a core set of experienced
leaders to deliver successfully. Through our stream-based teams and with the use of SCRUM, designs
were drafted quickly, and cross training of all team members occurred during the whole project. The
commitment to, and the adoption of, the Agile processes allowed a quick path to the establishment of a
performing team, which in turn allowed for a productive and sustainable pace.
Business users were key drivers of our teams, our experienced business users were completely engaged
and were responsible for ensuring quality work, having the ultimate responsibility of approving items for
integration testing.
Our project was managed by a very experienced program manager who understood the business, the
system, the methodology and could navigate and communicate issues effectively across all the streams.
A project manager was assigned to track all the tasks and handle daily project operational meetings.
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OVERALL CONCLUSION
As mentioned before, there are many factors that affect a project. The implementation of RightAngle
using an Agile framework allowed our team to deliver a product on time and under budget that exceeded
its original planned value by more than 10%.
The Agile framework facilitated every aspect of the project and provided constant feedback for all team
members involved, resulting in a higher-level quality product. This framework alone was not the single
driver of success, as many factors mentioned above were key for the successful implementation.
This model has become our preferred and recommended delivery model for a RightAngle or CTRM
implementation in general where requirements have a potential to change or scope is not clearly defined,
and we will continue to use it when the project environment permits. It allows for constant feedback from
the business and emphasizes a value-add solution. It has the capability to scale up or down in resource
count and can quickly adapt to changes in scope. The key limitation to this methodology is that it requires
strong leadership and ownership from team members and that it must be driven by a strong project
manager capable of making decisions and empowered to act on those decisions.
I hope this short white paper has served as a general introduction to the Agile methodology and that our
client profile has provided insight into the strengths of this methodology and the necessary requirements
to effectively use it.
If you have any further questions, please do not hesitate to contact Dan Rowsey, whether you have a
general inquiry or would like to discuss how MRE can benefit your business, we invite you to contact us at
mre.info@mre-consulting.com.
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