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Version Control

Version Control

Document Control

Summary

Independent Programme Assurer (IPA) review
The IPA raised no major issues with the draft change control process or accompanying
documents in March 2022. The IPA raised several minor changes, both for the benefit of
Programme Participants, and to ensure a clearer line of accountability throughout the
process. The MHHS PMO amended the documents in light of the review, which was
confirmed by the IPA. The IPA recommends that, as the programme progresses, the change
control process be revisited periodically to identify any further enhancements that might
emerge through more regular use, and once the planned move to the portal is completed.
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Lewis Hall

MHHS-DEL-171
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Change Record
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Lewis Hall
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Change Detail
Ofgem approved and published

Ofgem review and decision
The MHHS PMO submitted the Change Control Approach and supporting documents to
Ofgem on 01 April 2022 for review and approval. Ofgem reviewed the documents and made
minor comments. The MHHS PMO considered Ofgem’s comments and resubmitted the
documents on 29 April 2022.
Pursuant to section C 12.3.1 of the BSC, Ofgem formally designated the initial Change
Control Process for MHHS Implementation on 05 May 2022. Ofgem expect that the IPA will
from time to time review its operation and make any recommendations with a view to
ensuring that it remains fit for purpose.
To be read in conjunction with:
Doc Ref

Audience

The Change Control Approach will be a key reference point for all stakeholders, programme
team members, participants and IPA
All programme roles are expected to be familiar with this document and to align to framework
set out within
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Overview and scope

Document Purpose

This document will set out the approach for how change requests are managed on the MHHS Programme
The MHHS PMO has implemented this procedure to help embed a culture where everyone involved takes
responsibility for undertaking change in a controlled manner. Methods to conduct this include:
Background

Purpose

Owner

•

Briefing Programme Participants on the process to ensure they are aware of their responsibilities

•

Ensuring ‘change’ is a standing agenda item on appropriate governance meetings.

•

Briefing key governance forums and decision makers ensuring they are aware of their responsibilities and relative
importance of addressing change requests.

This document outlines the change control approach, principles and processes for the MHHS Programme
This document will serve as a guide for all Programme Participants.

This document is owned by MHHS PMO. The team will be responsible for the overall the Programme Change Control
process.
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Scope of change on MHHS

There are two major sources of change in the MHHS Programme that could require the need for a formal Change Request to
be raised. These include:
•

A change to a programme success factor (time, cost, quality, scope)

•

A change to a baselined programme artefact

Changes will typically manifest from several different places across the programme. These could be driven by external
industry factors, through the Sponsor (Ofgem), through the Implementation Manager or via Programme Participants.
The change process can be initiated by any party on the MHHS Programme and will require an individual owner (known as
the ‘Change Raiser’) to work with the MHHS PMO in raising the Change Request.
The scope of the Change Control process covers from when a change is identified, through to when a change has been
rejected or implemented.
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Guiding principles for Change Control

To ensure the Change Control process on the MHHS Programme is fit for purpose we have defined several key guiding principles
to be adhered to. The MHHS PMO will ensure these principles are maintained throughout the duration of the programme.
The Change Control process should:
•
•
•
•
•
•
•
•

Be clear, simple to understand and followed by all
Ensure changes are identified, reviewed and authorised quickly and efficiently and outcomes effectively communicated
across the programme
Ensure the appropriate control is applied to each stage of the Change Control process to allow informed decisions to be
made on time and without delay
Provide a mechanism for capturing the cumulative cost of change to the MHHS Programme and wider industry.
Clearly articulate the impact of each change request on the programme’s outcomes
Clearly articulate how the priority of each change request is assessed, including the risk to the programme if the change
request is rejected, or approved and implemented
Ensure a clear line of accountability and responsibility for approving change is defined
Explain how approved changes will be incorporated into programme scope and implemented as part of the MHHS
Programme.
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Different variations of the change process

There is a single Change Control process for the MHHS Programme. Clear decision points have been inserted into the
process that may allow a change to either be expedited, escalated or passed through as a “housekeeping” change.
These decision points will help to ensure a measured and appropriate level of governance is applied to the Change Control
process at all times.
A decision to escalate or expedite a change will be taken by the SRO at the recommendation of the Change Board.
1.

An expedited change can be enacted when a CR is raised but requires swifter action that the pre-defined SLAs require.
These CRs will be managed by exception and fast tracked upon receipt by the MHHS PMO for decision.

2.

An escalated change may be required if it appears that a CR may exceed the thresholds defined in the MHHS
Governance Framework.

3.

A “Housekeeping” change (no impact) covers administrative changes that have no impact on the programme, such as
minor updates to baselined artefacts that have no wider impact on programme outcomes or its deliverables. These
changes will be logged with the MHHS PMO and noted at the Change Board for information rather than for decision.

In the case of an expedition or escalation an ad hoc Change Board, Advisory Group and/or Working Group may need to be
convened to review the CR and provide a recommendation to ensure there is no delay to timelines.
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Approach

Phases of the Change Control process
There are four key phases to the Change Control process. These, along with the associated activities, are highlighted in the diagram below:

Change identified
• A potential change is identified
that could impact the MHHS
Programme
• The Change Raiser completes the
Change Request form and
submits this to the MHHS PMO
• The MHHS PMO will confirm
receipt of CR and provide a
unique CR reference number
• The CR is circulated to the
Change Board for review in
advance of the next meeting.

Initial analysis and
assessment

Full impact assessment

• The Change Board is convened
and reviews the CR

• A request for full IA is then issued
to the PPs via the MHHS PMO

• If the Change Board believe the
CR to be valid, it will pass it onto
the appropriate Advisory Group,
or to Programme Steering Group
(PSG) for triage

• The MHHS PMO will engage all
Programme Participants to gather
the full industry and consumer
impact and cost through the IA
process.

• The Advisory Group or PSG
• IAs are returned to the MHHS
recommends to proceed with a full
PMO by the requested parties in
Impact Assessment (IA) or to
line with the agreed SLA timelines
reject the CR
• The IAs are consolidated into a
• The Change Board may also
single view and presented to the
reject the CR, request further
Change Board.
information or ask the Change
Raiser to attend the Change
Board to present the CR.

Approval and
implementation
• The SRO seeks consensus of
Change Board and Advisory
Groups or PSG, on whether to
approve or reject the CR
• A decision is made
• If approved, the MHHS PMO
communicate this to impacted
parties and Change Raiser
• Commercial arrangements will be
agreed with the parties to cover
the cost of the change
• Impacted parties incorporate new
scope into their workplans
• The MHHS PMO track
implementation and incorporate
new activities into the programme
plan.

Note: The Independent Programme Assurer (IPA) will sit on the Change Board as an observer
All parties will have visibility of all Change Requests via the Change Request Log.
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The role of Advisory Groups and PSG in Change Control
To ensure the right people, with the appropriate expertise, are able to review and assess new changes and impact assessment results, when a change is
raised, it will be assigned to an Advisory Group for review and approval.
There are also occasions where CRs and IA responses may need to go to the Programme Steering Group rather than an Advisory Group for approval. For
example, a change to overarching programme timelines.
The table below details the role of each governance group in reviewing new change requests or impact assessments
Governance Group

Acronym

Role

Design Advisory Group

DAG

•

To review any Change Requests that propose a change to the baselined design or a
baselined design artefact

Testing and Migration Advisory Group

TMAG

•

To review any Change Requests that propose a change to a Testing or Migration artefact,
plan or timeline

Cross Code Advisory Group

CCAG

•

To review any Change Requests that impact existing regulatory standards and scope of
code changes required for the MHHS programme

Programme Steering Group

PSG

•

To review any Change Requests that fundamentally impact programme delivery timescales,
such as proposing to move a Tier 1 milestone* up to 3 months**

*Tier 1 milestones are detailed in the Ofgem Transition Timetable and following the programme re-plan will be captured in the Milestone Register
**Any changes to Tier 1 milestones of more than 3 months are escalated to Ofgem as per the MHHS Programme Governance Framework and detailed in
the change control process
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Governing change on the MHHS Programme

Role of the Change Board and Advisory Groups

Programme
Steering Group
(PSG)

• Change on the MHHS Programme will be
governed through the existing Governance
Framework.
Additional
Change Sources

MHHS Advisory Groups

Ofgem

MAG
CCAG
TAG
DAG

MHHS Change
Board

Implementation
Manager

• A Change Board will be mobilised to review all
Change Requests that materialise
• The Change Board will be chaired by the SRO and
can recommend a CR be rejected or approved.
• Final decision will be taken by the SRO based on
consensus at the relevant Advisory Group
• The Advisory Groups and Change Board will work
closely together to ensure new changes are raised
and assessed in a timely manner
• Advisory Groups and Working Groups will engage
with industry to review and assess new change

MHHS Working Groups
WGs
WGs

WGs
WGs

WGs
WGs
MHHS PMO

• If a CR is identified by the Sponsor (Ofgem) or
Implementation Manager (rather than by the
Programme Participants) the Change Board will
communicate this to industry via the Advisory
Groups.
13

Assessing the change (1 of 2)
To support in the triage of each Change Request (CR) through the process, the Change Owner will be asked to provide an indicative
classification of the CR when submitting this to the MHHS PMO. The Change Board will utilise these assessments to identify the urgency of
the CR and if required its expediting or escalation to the Programme Sponsor. The classification will comprise of four assessments:
1.
2.
3.
4.

Necessity of the Change
Rationale for the Change
Expected Change Impact
Implementation Complexity

Following the completion and validation of the full Impact Assessment the initial classifications may change, resulting in the CR being
expedited or escalated as appropriate.
Assessment 1: Necessity of the Change

Assessment 2: Rationale for the Change

Assessment

Assessment

1

Category Description
Critical Change: The final deliverable will not be
achievable without this change.

Programme
Delivery

2

Important Change: The absence of this change
would be significantly inconvenient, however a
workaround is possible.

Solution
Regulatory

3

Potentially Important: A potentially important
opportunity to improve on Programme cost, schedule
or quality.

Security
Data

Category Description
Changes in the Programme’s policy scope, anticipated benefits,
Stakeholder/Governance additions and removals.
Slippage in the Programme Plan or Budget overrun requiring tighter controls.
Changes to the Programmes baselined Design Products or additional
requirements/functionality being added to the Programmes scope.
Changes to regulatory products and artefacts.
Changes to security products and artefacts.
Changes to data products and artefacts
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Assessing the change (2 of 2)
To support the prioritisation of each CR the Change Raiser will be required to provide an indicative impact of the change and a view of
implementation complexity – this will be assessed and validated in the full impact assessment, with the IA figures superseding those submitted by
the initial assessment. As such, the indicative figures provided upon submission of the CR should be a ROM (Rough Order of Magnitude).
Obtaining an indicative view of impact and complexity early in the Change Control process with help the MHHS PMO and Change Board
appropriately prioritise and manage the CR through to completion.
Collectively the assessments will be reviewed by the Change Board during triage and upon their request the Change Raiser may be required to
action any updates to initial assessment or provide further information to support the scoring.
Assessment 3: Impact of change
Assessment Category Description
Very Low

• Minimal to no impact expected on cost, schedule, risk, and other
programmes/projects.
• Does not impact existing to MHHS milestone(s)
• Housekeeping changes should be marked as ‘Very Low’

Low

• Moderate impact expected on cost, schedule, risk, and other
programmes/projects, which relate to MHHS Tier 3 milestone(s)

Medium

• Significant impact expected on cost, schedule, risk, and other
programmes/projects, which could impact MHHS Tier 1 and/or
Tier 2 milestone(s)
• Does not exceed MHHS Governance Framework or prevent
achievement and/or delivery of programme outcomes

High

• Excessive impact expected on cost, schedule, risk, and other
programmes/projects, which exceed thresholds established in the
MHHS Governance Framework
• Prevents achievement and/or delivery of programme outcomes
• Escalated changes should be marked as ‘High’

Assessment 4: Implementation Complexity
Lead time for work to be completed
Assessment Effort

Implementation window
Assessment Implementation timelines

<5 working days

1

Imminent (can be implemented in the
next month)

5 – 10 working days

2

Short (can be implemented in the next
1 – 3 months)

10 – 20 working days

3

Medium (can be implemented in the
next 3 – 6 months)

>20 working days

4

Long (will not be implemented in the
next 6 months)

5

Go-Live (Will be implemented in
advance of Go-Live but no sooner)

1

2

3
4
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Detailed process map

Detailed process map for Change Control

Change Control process map

•

•

•

•

A detailed process map for the
full Change Control process has
been developed
This can be found on the MHHS
website here.
This single process covers
escalations, expeditions and
”housekeeping” changes

Insert screenshot of process map

It spans from when a Change
Request is raised to when the
agreed change has been
implemented or, alternatively,
been rejected.
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SLAs and response
times

Service Level Agreements and response times
To ensure the Change Control process is quick, efficient and sufficiently flexible, without reducing the necessary control, we are proposing to embed several SLAs within the
process.
#

SLA

SLA time

Owner

1

Acknowledgement of a new Change Request

1 working day

MHHS PMO

2

Impact Assessment (standard process)

10 working days

Impacted parties

3

Impact Assessment (expedited process)

5 working days

Impacted parties

4

Ofgem review of Impact Assessment (escalated process)

5 working days

Ofgem (MHHS PMO to coordinate)

5

Change Request – initial review decision

1 working day after Change Board

Change Board

6

Impact Assessment Review (standard process)

1 working day after Change Board

Change Board

7

Impact Assessment Review (expedited process)

2 working days from receipt of impact assessment

Change Board

Expedited change
•

A Change Raiser can request a new change be expedited if a decision on the Change Request is is needed sooner than the standard SLA windows allow.

•

The rationale for this expedition should be detailed in the Change Request Form and communicated to the MHHS PMO upon submission.

•

At this point, the MHHS PMO will issue the Change Request to Change Board attendees and seek permission to proceed to Impact Assessment, or propose an
extraordinary Change Board if further discussion is required.

•

It is assumed that when a Change needs to be expedited, in many cases, this will have already been discussed with appropriate programme stakeholders. Therefore
an extraordinary Change Board may not always be needed to allow a CR to go to the Impact Assessment stage and this decision can be made ‘ex-committee’.
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Roles, responsibilities
and documentation

Change Control Manager – Role and Responsibilities

Job Description
•

The Change Control Manager is responsible for managing the process through which all requests to change the approved baseline of the programme are captured,
evaluated and then approved, rejected or deferred

•

The Change Control Manager sits within the MHHS PMO team.

•

The Change Control Manager reports into the MHHS PMO Lead and is part of the MHHS PMO team.

Role Definition

Accountability

• Process proposed Change Requests through the agreed process and formal governance structure
• Ensure clear audit trail for each Change Request. Ensure documentation of each key decision points (expedited, escalated and house keeping) is held by PMO
• Support Change Board in validation and review of Change Requests
• Collate the information necessary for Change Board to adequately assess the overall impact of the Change Request and impact assessment on existing programme
timelines, costs, quality and scope (as submitted by impacted parties)

Key Responsibilities &
Duties

• Engage with Change Raiser, Advisory Groups, PSG and other stakeholders to ensure transparency and visibility throughout the end-to-end Change Control process
• Provide secretariate support for Change Board, including meeting packs, minutes, key actions and decisions (as required)
• Mobilise of Exceptional meetings (as required)
• Maintain all Change Control Artefacts, including register, approach, guidance and templates
• Monitor Change Control SLA’s to ensure the process is quick, efficient and sufficiently flexible
• Ensure Programme’s Conflict of Interest requirements are followed and adequate controls are in place to mitigate against potential threats.

Membership &
Attendance

•
•
•

MHHS Change Board
(Secretariate / Facilitator)
Advisory Group(s) (as required)
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Roles and Responsibilities
Role

Responsibility
•
•

Change Raiser

•
•

Change Owner

Once a potential need for a change has been identified the Change Raiser is responsible for drafting and submitting the CR
The Change Raiser will typically be one of 3 groups: Programme Participant, the Implementation Manager, or the Programme Sponsor (Ofgem).
The Change Raiser will raise the CR and engage with MHHS PMO as required. The Change Raiser will also present the CR to Change Board.
Once raised, the Change Raiser may had the overall ownership of the CR to a more appropriate ‘Change Owner’ to manage through the full
Change Control process.

•

The Change Owner will be responsible for managing the CR through the Change Control and will be supported by MHHS PMO.
This could include coordinating with the MHHS PMO to provide further supporting documentation, updates and presenting to the Change Board
and other forums.
In many instances the Change Owner may be the same as the Change Raiser.

•

MHHS PMO are responsible for facilitating and policing the Change Control process.

•
•

Who Are they?
•

Any Programme
Participant

•

MHHS PMO are part
of the Lead Delivery
Partner

•

MHHS PMO

•

Change Board

•
•
•

Senior
Responsible
Owner (SRO)
Advisory
Groups
Programme
participants
Programme
Sponsor
Independent
Programme
Assurer (IPA)

•
•

•
•
•
•
•
•

•
•
•

This Group is responsible for assessing, prioritising and proactively driving forward the management of CRs (further details on Change Board can
be found in the Appendix)
The Change Board will review all new CRs that are raised, proposing these are impact assessed or rejected.
The Change Board will review completed Impact Assessments to ensure it captures the full implications on the programme and wider industry.
The Change Board will make a recommendation to the SRO to either approve the change for implementation or reject the change.
The SRO will sit on the Change Board and review all new and impact assessed change.
The SRO will ultimately approve or reject any new Change Requests taking into consideration the views of the Advisory Groups and Change
Board.
The SRO will have ultimate decision on whether a CR should be escalated or expedited.
Advisory Groups will consult with industry and coordinate the Impact Assessments on behalf of their specific expertise area.
Advisory Groups will advise the SRO on whether to approve or reject the change.
Industry participants will be engaged in the Change Control process through the advisory groups in which they are represented.
Industry participants will be invited to respond to all IAs issued by the MHHS programme.
Ofgem, as the programme sponsor, may be required to engage with the Change Control process if a Change Request breaches one of the
thresholds set out in the MHHS Governance Framework
Equally Ofgem may be the source of change, should there be external factors, such as policy change, that impact the programme.
All decisions on Change Requests will be be shared with the IPA to ensure an independent verification of decision making.
The IPA will be able to attend the Change Board in a observing capacity.

Any Programme
Participant

See the Change
Board ToR for
membership

•

Elexon

•

•
•
•
•

•

•

TAG
DAG
CCAG
Constituent reps in
the Advisory Groups
Ofgem MHHS
sponsorship team
IPA team
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Change Request Form
Each Change will require a Change Request Form. This should be submitted to the MHHS PMO and will be presented to the Change Board for
decision. Below provides high level instructions of how the form should be completed. A detailed guidance document is also available via the Portal.

Section C is completed by the
Impact Assessor when requested
by the Programme.

Sections A and B are completed
by the Change Raiser when the
CR is raised.
The PMO will give the Change a
unique ID.
Section D is
completed by the
PMO once a
decision on the
change has been
made.

Section E is completed by the
PMO once the implementation of
the change has been completed.
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Change Request Log
Change Request Log

Figure 1: Change Request Log

• The Change Request Log will be stored on the
MHHS Teams site and will be managed by the
MHHS PMO team.
• When the Programme Portal is set up and
launched the Change Request Log will be migrated
over to here and away from the current excel
format.
• The Change Request Log will be viewable for all to
see to ensure transparency at all stages of the
process.
• The Log will capture CRs from their initial
identification through to post-implementation
delivery.
• The Log will be used to track progress of all ‘inflight’ CRs and will be reviewed and updated by the
PMO and Change Owners on a weekly basis.
• A regular meeting will be convened between PMO
and Change Owners to review open items and
agree very next steps, any risks or issues, blockers
and dependencies.
• Escalations will be taken to the Change Board for
action.
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Change Board
Terms of Reference

Change Board - Terms of Reference
MHHS Change Board

Purpose

The purpose of the Change Board is to:
1. Review any Change Requests that may impact critical programme success factors such as time, scope, quality and cost, or change a baselined artefact
2. Analyse all Impact Assessments submitted in response to a Change Request and make a recommendation, along with the relevant advisory group, to the SRO
3. Facilitate the expedited approval of changes deemed urgent and necessary to handle outside the standard Change Control process
4. Manage the escalation of any changes that exceed the thresholds set out in the MHHS Governance Framework.

Responsibilities
& Duties

•
•
•
•
•

Membership &
Attendance

Review proposed change requests and provide a recommendation to SRO as decision maker (in consultation with the relevant Advisory Group)
Review and analyse completed impact assessments as submitted by impacted parties.
Assess the overall impact of the Change Request and impact assessment on existing programme timelines, costs, quality and scope.
Assess the overall impact of the Change Request and impact assessment on industry costs.
Engage with Change Owner, MHHS PMO, Advisory Groups and PSG to ensure transparency and visibility throughout the end-to-end Change Control process.

MHHS Programme Director

Senior Responsible Owner (SRO) (Chair)

Other relevant SMEs (as required)

LDP Programme Manager

SRO Client Delivery Manager

Independent Programme Assurer (IPA)

PMO Lead (Facilitator)

Change Owner (by exception)

PMO Change Control Manager (Secretariate / Facilitator)

Design Lead

1.
2.
Standing Agenda 3.
4.
Items
5.
6.

Meetings,
Quorum &
Support
Arrangements

•
•
•
•
•

Overview of Change Requests for review
Review of individual Change Requests (as presented by the Change Owner)
Analysis of Impact Assessments
Items for escalation or expediting
Review of Change pipeline
Confirmation of decisions made in the meeting

•

Reporting

•

Inputs: Completed Change Request forms, Impact
Assessments, Change Request Log
Outputs: Decisions Log updates, Actions Log updates.
Meeting summary Change Log updates.

Meetings will initially be an hour (to be kept under review) and held on a monthly basis
Meetings will be quorate if there is representation from the SRO, Programme Leadership, LDP Programme Leadership, Commercial, Design, MHHS PMO.
If a member is unable to unable to attend, they should inform the MHHS PMO at the earliest convenience and, where appropriate, agree a substitute.
Meeting facilitation and support will be provided by the MHHS PMO.
Extraordinary Change Boards will be convened when required to discuss escalations or expeditions in the process. These will be arranged and facilitated by the MHHS PMO.
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Change Control
documents and useful
links

Change Control documents and useful links

There are several key documents and artefacts used to support Change Control on the MHHS programme. A link to each of
these, as well as a description can be found below.
#

Document

Description

Classification

Location

1

Change Control Approach

The overarching Approach document for Change
Control

Public

This document

2

Change Request Form

The Change Request Form to be completed when
raising new Change Requests and submitted to the
MHHS PMO

Public

Here

3

Change Request Form –
guidance document

Guidance document aiding Change Raisers to
complete the Change Request Form

Public

Here

4

Change Request Log

Full log of all Change Requests for the MHHS
Programme

Public

To be uploaded on
Portal

5

Change Request Process
Map

Detailed process map articulating the full end-toend change control process

Public

Here
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Thank you
Please provide any feedback to PMO@mhhsprogramme.co.uk
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