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Executive Summary



Executive Summary

(1)

ﬁesign, development, and implementation (DD&I) activities on the BES project continued during the October reporting period,; \

however necessary.

little progress was observed against outstanding IV&V findings. DHS project leadership is considering a "pivot® regarding the
BES solution architecture, which could impact the project on multiple levels. Recognizing that, this report documents the status
of activities as planned and scheduled since details of the “pivot” have not been released to the IV&V team. As those details
become public, IV&V will assess the potential impacts to the project and will assist DHS and the BES project in moving forward

IV&V opened one new risk during this reporting period and escalated a concern regarding partially met requirements to a risk.
One V&YV risk in the System Design category was closed. Current findings and observations are summarized below and

\elaborated upon in the following pages. /

Aug Sep Oct Category

IV&V Observations

e yo ya T Project
(M) ( H [ HS
N \) o Management

IV&V maintains a high criticality rating for this category during the October reporting period.
No significant movement against several of the open PM-related findings (e.g., pertaining to
the project schedule, activities, and communications) was noted by IV&V. Additionally,
further delays related to the project’s implementation of the BES MDM release and UAT
were announced.

IV&V opened a new risk related to the ASI’s communication to DHS regarding project
activities and milestones (e.g., release changes/challenges, changes to JADs, and
UAT/testing activities).

IV&V is currently tracking two issues (both high), four risks (three medium, one low), and
one preliminary concern in the PM category.
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Executive Summary (cont.) 1)

Aug Sep Oct Category

. | Configuration
(M) (M | (M) |and
| Development

IV&V Observations

The ASI white-boarded the functional "big picture" of the BES solution in October. Next
steps are currently unknown, including communicating exactly how they plan to tie the
components of the "big picture" together. The project continues to track this as an action
item.

DHS has decided to release an RFP to convert the KOLEA portal from Liferay to Adobe.

IV&V maintains a medium criticality rating for the Configuration and Development category
and continues to track two medium issues in the category.

| o | oo | System
\\\V/J t\\ ‘ \\\\V/J D esign

IV&V’s concerns regarding the sequencing of JADs remain, recognizing that DHS has not
requested the ASI to alter its course. IV&V has attended a number of JADs where
discussions regarding tasks/workflow were put on hold until later in the design process. Due
to this, IV&V will continue to monitor and further discuss with DHS.

IV&V notes that JADs continue to progress and overall functional design is becoming
clearer. IV&V observed progress in diagraming the functional "big picture" in October and
now awaits next steps to further refine and document the “big picture”.

IV&V has closed a risk about managing cross-JAD action items as two months have passed
without any significant setbacks observed.

IV&V maintains the System Design category as a medium criticality rating and is currently
tracking one medium criticality risk.
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Executive Summary (cont.)

(1)

Aug Sep

N/A

Oct

Category

Deployment

IV&V Observations

Despite the ASI assigning Release Managers and distributing a Release Plan in October,
IV&V remains concerned regarding release management practices. The project announced
that the BES MDM Release is being re-planned to allow for finalization and approval of
release-related documentation, the inclusion of more 90/10 functionality, and to allow for
more time to test the functionality and data load. A new release date has not yet been
announced.

IV&V notes a successful M&O deployment in October, followed by a productive
retrospective session that produced lessons learned for upcoming releases.

IV&V maintains a medium criticality rating due to the impacts observed to the planned MDM
release, and continues to track one high issue.

N/A

N/A

Requirements
Analysis &
Management

IV&V did not observe significant change or progress regarding the project’s efforts to
manage and track partially met requirements. Similar concerns (i.e., testability of partially
met requirements) were echoed by Innovative Management (IM) while onsite in October.
During this period, IV&V escalated this concern to a risk and will continue to follow up with
the project and the ASI on how these requirements will be tracked to full satisfaction.

IV&V rates this category as a low criticality rating and is currently tracking one medium risk.
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IV&V Findings and
Recommendations



IV&V Findings and Recommendations 7))

As of the October 2019 reporting period, PCG is tracking 11 open findings (6 risks and 5 issues), 1 open concern, and has
retired 27 findings. Of the 11 open risks and issues, 6 are related to Project Management, 2 are related to Configuration and
Development, and 1 each in System Design, Deployment, and Requirements Analysis & Management. IV&V opened 1 new
risk, escalated 1 concern to a risk, and closed 1 risk during the October reporting period. The following figures provide a
breakdown of our open risks and issues by priority and category.

Open Risks and Issues

System Design

Requirements Analysis &

Management
) Open - Med
Project M .
roject Management m Open - Low Open Risks and Issues by Category
H Open - High

Deployment
= Configuration and
Development

Configuration and Development A = Deployment

Project Management

I'JJ

Requirements Analysis &
Management

= System Design
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IV&V Findings and Recommendations

(1)

[ The following figure provides a breakdown of all IV&V findings (risks, issues, concerns) by status (open, retired).

All Findings by Status

Finding - Risk

M Retired

Finding - Issue
B Open

Concern
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IV&V Findings and Recommendations 7 )
New Findings Opened During the Reporting Period

Risk — Insufficient ASI communication with DHS regarding key (urgent/time sensitive) project Project
information could lead to project delays and disrupt DHS operations. Management

42

Risk (escalated from concern) - Due to a lack of clarity regarding “Partially Met” requirements in  Requirements
41 design artifacts, full traceability of requirements may be hampered, and all requirements may not Analysis &
be fully met. Management
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IV&V Findings and Recommendations 7))

Findings Closed During the Reporting Period

Risk - As a result of the cross-JAD Action Items process not being fully defined and
36 documented, there is potential for Action Items being overlooked, which could impact design System Design

quality, and result in rework
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IV&V Findings and Recommendations 7 )

Preliminary Concerns Investigated During the Reporting
Period

Due to inconsistent communication about potential project changes between project executives Proiect
37 and the Change Control Board (CCB), the CCB’s ability to conduct a complete impact analysis J
R Management
of proposed changes is limited.
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IV&V Findings and Recommendations H

@ Project Management

. Criticality

2 Issue - Late Delivery of project deliverables may result in schedule delays. IVV observed the following in
October related to this issue:
* The ASI white boarded the 'Big Picture' and agreed to document the process — planned to be completed by the
end of October 2019 (action item #894). This will support the development of the BI-10, BI-11, and BI-14
deliverables.

» On 10/22/19 the DHS PMO and ASI agreed to place the weekly schedule review meeting on hold pending project
decisions. These decisions may impact ASI deliverables which could impact the schedule. The ASI continues to
update and publish the schedule each week.

+ The ASI and DHS PMO agreed to move forward developing a release management plan and schedule until the y
pending project decisions are made and communicated to the team - IVV agrees this is a good use of the project
team’s time as it will increase visibility into release activities and timing.

* The ASI has not restarted work on the TDDs and has not yet delivered the MDM-specific content for the BI-12
architecture deliverable. The ASI reported DHS was “okay” with the Bl-12 framework reviewed with them on
10/30/2019.

+ The KOLEA MDM Release is being re-planned; a new implementation date is unknown at this time. The re-
planning is in part a result of unapproved documentation such as BI-10, BI-11, BI-14, BI-20, and BI-21.

+ The BES UAT start date was further delayed (four weeks in total) and is now planned to begin on 5/29/20.
Based on these observations, 1IV&V maintains this is a high criticality issue the project as of the October reporting
period.

Recommendations Progress

+ Continue to manage and track the schedule to ensure deliverables are provided as planned.
* Review the critical path in the weekly schedule review meeting.
« Continue to meet weekly with DHS to convey schedule changes and obstacles, document the corrective actions that will be
taken to address schedule delays and obstacle resolution. In Process
» Determine if the stopped work on TDDs will impact the schedule, and update accordingly
» Determine if rework to FDDs will impact the schedule, and update accordingly
* Analyze the project schedule activities to identify opportunities to make up time resulting from the current delayed activities
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IV&V Findings and Recommendations H

@ Project Management

# | Key Findings Criticality
Rating

5 Risk — The Project Partnership Understanding (PPU) for the BES Project has not been approved by
CMS, which may impact the project schedule and funding. IVV has no material update for the October @
reporting period.

IVV maintains this is a low criticality risk to the project as of the October reporting period.

Recommendations Progress

» Continue dialogue with CMS regarding the project’s approach to the PPU, IAPDU, and confirm that the

MEELC requirements as related to this project. 1 Fiieeess
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IV&V Findings and Recommendations )
@ Project Management

Key Findings Cgtallzz;]lléty

26 Risk — Due to the lack of detail in the baseline schedule, unanticipated schedule delays may occur.
IVV did not observe substantive change in task decompaosition in the schedule (through v191025 ) during the
October reporting period. IVV notes that initial details for Iteration 4 components were added to the project
schedule during October. It remains unknown how many iterations are planned or expected. Work efforts &
across teams for all subsequent iterations are not represented in the current project schedule.

IVV maintains the level of detail in the schedule is inadequate to sufficiently plan the activities and resource
commitment over the next 90 days, and as such, continues to rate this as a medium criticality risk as of the
October reporting period.

Recommendations Progress

* V&V understands the need to strike a balance when detailing out the project schedule. It is recommended that
all tasks and activities should be decomposed by the individual project leads, and that subsequent details are
properly added to the schedule for all current tasks, as well as those commencing within the next 90 days,
weekly, on a rolling wave basis.

In Process
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IV&V Findings and Recommendations )
@ Project Management

indi Criticality

27 Risk - The baseline schedule lacks proper resource loading which could result in unanticipated
schedule delays. IVV did not observe any substantive change in the schedule (through v191025 ) in the
October reporting period. Most named resources remain substantially over allocated over the next 90 days
as depicted on the Project Plan's Task Resource Sheet. IVV notes that there are also unnamed resources
listed for tasks within the next 90 days that require resources to be named.

IVV maintains this as a medium criticality risk for the October reporting period.

Recommendations Progress

It is recommended that the ASI perform, at a minimum:

* Add all project resources to the project schedule.

» Assign all project resources in the schedule to as to all current and planned tasks and activities.
* Level load for the next 90 days to ensure the accuracy and attainability of the schedule.

In process
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IV&V Findings and Recommendations )

@ Project Management

Key Findings Clr_\ig;iléty

29 Issue - Uncertainty and/or a lack of communication around long term architecture decisions could
lead to unexpected impacts to the project budget, schedule, system design, and planning decisions.
DHS leadership has indicated that plans for a project “pivot” is in the works and that details will be provided y
soon. As IVV is made aware of the details of the "pivot", further analysis will be performed to understand the

scope and impact of this change.
IVV maintains this is a high criticality issue to the project as of the October reporting period.

Recommendations Progress

» Efforts should be made to increase communication to create an awareness of potential architecture changes so

that they can prepare for the possibility of a change OJE

* The project should vet possible architectural change impacts to platform, M&O, MQD, and BES systems before Open
finalizing architectural decisions P
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(1)

V&V Findings and Recommendations
@ Project Management

. Criticality

42 New Risk - Insufficient ASI communication with DHS regarding key (urgent/time sensitive) project
information could lead to project delays and disrupt DHS operations. IVV has observed that ASI
communication to DHS regarding key project information is at times insufficient and/or delayed. Recent examples
include:

+ DHS reported that changes to the JAD calendar are being made by the ASI without notifying stakeholders.

+ PMO and BES Project Team did not receive sufficient clarity or notification about challenges impacting the
previously planned October MDM Release. The topic was discussed ad hoc during the 8/28/2019 ASI Weekly
Status Meeting (see: Meeting Minutes from DDI Status Report 8/28/2019 and project Action ltem #797).

* During the 10/30/19 Release lessons learned (retrospective) session, DHS UAT participants detailed multiple :
instances of ASI communication challenges, including: (M)

+ Little to no communication during the design phase of the release.
+ Insufficient communication to DHS left participants unprepared to begin UAT testing.

It is important to note that while M&O is not in IV&V's scope, many of the ASI's release resources and processes
are shared between M&O and DDI, making the challenges experienced during M&O activities relevant to DDI.

Additional examples are provided in the IV&V Findings Log for this reporting period.

These instances of insufficient communication caused confusion amongst the project, and in some cases
resulted in project risks, issues, and/or action items being opened. Insufficient and untimely communications can
confuse and strain project resources, and can further complicate project activities, challenge the project’s ability
to meet milestones, and impact the quality of both planning and execution.

Recommendations Progress

* Request ASI enhance processes and planning for project communications and include key project communications

to DHS in the project schedule. New
» ASI establish a single communications channel to manage all ASIto DHS communications and ensure regular New
communication to DHS.
* Update project communications plan with enhanced communication processes. New
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IV&V Findings and Recommendations ()
) Configuration and Development

- Criticality

12 Issue —Changes in direction regarding the preferred platform for portal development may impact
project schedule and cost. As reported in the 10/30/2019 ASI Weekly Status Meeting, MQD will go out to 7
bid for the Adobe portal development. IVV will continue to monitor in November to confirm the project’s (o
decision and impact to the project. \

IVV maintains this is a medium criticality issue to the project as of the October reporting period.

Recommendations Progress

» Complete the Change Request (CR) process to obtain a Rough Order of Magnitude (ROM) estimate and/or

) . X Closed
impact analysis as appropriate.
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IV&V Findings and Recommendations ()
) Configuration and Development

. Criticality

16 Issue - Lack of clear understanding of DDI approach may reduce effectiveness of JARs and JADs.
ASI has drafted a high-level functional/process flow diagram of many of the solution processes and has
stated their intention to transcribe this diagram into a Visio (or similar) document. This is a positive step in -
pulling together the “big picture” functional view of the solution. However, the ASI has yet to deliver on Action (ol
Item #894 in which DHS requested specific details of how they will utilize tools like the process flow diagram g
(as well as other tools/technigues) to tie the various design components together for a cohesive solution
design.

IVV maintains this is a medium criticality issue for the project as of the October reporting period.

Recommendations Progress

PCG recommends one or more of the following to mitigate this risk:

» Sl provide an additional DDI approach overview session for stakeholders and allow for Q&A

+ Sl provide DDI approach documentation/materials for stakeholders to review and/or refresh their knowledge on
demand; the materials could be made available via the project SharePoint

In Process

+ PCG recommends each new JAD series begin with a brief overview of the DDI approach, including a
description of the tools being utilized (use cases, function design documents, technical design documents, Open
etc.), the goals of the session, as well as guidance on how to best provide feedback on what's being shown.
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IV&V Findings and Recommendations ()
W System Design

- Criticality

36 Closed Risk — As a result of the cross-JAD Action Items process not being fully defined and
documented, there is potential for Action Items being overlooked, which could impact design
quality, and result in rework. IVV is unaware of additional items being identified as missed or misplaced
between JADs during October. As this marks two consecutive months of improvement in this process area,
IVV is closing this finding. However, IV&V will continue to monitor whether the defined cross-JAD action
item process is effective.

Closed

Recommendations Progress

* |IVV recommends that the management process of moving JAD items from one JAD group to another be fully

defined, documented, socialized, and monitored for effectiveness by the ASI and DHS. STt
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IV&V Findings and Recommendations ()
W System Design

- Criticality

38 Risk — Due to the sequencing of JADs addressing Workflow at the end instead of during current JAD
sessions, the project could be faced with significant design rework, which may result in schedule
delays, and impact the quality of solution design. ASI BAs have stated on multiple occasions that
discussions during JADs are delayed because of dependencies on other workflows and/or tasks that have ‘
not been defined. The process of how design rework will occur once workflow/tasks functionality has been
defined has not been identified. IVV notes that DHS has not requested the ASI change the sequencing of
JADs, however will continue to monitor this finding to determine how workflow will be addressed in JADs,
and what, if any, rework will be needed.

IVV maintains this is a medium criticality risk to the project as of the October reporting period.

Recommendations Progress

* IVV recommends that the ASI and DHS work together to determine how best to integrate workflow/task

functionality into all JAD sessions so this functionality can be successfully integrated into system design. Open
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IV&V Findings and Recommendations ()
w Deployment

Key Findings ngfiiléty

40 Issue - Due to inadequate Release Management practices the project may experience delayed or
failed releases and/or poor release quality. IV&V made the following observations in October related to
the ASI’s release management practice:

» |VV acknowledges that while an Oracle issue played a role in the initial delay of the MDM Release, the
ASI remains challenged by delivery of incomplete and incorrect design, test, and RTM deliverables (BI-
10, BI-11, BI-14, BI-20, and BI-21) associated with this release.

* To address Release Management concerns, the ASI appointed a Release Manager in late August. y
Release management staff responsibilities were subsequently changed two additional times (in
September and October), in attempts to provide on-site release management per DHS’ request (an
updated organization chart is pending).

* |t was jointly determined by DHS and the ASI on 10/23 to re-plan the November MDM release to allow for
the inclusion of additional 90/10 functionality and more testing time. While this was a decision made by
BES, the confusion around the scope, content, and quality of release documents played a role in the
decision. A new date for the release has not been set.

Due to these observations, IVV has promoted this finding to high issue as of the October reporting period.

Recommendations Progress

» Assign a Release Manager to manage all details of planned releases. Complete

» Develop a Release Plan document for each release, that provides details of the planned release and all
associated configuration items, clear assignments for all staff involved in all tasks, a schedule for completion of
all tasks and activities, planned release status communications, and back out procedures should they be
necessary.

In process
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IV&V Findings and Recommendations ()
® Requirements Analysis & Management

Key Findings ngfiiléty

41 New Risk (escalated from concern) - Due to a lack of clarity regarding “Partially Met” requirements in
design artifacts, full traceability of requirements may be hampered, and all requirements may not be
fully met. Requirements are listed in Design artifacts as 'Partially Met’. With hundreds of planned design
artifacts, it is unclear how complete traceability for each requirement will be accomplished within the design
artifacts and ALM.

Although the ASI has developed a method of splitting requirements in ALM, the process does not address
the management and traceability of ‘one-to-many’ relationships (i.e., when a requirement is satisfied by &
multiple features or functions).

IVV remains concerned for how all elements of a 'partially met' requirement will be described in deliverable
documentation, and both wholly and completely traced within ALM. IV&YV is not aware of any additional
changes made or planned during October, therefore IVV has escalated this finding to a risk. IVV notes that
during their on-site visit week of 10/21, Innovative Management (IM) shared a similar concern regarding how
partially met requirements will be tested and validated.

Recommendations Progress

+ Determine a requirements management and design artifact that provides full accountability of where every
component of a requirement that is listed as 'Partially Met' is satisfied, ensuring that each requirement is Fully New
Met and can be validated as such.
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V&V Status



V&V Engagement Status

IV&V Engagement Area

Aug

Sep

Oct Comments

IV&V Budget

IV&V Schedule

IV&V Deliverables

PCG submitted the final September IV&V Monthly Status
Report.

Centers for Medicare
and Medicaid Services
(CMS) IV&V Progress
Reports

The first quarterly CMS Eligibility and Enroliment (E&E) IV&V
Progress Report is on hold until IV&V and DHS determine the
appropriate time to submit the report.

CMS Milestone Reviews

The first CMS Milestone Review date has not yet been
determined.

IV&V Staffing

IV&V Scope

Engagement Rating Legend

The engagement area is

within acceptable
parameters.

The engagement area poses a

The engagemept areais significant risk to the IV&V
somewhat outside acceptable : . .

project quality and requires
parameters.

immediate attention.
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V&V Activities

* V&V activities in October reporting period:

Completed — September Monthly Status Report

Submitted — Comments on BI-10 FSD Iteration 1, Bl-11 Data Integration and Interface Control
Document Iteration 1, BI-14 Technical Design Document Iteration 1 October Release, Bl-16
Data Conversion Plan, BI-21 Updated and Completed Functional and Technical Requirements
Traceability Matrix

Ongoing analysis of Medicaid Eligibility and Enroliment Toolkit (MEET) requirements applicable
to BES project

Ongoing — Review Deliverables for BES project

Ongoing — Attend ASI project meetings, including JADs and Workgroups (see Additional Inputs
pages for details)

« Planned IV&V activities for November reporting period:

Ongoing — Observe BES JAD and Workgroup sessions

Ongoing — Observe Weekly Project Status meetings

Ongoing — Observe bi-weekly BES Project Risk and Issue meetings
Ongoing — Monthly IV&V findings meetings with Unisys

Ongoing — Participate in weekly DHS and IV&V Touch Base meetings

Ongoing — Review BES artifacts and deliverables
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Deliverables Reviewed

Deliverable Name PEvErElE Version
Date
BI-02 Project Status Report Deliverable Weekly N/A
190927
191004
BI-05 Project Schedule Deliverable —Baseline 191011 N/A
191018
191025
BI-10 Functional and System Design Document Iteration 1 Resubmittal
09/27/2019 V1.1
BI-10 Functional and System Design Document Iteration 1 Resubmittal 09/27/2019 V1.3
DM0O1a Client Search Use Case '
BI-10 Functional and System Design Document Iteration 1 Resubmittal
DMO01a Client Search FDD Ll [
BI-10 Functional and System Design Document Iteration 1 Resubmittal
DMO1b Create or Update Client Use Case 05/27/2013 V13
BI-10 Functional and System Design Document Iteration 1 Resubmittal
DMO01b Create or Update Client FDD Lo c et |2
BI-10 Functional and System Design Document Iteration 1 Resubmittal
DMO3 Cleanse Client Address Use Case 09/27/2019 V13
BI-10 Functional and System Design Document Iteration 1 Resubmittal
DMO3 Cleanse Client Address FDD Ll [
BI-10 Functional and System Design Document Iteration 1 Resubmittal 09/27/2019 V1.3
DMO06 Manage Master Person Index Use Case )
BI-10 Functional and System Design Document Iteration 1 Resubmittal 09/27/2019 V1.3
DMO06 Manage Master Person Index FDD ’
BI-11 Data Integration and Interface Control Document Iteration 1
IF02 HAWI — MDM Batch Use Case 10/18/2013 V1.6
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Deliverables Reviewed

: Deliverable .
Deliverable Name Version
Date
Bl-11 Data Integration and Interface Control Document Iteration 1
10/18/201 V1.

IFO3_KOLEA — MDM Real-Time Use Case YR 6
BI-14 Technical Design Document Iteration 1 Resubmittal 10/18/2019 V1.2
Bl-16 Data Conversion Plan 09/27/2019 V1.3
Bl-21 Updated and Completed Functional and Technical Requirements Traceability Matrix 09/18/2019 V1.0
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Additional Inputs — Artifacts

Deliverable

Deliverable Name Version
Date

Decision Log 10/2/2019 N/A
10/9/2019

10/16/2019
10/23/2019
10/30/2019

Functional Design Action Item Process 10/2/2019 N/A
10/16/2019
10/30/2019

BES Risk and Issue Log (Excel) 10/2/2019
10/9/2019
10/16/2019
10/23/2019
10/30/2019

JAD Calendar 10/2/2019 N/A
10/23/2019
10/30/2019

BES RFP and Unisys BAFO

HI Systems Modernization Independent Verification & Validation Monthly Report: October 2019



Additional Inputs H

Meetings and/or Sessions Attended/Observed:

* Project Status Meetings x5 (10/02/2019, 10/09/2019, 10/16/2019, 10/23/2019, 10/30/2019)

+ BESSD PMO, IV&V Weekly Meeting x5 (10/02/2019, 10/09/2019, 10/16/2019, 10/23/2019,
10/30/2019)

* Internal PCG Team Meetings x7 (10/01/2019, 10/07/2019, 10/15/2019, 10/21/2019, 10/22/2019,
10/24/2019, 10/28/2019)

* Change Control Board Meeting (10/02/2019(

* Project Schedule Review Meetings x4 (10/01/2019, 10/08/2019, 10/15/2019, 10/22/2019)
» Business Roundtable Meetings x3 (10/03/2019, 10/24/2019, 10/31/2019)

* Monthly Stakeholder IV&V Report Review Meeting (10/08/2019)

* FNS /Innovative Management Intro Meetings x2 (10/21/2019, 10/21/2019)

* BI-10 Iteration 1 DCF Comment Review Sessions x4 (10/08/2019, 10/15/2019, 10/17/2019,
10/23/2019

* BI-11 Iteration 1 DCF Comment Review Session (10/15/2019)
* BI-14 Iteration 1 DCF Comment Review Session (10/16/2019)
*+ CORE JAD x2 (10/17/2019, 10/22/2019)

- Self Service Portal JAD x6 (10/01/2019, 10/02/2019, 10/03/2019, 10/08/2019, 10/09/2019,
10/29/2019)

« MDM, Referrals, and Consent Management Workgroup Meetings x3 (10/08/2019, 10/15/2019,
10/22/2019)

« MDM Scope and Test Status Meeting (10/23/2019)
+ KOLEA M&O Release Lessons Learned Session (10/30/2019)
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Appendices



A
Appendix A — IV&YV Criticality Ratings

Rating

A high rating is assigned if there is a possibility of substantial impact to product quality, scope, cost, or
schedule. A major disruption is likely, and the consequences would be unacceptable. A different
approach is required. Mitigation strategies should be evaluated and acted upon immediately.

o A medium rating is assigned if there is a possibility of moderate impact to product quality, scope, cost,
‘i\'\") or schedule. Some disruption is likely, and a different approach may be required. Mitigation strategies
’ should be evaluated and implemented as soon as feasible.

@ A low rating is assigned if there is a possibility of slight impact to product quality, scope, cost, or
schedule. Minimal disruption is likely, and some oversight is most likely needed to ensure that the risk
remains low. Mitigation strategies should be considered for implementation when possible.
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Appendix B — Findings Log

» The complete Findings Log for the BES Project is provided in a separate file.
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Appendix C — Acronyms and Glossary

Acronym
APD
ASI
BES
CCWIS
CM
CMMI
CMS
CR
DDI
DED
DHS
DLV
E&E
EA
ECM
ESI
ETS
FIPS
HIPAA
IDM
IEEE
IES
ITIL

Definition

Advance Planning Document

Application System Integrator

Benefits Eligibility Solution

Comprehensive Child Welfare Information System
Configuration Management

Capability Maturity Model Integration

Center for Medicare and Medicaid Services

Change Request

Design, Development and Implementation

Deliverable Expectation Document

Hawaii Department of Human Services

Deliverable

Eligibility and Enrollment

Enterprise Architecture

Enterprise Content Management (FileNet and DataCap)
Enterprise System Integrator (Platform Vendor)

State of Hawaii Office of Enterprise Technology Services
Federal Information Processing Standard

Health Information Portability and Accountability Act of 1996
Identity and Access Management (from KOLEA to State Hub)
Institute of Electrical and Electronics Engineers
Integrated Eligibility Solution

Information Technology Infrastructure Library
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Appendix C — Acronyms and Glossary N

Acronym Definition

IV&V Independent Verification and Validation

KOLEA Kauhale On-Line Eligibility Assistance

M&O Maintenance & Operations

MEELC Medicaid Eligibility and Enrollment Life Cycle
MEET Medicaid Eligibility and Enrollment Toolkit
MOouU Memorandum of Understanding

MQD Hawaii Department of Human Services MedQuest Division
NIST National Institute of Standards and Technology
OE Operating Environment

oIT Department of Human Services Office of Information Technology
PIP Performance/Process Improvement Plan
PMBOK® Project Management Body of Knowledge

PMI Project Management Institute

PMO Project/Program Management Office

PMP Project Management Plan

QA Quality Assurance

QM Quality Management

RFP Request for Proposal

ROM Rough Order of Magnitude

RMP Requirements Management Plan

RTM Requirements Traceability Matrix

SEI Software Engineering Institute

SLA Service-Level Agreement

SME Subject Matter Expert
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Appendix C — Acronyms and Glossary N

Acronym Definition

SOA Service Oriented Architecture

SOW Statement of Work, Scope of Work

VVP Software Verification and Validation Plan
XLC Expedited Life Cycle
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Appendix D — Background Information N

Systems Modernization Project
The DHS Enterprise Program Roadmap includes contracting with three separate vendors with the following high-level scope:

* ESI or Platform Vendor — responsible for the shared technology and services required for multiple Application vendors to
implement and support functionality that leverages the DHS Enterprise Platform.

» ASI or ASI Vendor — responsible for the DDI of the Benefits Eligibility Solution (BES Project) enhancing the currently
implemented Medicaid E&E Solution (KOLEA) and providing support for the combined Solutions.

* CCWIS Vendor — responsible for the DDI of the CCWIS Solution to meet the needs of child welfare services and adult
protective services (CCWIS Project) and providing support for the Solution.
Systems Modernization IV&V Project

IV&V performs objective assessments of the design, development/configuration and implementation (DDI) of DHS’ System
Modernization Projects. DHS has identified three high-risk areas where V&V services are required:

+ Transition of M&O from DHS’ incumbent vendor to the ESI and ASI vendors
+ BES DDI
+ CCWIS DDI

On the BES DDI Project, IV&V is responsible for:

« Evaluating efforts performed by the Project (processes, methods, activities) for consistency with federal requirements
and industry best practices and standards

* Reviewing or validating the work effort performed and deliverables produced by the ASI vendor as well as that of
DHS to ensure alignment with project requirements

« Anticipating project risks, monitoring project issues and risks, and recommending potential risk mitigation strategies
and issue resolutions throughout the project’s life cycle

« Developing and providing independent project oversight reports to DHS, ASI vendors, State of Hawaii Office of
Enterprise Technology Services (ETS) and DHS’ Federal partners
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What is Independent Verification and Validation (IV&V)?

« Oversight by an independent third party that assesses the project against industry standards to provide an unbiased view to
stakeholders

+ The goal of IV&V is to help the State get the solution they want based on requirements and have it built according to best
practices

* IV&V helps improve design visibility and traceability and identifies (potential) problems early
* V&V objectively identifies risks and communicates to project leadership for risk management

PCG’s Eclipse IV&V® Technical Assessment Methodology

* Consists of a 4-part process made up of the following areas:

1. Discovery — Discovery consists of reviewing documentation, work products and deliverables, interviewing project team
members, and determining applicable standards, best practices and tools.

Research and Analysis — Research and analysis is conducted in order to form an objective opinion.

Clarification — Clarification from project team members is sought to ensure agreement and concurrence of facts
between the State, the Vendor, and PCG.

4. Delivery of Findings — Findings, observations, and risk assessments are documented in this monthly report and the
accompanying Findings and Recommendations log. These documents are then shared with project leadership on both
the State and Vendor side for them to consider and take appropriate action on.

IV&V Assessment Categories for the BES Project
« Project Management + Security and Privacy

 Requirements Analysis & Management  * Testing

+ System Design *+ OCM and Knowledge Transfer
+ Configuration and Development * Pilot Test Deployment
* Integration and Interface Management + Deployment

HI Systems Modernization Independent Verification & Validation Monthly Report: October 2019
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Insufficient ASI communication with DHS
could lead to project delays and disrupt
DHS operations

Due to alack of clarity regarding

Partially Met” requirements in design
antifacts, full traceability of requirements
may be hampered, and all requirements
may not be fully met

Due to inadequate release management
practices the project may experience
delayed releases, poor release quality, or
failed releases

Due to the sequencing of JADS
addressing Workflow at the end instead
of during current JAD sessions, the.
project could be faced with significant
design rework, which may result in
schedule delays, and impact the quality
of solution design

Due to inconsistent communication
about potential project changes
between project executives and the CCB,
the CCB's ability to conduct a complete
impact analysis of proposed changes is
limite

As a result of the cross-JAD Action Items
process not being fully defined and
documented, there is potential for
Action Items being overlooked, which
could impact design quality, and result in
rework

Due to the high volume of design rework
anticipated by the ASI, the planned use
of Controlled Correspondence to
manage updates to design artifacts may
complicate the review and approval
process of FDD/TODs and could result in
schedule delays.

mfors

Darren

Darren

mfors

Darren

Darren

Darren

inding Type

Finding - Risk

Finding - Risk

Finding - Issue

Finding - Risk

Concern

Finding - Risk

Concern

Identified Date

10/28/2019

9/23/2019

9/23/2019

8/29/2019

8/31/2019

8/31/2019

8/31/2019

Project Management

Requirements
Analysis &
Management

Deployment

System Design

w proj

information is at ti ent examples include: -

DHS reported that changes to the JAD e belnsmade by the ASI

without notifying stakeholders. - PMO and BES Project Team did not receive.
the pr
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Recommendation Event Horizon  Impact

Probabili
w

Analyst Finding,
Priority __ Status

8/28/2019 AS| Weekly Status Meeting (see: Meeting Minutes from DDI Status

to project

delays and may not
q

d include key

to

Report 8/28/2019 and project Action Item #797). - During the 10/30/19 Release
I DHS UAT

instances of ASI communication challenges, including: - Little to no
communication during the design phase of the release. - Insufficient
communication to DHS left participants unprepared to begin UAT testing. Itis
important to note that while MO is not n IVV's scope, many of the ASI's release
resources and hared oD

levant to DDI f insufficient
communication caused confusion amongst the project, and in some cases.
resulted in project risks, issues, and/or action items being opened. Insufficient

d can

plicate project activites,
st quality.

s ability to meet

Recuirements areisted inDesign atfacs s Partially Met' With hundreds of

itis unclear each
requirement will be accomplished within the design artifacts and ALM.  Although
th the process
does not address the management and traceability of ‘one-to-many’ relationships
(ie., when a requirement is saisfied by multiple features or functions).

the needs of the

project. was not a SPOC

manage m first release Ior EE abserved hat there was a ac o fmely
A Release, ant

release were inconsistent, meffemve, and inaccurate. IVV is unaware ifa

‘Release Plan’ documented the release,

o
Failure to improve.

roject DHS in the project
i example, notifications in

are already at or beyond capacity and can
further complicate project activties, challenge
d

preparation asl
establish a single communications officer to
manage all ASI to DHS communications and

Asap a 4 Med  Open

impact the quality of both planning and
execution.

1f requirements are not completely traced
throughout the SDLC, it is may result in missing
functionality and reduced scope.

Insufficient release management processes can
lead to implementation schedule delays and
poor release quality if not managed properly.

i an

DHS. *
Update project commuricationsplan with
enhanced communication processes.

Determine a requirements management and
design artifact that provides full accountability
of where each and every component of a
requirement that islsted as ‘Partially Met'is
satisfied, ensuring that each requirement is
Fully Met and can be validated as such.

Q42019 4 4 Med  Open

Assign a Release Manager to manage all details
of planned releases. Develop a Release Plan

also lead to configuration challenges when
contents of a release are not well documented.

g timing d activit updates,
configuration item updates, and roles and responsibilites of all resources
involved from the AS! and DH.

ASl-ied JAD sessions are currently divided up into functional areas (Portal, Admin

Appeals, Core, Financial, etc.) and have been Marct
20 begin. Currently,

esigndiscussons nwone o workfowtaok, the discusion s aled bcouse the

AS! has yet to define how the workflow/task wil be implemented. The ASI has

stated that once the workflow/task functionality is defined, they will go back and

update the existing designs to include this functionaliy.

While the CCB s i track
it R the CCBand ts

Low quality and/or failed releases coul
gatively and

release, that provides
details o the planned release and all associated
configuration items, clear assignments for all
staff involved in alltasks, a schedule for
completion of all lanned

ocT 2019 a a High  Open

Additionally, poor release planning and
communication may result in the disruption of
business operations.

Stopping (or putting on hold) design and
process flow discussions during JAD's can result
in an incomplete understanding of future
processes. Uninformed design decisions could
lead to significant rework, confusion among
SME's and the ASI project team, unproductive
analysis discussions, and a poor design. Further,
if DHS is asked to sign off on designs that lack
clear workflow/task functionality, they could
be signing off on a poor or incomplete design.

release status communications, and back out
procedures should they be necessary.

- AS! work quickly to define how the
workflow/task functionality will work, train BA

session leads - Introduce SME's to nsap 4 4 Med  Open
workflow/task functionality and integrate into

system designs.

Rs are made

At times this leads to ccBand its

ensure that all project

hange Management
process b re-evaluated to ensure complete

System Design

System Design

p
associated processes for al planned CEEIDESO ° @ @
understood. IV instance of work ot T et o ¥
prior

approved.
IVV understands that cross.JAD items are discussed in the bi-weekly ASI Ifthe Cross-JAD. process s not fully P

d that this process is ¥ asingle  defined, documented, sociaized, and uniformly IVV recommends that the management
individual. However IVV is unaware of a written process for ensuring executed, JAD items may 'fal through the  process of moving JAD items from one JAD.

September 2019 3 2 low  Retired

‘management coordination of both a send’ and a ‘receive' of cracks'and This group to another be fully defined,
from one JAD to another. Variance in execution of th ldleadto could p in ted,
missing functionalty design, as wellas unanticipated rework by the ASI and DH.
The ASI has determined that that the Controlled Correspondence process will be IVV recommends that the usage of the
us I of changes to_previously appr Controlled Correspondence process for this be.
The AS! has p gy being If syne, the ASI, DHS, and
employed for BES may result in missed IVV 1o ensure that the design documentation  September 2019 0 o NA  Retired
software. Due to the high itis unclear i the Controlled d and d mad
< h avallable on a timely basis for all project

changes, as well as the anticipated volume of changes.

participants.

Date R

10/31/2019

9/16/2019

Status Update

10/31/2019 - IWV remains concerned for how all elements of a ‘partially met'
requirement will be described in deliverable documentation, and both wholly.
and completely traced within ALM. IVV is not aware of any additional changes.
made or planned during October, therefore IVV has escalated this finding to a
fisk. IVV notes that during their on-site vist week of 10/21, Innovative

partially met
requirements will be tested and validated. 9/30/2019 - IVV received additional
information from the ASI on 9/30 regarding how partially met requirements are
being tracked. IVV is current py
to provide fulltraceability of partially met requirements, and will follow up with
the AS! and DHS in October.

m/allzms IW made the fllowi !ohxerval\ons\nOnoherrelaled o the ASrs
rele

D\ayed arole i the initial de\av of the MDM Release, the ASI remains challenged
by delivery.
811,114,120, and B-21) ascociated with s, 7o daves Reeme
in late August.
two

) in attempts to
release i
pending).

request (an

the ASl on the

functionality and more testing time. While thi
confusion around g a
fole in the decision. A new date for the release has not been set. Due to these
bservati g

was a decision made by BES, the

reporting period.

10/28/19-AS on IADs
are delayed because
not been defined. The process of how design rework will oceur once
‘workflow/tasks functionality has been defined has not been identified. IVV notes
that DHS has not requested the ASI change the sequencing of JADS, however will
determine addressed in
JADs, and what, if any, rework will be needed. IVV maintains this is a medium
eritcaliy risk to the project as of the October reporting period. 9/30/19 - The AS!
has indicated that they are Boing to work with DHS to determine if changes to
is he IVV has not been any
proposed changes to the process. IVV will continue to monitor.

10/31/2019 - IVV notes that there were two Utilty Virtual Machine Change

in early October f No other
ca c w
any process re-eval 09/30/2019. 1V
is unaware of any process re-evaluations initiated in this regard. No CCB impact
IV continues

to monitor this concern.

10/31/2019 - IWV is unaware of additional items being identified as missed or
misplaced ben As this marks months
of h IV s closing this finding. H [

will continue to monitor whether the defined cross-JAD action item process s
effective. 09/30/2019. IVV is unaware of additional items being identified as
missed or misplaced between JADs during September. As such, IVV in encouraged
by the execution of this process and has lowered this risk to low, and will
continue to monitor.

9/16/2019 - The AS! s state that they plan to use the Functional Design
Process and Plan d

V&V is closi Y bt il
monitor this process throughout its ife.

Client Comments.

Vendor Comments

11/18/19 $B: The AS! would ke to clarfy the global
nature of ths new item raised by IV&V. Thi
communication was al related to the October Kolea

release which included DDI content, and not to the
entirety of all project communication as an unfailiar
reader may assume. This was the first release with
DDI content which included submittal of DDI related
deliverables which were new to the Kolea team.
There were a number of circumstances that arose out
of this being the first time a number of the processes
were exccuted and the AS! attempted to
accommodate extended review cycles given this was a
new process for the team. With that accommodation,
deliverable review and approval was often not
waterfall sequential - which led to some confusion.
The AS! believes it
communication was late to DHS when there are at

inaccurate to describe that

least three standing mectings each week where status
is provided.

11/18/19 58: The ASI appreciates IV clarifying that
IM had noted this concern while onsite rather than
FNS. The ASI does not see any comments related to
the FNS visit and their assessment of the project
progress to date - much of which was positive.

10/10/19 5B: The AS! believes the current process
tracks requirements appropriately and will work with
DHS and the IV and V to address their remaining
concerns

11/18/19: The ASI disputes the term rotated as it
relates to the Release Manager for the October
release. There was no rotation. The AS assigned an
additional resource to the January release.

10/10/19 5B: The ASI had named a release manager
for the October release, who s actively engaged. The
AS! also named a release manager for the January and
future releases that would have worked remotely.
DHS requested that the release manager be onsite.
The AS! has ass\zned a release manager who will be.
le onsite, as wellas allocating.
additional resources to the KOLEA activities. These.
assignments have been shared with DHS project
leadership and PMO and are In place. A general team
announcement of these assignments
when the AS| completes workshare arrangements.
with the AS! team. The October release being the first
DDI related release has experienced some start up
issues in the content and review of project
deliverables. Those start up issues have been
‘addressed with high priority and the ASI will continue
to work actively with DHS to address all concerns.

10/10/19 $B: The ASI meets with DHS multiple times.
aweek and there has been no request to alter the
sequence of upcoming sessions.

09/12/19 $8: The ASI will work with DHS in assessing.
whether to change the current schedule for these
functional areas.

10/10/19 5B: The AS! is having active communication
on potential CR's with DH,S which is appropriate.
When a CRis ready for the CCB process to engage, the.
process has engaged. More specifics would be helpful
to address IV and Vs concern.

09/12/19 5B: The AS|is working closely with DHS on
the CR's that are in flight. When decisions are
finalized, the AS! will ensure the status will be
provided to project partners and stakeholders.

10/10/19 5B: The ASI meets with DHS multiple times.
2 weekin standing meetings and this ssue has not
been brought forward in September.

09/12/19 5B: This process s n place and i reviewed
at the standing daily checkpoint meeting, as part of
the JAD improvements work sessions, the weekly
design sessions and at the roundtables. The AS| wil
document this process.

9/12/19 58: IV&V's understanding i incorrect as to.
the process for document changes. There i a process
for document revisions that is included by reference
as part of the Functional Design process manual. This
Functional Design Process Manual was included by
reference to the recently approved BI-6 System DDI
Plan. The AS! has also previously reviewed the
‘document revision process with the IV&\ at their
request. The document revision process was designed
to be speedier than the Controlled Correspondence
process precisely for the reasons cited in the
observation. The AS! can review the process with the
IV&V again upon request.
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Due to inconsistent execution of the
Decision Management process, the
project may not be tracking al relevant
information, which could lead to a lack
of awareness and an inefficient use of
time and resources

As result of the draft baseline project
schedule having a large number of late
tasks, the project does not have an
accurate baseline of tasks or milestones
that can be managed to, which could
lead to schedule delays and resource
overallocation.

As a result of the ASI's risk management
execution not aligning with the
published Risk Management Plan, the
project may realize unanticipated
impacts to schedule and budget.

Uncertainty and/ora lack of

unication around long term
architecture decisions could lead to
unexpected impacts to project budget,
schedule, system design, and planning
decisions.

Lack of planning and risk mitigation in
response to outstanding key change
request decisions could result in
unplanned consequences to scope,
schedule, cost,or quaity

The baseline schedule lacks proper
resource loading which could result in
unanticipated schedule delays

Darren

Darren

mfors

mfors

Darren

Darren

inding Type

Finding - Risk

Finding - Risk

Concern

Finding - Issue

Concern

Finding - isk

Identified Date

6/28/2019

5/31/2019

5/31/2019

5/28/2019

5/28/2019

5/28/2019

Project Management

Project Management

Project Management

IVV has observed that there is inconsistent execution of the Decision log process.
Most entries are missing entry one or more of the following important fields;
Impact of D Iternatives Considered,

1f Decision logs are inconsistently used,

o
and/or Links to Supplemental Documents. - The 'lmpact of Decision’ field is
completed as ‘Other' for many Decision entries, obscuring access to important
historical data.

The baselined schedule (1190524 draft baseline’) accepted by DHS on May 25,
2019 has 182 tasks that are already late.

The Issue Log "Action Plan" field does not seem to be utiized for the action man,
rather, it contai . Further, the Risk be
several fields that were identified in the Risk Management Plan, namew Sevsnlv
Impact Category, Source, Probabvlvlv Risk Triggering Event, Monitoring Plan,

 Co Itis unclearif risk.
have been developed/documented for curent project risks

and
common understanding of decisions may be
difficult to attain,

Late tasks typically lead to overall project
delays. One of the primary benefits of

baselining a schedule s to ‘true-up’ progress
and ensure that any and alllate tasks are re-

FINAL - BES Project IV Findings Log October 2019

Recommendation

- Determine which fields in the Decision Log
should be mandatory vs optional. - Force
entry going forward for all needed fields, and
audit the data entered into the log to ensure
consistent use. - Also consider backilling
missing data in the log at the earliest possible
juncture, before the data to be entered is
forgotten.

‘The AS! should update and re-schedule a late.

scheduled be
it

hed. Iti
‘management best practice to baseline a
schedule with multiple tasks being recorded as.
late from the outset.

Failure to effectively rtant risk

Itis recommended that the ASI review their
Risk Management Plan and ensure that their
risk management log and thelr risk
management process exccution aligns with the
plan. This includes the following: - The plan
states, “the contingency plan is developed in
the Contingency Plan field and notes
surrounding the execution of the plan are

details and mitigation plans can lead to

Ataminimum,
monthly, the owner should record that the risk

increase the likelihood

(schedule and budget) being realized.

, "Risk.
tracking is essential to effective action plan
implementation. This means devising the risk
metrics and triggering events needed to make
sure that the planned risk actions are working.
~The plan states, “Risk tracking s essential to
effective action plan implementation. This
means devising the risk metrics and triggering
events needed to make sure that the planned
risk actions are working”.

- DHS request AS! perform due diligence in any
recommendation for foundational architecture.

should be inclusive of all
ible. As

socialized to the project. For example, the AS| and

to
platform, M and O, MQD, and BES systems.

have
two Siebel

stances (one for KOLEA, one for BES), but this s not currently
the pro i

a
the future, planning.

xai
single instance of Siebel
st

Efforts should be made to increase

Project Management

Project Management

hould

ifthe detais of the the plan for integ; now. If such sigr that they can
ve have been ighly Further,  the project s prep or

there may whet y to see i it K and example, if their s a possibilty that the

i d cloud. integrati the i

IVV has observed multiple CRs that have been open for three months or more
with little updates and contingency planning communicated to the project. Two.
R 2018-003a for use of to Liferay was
submitted on nzuz/zma and it has had a status of being 'under evaluation’
ned on

. Both of these CRs
change to project scope and are likely to impact current and future project
planning, cost, schedule, and resources. As final decisions on these CRs remain
outstanding, no formal risk
mitigation strategies to the project unti a decision is made.

future.

When key project change decisions are delayed
or put on hold, the project may lack clear
status and di

could focus on platform agnostic design and
avoid extensive efforts i refining a platform
specific design.

Ininstances where CR delays are unavoidable,
1d d taction plans and

to proceed until a final decision is made. This
lack of direction can result in delayed or
unplanned affects to project scope, schedule,
cost, or quality

Thepm’en'sa Ly understand ‘whic' st

risk mitigation strategies in advance of final CR
decisions and ensure that those plans are
clearly communicated to the project in a timely

Jud d most
f bscured. ASi perform, ata
P e I P AT | W MRS I
i and ST ) TR R e S s e e

sched
cwmuounon ranges from 16 hrs/day to 136 Ns/day The AS has stted that
they will only. d staff,
eI e mfmdennvv Mxmr Lead Integration Lead,
Siebel Dev. 8l
overallocated. OrverzHocinon ranges from Zl—ashrs/dav e reover 65000
hours of work assigned to 'Unisys'. - There are over 19,000 hours of work
assigned to ‘DHS'. - There are over 7,000 hours of work assigned to ‘DHS.

hical’.

" unobtainable

This condition in

that one or more

occurring there may not be enaugh resaurces  accuracy and atainably of the schedule. - If
to accomplish the planned
with exist, consider
fully decomposed level; i it
fully

planned out and/or assigned.

Event Horizon

Q32019

Q32019

Q32019

July 2019

Probabili
v

Impact

3 2 Low
3 2 Low
o o NA
i s High
o o NA
s 3 Med

Analyst
priority

Finding
status

Retired

Retired

Retired

Open

Retired

Open

Date R

7/31/2019

7/31/2019

6/30/2019

6/28/2019

Status Update Client Comments.

07/31/2019 - IV i closing this risk, as it has been addressed by the ASl. The
Sharepoint Decision Log has been updated to require data entry in required fields
d has gone back to il in missing data on exsting Decisions entries.

07/31/2019- tasks n the
version , and the AS h

i h
1V is closing However, IV P
the schedul deliverables and milest

within the schedule. Particular attention wil be paid to items not yet fully
flushed out, including but not limited to Data Conversion and the 90/10
accelerated items. 19-

the latest published version of the schedule (190614). The number of late tasks.
has grown from 182 to 200 in the last two versions of the schedule. IVV will plan
to re-review to determine if this condition persists when updated schedules are.
published and made available for review,

6/30/19 - The ASI has updated fields in their isk/issue log to better reflect what
has been stated in thelr risk management plan. IV wil close this finding.
6/26/19 - The ASI recognizes they need to make efforts to properly update
felds/data elements in their risk and issue management tools and have indicated
their intent to resolve thisrisk. IVV will continue to monitor corrective measures
and progress

10/15/19 ST T B s 7

works and f the detals
of m “plvet" further analysis wil be. per'wmed o undelstand the scope and
impact of this change. isa

ofthe Octaber reporting priod. 9/30/13-VV s aware that arcitecture
result in sgnificant
change, however, IVV has it been privy to details o changes that are being.

IV learned that
Technical Design Document (mn) deveopmet effort Were puton hokd s the
the BI-12

¥ project. For example, the ASI

and project will
move forward with implementing two Siebel instances (one for KOLEA, one for
BES), but this is not currently reflected in the project change log or the project
decision log. It remains unclear if the details of the rationale for this decision or
the plan for integrating the two instances post go-live have been thoroughly.
vetted and/or documented. Further, there may be some uncertainty around

her when/if all K be
moved to the cloud. 8/21/19 - AS! has put the projects Architecture Plan (B1-12)

LifeRay vs. Adobe portal platform). 7/31/19 - During a 7/30/19 ASI/DHS schedule
review meeting, the PMO was surprised o find that some environments they had
expected to be in the cloud were scheduled to be created un-pvermses n
response,
creating cloud environments, and DHS relmbuvsmg mem Wi switng
additional ntly. |
approach. ~6/26/19 - While DH has indicated ehtscte changes are. curvemly
clear IVV. Until such

detail

1V is closing this finding based on progress in June on both CRs. DHS and the AS!

have agreed to submit and process a replacement CR for using Adobe for the
KOLEA portal,and IVV has been made aware that executive-level discussions are
taking place surrounding other architectural components. IV will continue to
monitor this project area

10/31/2019 - 1VV did ot observe any substantive change in the schedule
(through v191025 ) in the October reporting period. Most named resources
over i the

Project Plan's

named. P
period. 09/30/2019 - IVV did not observe substantive change in resource
allocation in ). Most named

located over on the Project
Plan's Task Resource Sheet IV notes that the previously identifed concern

s thisi a concen. did not observe.
thisrisk. Most named

on the Project

Plan's Task Resource Sheet. IVV notes that the previously identified positions

Xt 90 days

have had their task allocations dramaticall reduced. IVV is unclear on why or

allocated over

** Note - IV “draft’ from the

finding ttle as the schedule is no longer in draft status, but the risk remains

relevant. IV&V maintains tms isa medium isk to the project as of the August
07/31/20:

1 has started to
address thi
Task igif is the fact
that it I
overallocated over LW
i os/zs/zms

the schedule (190614) IV willrereview t cetermine f this condton Demslx
h published. IV the AS| are:
g to identify.

3

Vendor Comments

06/11/19 S Brown: The submission of BI 5 Project
Schedule is apoint in time schedule. The ASIis
actively reviewing and updating the schedule, with a
weekly update provided to the client.

06/11/19'5 Brown: The ASI requests specifics related
tothis finding

10/10/19 5B: The As! s working on the KOLEA specific
content of BI-12 and this has been relayed to DHS.

06/11/19'S Brown: The ASI requests clarity on what
long term architectural decisions are being referred
to.

06/11/19 5 Brown: CR's are addressed on the standing
CCR monthly meeting. At this time, all open CR's are
with the client for next steps. The ASI has identified
potential impacts to the project in our status
reporting.

10/10/19 58: The ASI did meet with IV and V after the
Monthly review callfor the September report and did
walk through numerous updates. The ASI requests.

the IV and V'to update this finding based on the latest

06/11/19 S Brown: The AS! will continue to update
and level resource allocations.



%

25

2

23

Due to the lack of detailin the baseline
schedule, unanticipated schedule delays
may oceur

Lack of written communication may
cause confusion within the project team

Insufficient utilization of modern
productivity tools (e.g. SharePoint)

Lack of overall productivity since project
inception.

Darren

Jolene

mfors

mfors

inding Type

Finding - Risk

Finding - Issue

Finding - Risk

Finding - isk

Identified Date

5/28/2019

5/13/2019

4/30/2019

4/30/2019

The tasks and activities listed in the h

toa level to why Iy be

measured. IV that some project | Trello,
or ther tool o tracktask and activty detailswithin ther respective areas of
responsibility.

1fall tasks and activities are not thoroughly
decomposed in a common manner using MS
Project,it s highly likely that sub-plans
recorded elsewhere will at times not be in sync
with and/or congruent with overallproject
plans. This type of approach often times
results in unplanned activity andor project
delays, and hinders the project’s ability to
sufficiently plan for the appropriate resources.
tobe involved in each task.

key decisions

The Project Leadership.
i the

‘may lead to confusion within the project team

pro i validate DHS and

ty,shift

Project Management sn« c examples ncude the DHS D un\sys !crlheJAMAD fremn
cap fro
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Recommendation Event Horizon

IV continues to recommend that al tasks and
activities are thoroughly decomposed by th
individual project leads, and that subsequent
details are properly added to the schedule for
all current tasks, as well as those commencing
within the next 90 days, weekly on a rolling
wave basis.

1uly 2019

Provide written documentation using the
commHed Correspondence Process or the
ject Decision Log for al acti r events
Ihat may impact the specific work assigned to
staf, the schedule or the budget to (1) cearly

goals and objectives. It may also cause

and/nr acceptance of the JAD CAP; DHS requesl PTG et

lhe ProjectSchedule.

The ASI prefers to use traditional tools (e.g., Excel) as opposed to modern, more

project team regarding
the key activities and their chronological order
as agreed to by the Projects Sponsor and
Stakeholders.

Usage of modern productivity tools are
typically proven effective in organizing and
providing visibilty to information that can
increase stakeholder awareness and
productivity as well as encourage project
engagement. For example, while some project
information would be better stored in a
Sharepoint list the project often chooses to
utilze traditional Excel spreadsheets that lack

8. )
and empower stronger collaboration on and sharing of project information.

some of frustration that the

, thou
finalized, there is a perzewed lack of AS! progress over the past 7 months (me

o . tis unclear if the ASI h

as SharePoint lsts. SharePoint Lists are often

the steps AsAP
necessary to overcome the situation (3) share.

with the project team o that downstream

impacts are identified (4) dentify areas where

the staff should be realigned to work on

unplanned activites, if necessary.

Itis recommended that the ASI acquire
modern productivity tool (e.g. SharePoint)
expertise to ensure effective use of more.
advanced tool productivity capabiltes.

Additionally, the AS! should collaborate with May 2019

utilized as up to date rep

information that can easily be accessed,
updated, filtered, and sorted (without the need
to open a document). Often, stakeholders will
avoid looking for information f they need to
search through SharePoint document libraries
and then search through multiple documents
to compile information that s buried in one or
more Word/€xcel document.

The perceived lack of ASI productivity by the
client can hinder client engagement and
negatively impact team buy-in and morale.

could be more effectively stored in SharePoint
Lists for better shared use, easy access, and
dissemination of information,

‘The AS! should produce, communicate, then

impacts to project quality, schedule, budget,
and resources and compromise the project’s
return on investment. While the AS| maintains
the project end date remains unchanged, it is
ot clear how this can be verified given the
JAD:s b hold, and

for addressing the project's
productivity concerns as they relate to lack of
quality, poor customer service, resourcing
issues, process issues (including JAD), schedule
issues, and deliverable/documentation
shortcomings. Additionally, the AS! should

milestones will be P e put on hold.

submitted as draft and are still not approved.
This lack of productivity can result in
budget

are appropriatel
assigned and effectively involved in the project,
in an effort to improve qualty and restore
confidence in the AS!'s ability to effectively.

cuts that could negatively impact the quality of
project deliverables as well s limit contract
flexibility.

Impact

Probabili
v

Analyst
priority

Med

Low

High

Finding
status

Open

Retired

Retired

Retired

Date R

6/28/2019

6/28/2019

6/28/2019

Status Update
10/31/2019 - IVV did not observe substantive change in task decompositon in
) during the p IV notes

that nitial

are planned or

expected. Work efforts across teams for al subsequent iterations are not

represented in the current project schedule. IV maintains the level of detail in
to resource

commitment over the next 90 days, and a suc, continues to rate ths

e ety sk o the Oetober eporting period.  05/30/2019. W did

3 was added to the

version 190920).

expected. Work effo iterati t
represented in

P inthe
to be updated, added, decomposed
through the 8/23/19 version of the schedule. The Data Conversion schedule has
been added to the Project Workplan, and up-to-date status on it is expected in

managed in a workplan that is separate from the Baseline Project Workplan, and
that milestones from the October Release workplan are provided in the Baseline.
Project Workplan. ** Note - IVV removed the word draft from the finding title
2 the schedul s o onge n da status, but therisk femans relevant. I
maintains thi
07/31/2019 - WV ( fic to JADs and

the next 90 days have been updated, added, and/or further decomposed since
the It w jges the positive
changes made to the schedule details and will continue to monitor this item over
the 90-day period from 7/19/19 through 10/18/19 to verify that the level of detail
in the schedule continues to improve. Additionally, IVV notes that alldat
conversion tasks have been removed and will be replaced by other tasks and

observed in the June
and th to update the
v in progress or pi in
. Overall, IV finding.
H » : e i
d isi both of which
p: 32)
a concern. i i meetings.
N it from a concern
Unisys agre

they would prefer to use the. Projem Decision Log vs. Controlled

Correspondence, both ar . IVV notes the ASI provided the IVV with

the Functional Cycle ot Impmvemen( Plan 02092019 V3 (7).ppt that
provides art the.

Senions, WV sto ote thet K s the St v Ingged some of the past

events n the Decision Log. IV will monitor this over the next couple of months.

5/25/19 IV maitans that the S| shouldcontin 0 focs o mrovig the

roductivity. Point, however,
is c\osmg thisriskin the June 2019 report as the risk to the project is currently
low, and has been accep! project. 5/22/19 - The ASI

modern
productivity tools (e.g., SharePoint), however, DHS clarified that thisis not their
preferred method. IVV maintains this is @ low risk as of the May 2019 reporting
period.

6/23/19 d track
0z the
JADs, and Wis
level, IVV is

3 852,26,

27,31 + JADs - Finding 16 « Project Management Processes — Findings 30, 32.

5/31/19 - While both the PMP and Project Schedule were approved in May, IVV.
I

d i -

h as JAD
Jetion in J
slated for completion in December 2019 (when comparing 11/24/2018 schedule

project team's overall lack of experience has led to several unproductive
meetings/work sessions and delayed project activities. - It is unclear f AS!

Leads - Unisys
has stated that an action plan document is underway to address productivity and
L (SN AL T s
action plan, th z

address
e e e e e e sware thatthe Al ks
eir QA
h, and tasks that
Additionall

oA AT T o S A
wv f the May 2019

d will

the project
perception of lack of

5/6/19 MF -

Client Comments.

Vendor Comments

10/10/19 5B: The ASI did meet with IV and V after the
Monthly review callfor the September report and did
walk through numerous updates. The ASI requests.
the IV and V to update this finding based on the latest
review.

09/12/19 5B: The ASI and DHS have a weekly meeting
to review the schedule in great detail. The ASI

DHS are evaluating options to simplify the schedule
and work item tracking process.

06/11/19'5 Brown: The ASI agreed to add additional
detall once the schedule is baselined, as discussed
with the client.

06/11/19'S Brown: The ASI disagrees with the rating.
of this tem. As evidence that written communication
has been provided, the ASI provided status updates to
the client of week on week progress against items
identified in the Performance Improvement plan,
scheduled and held of weekly Design Leadershi
meetings and published agenda's and minutes. The
S and dlient are also holding daily stand up meetings
to ensure the workgroups and JADs are progressing as
‘expected and taking any corrective action needed.

06/11/19 5 Brown: The ASI requests additional detail
regarding the classfication and measurement of this
a5 risk to the project.

06/11/19'S Brown: There are a number of concerns
nested in this item and the ASI requests they be
either separated or documented in a more organized
manner. To address the items specificall: 1. the ASI
requests the specific detail regarding a JAD session
moving from June to December as being due to
slippage vs a mutual decision to reprioritize the
sequence of the sessions. Given that there s no
specific JAD named, the ASI contends that it islikely
the latter, and if so,is a sign of collaboration between
the ASI and client. 2. as to the concern that the
project team's overall lack of experience, the AS!
requests specific detail s this is a very high level and
broad brush assessment. The ASI requests a
measurable and quantifiable metric of this tem - 10%
of meetings, 30% of meetings or just a couple. 3. the
AS! requests clarification and quantification on lack of
experience, given that numerous team members have
multi project and multi year experience specifically in
Integrated Eligibility and complex Systems Integration
projects. 4. mgmdmg whether AS! leadership shares
the DHS p lack of experience, the AS|
o ssesed 2 e for sl . BAS
apporting olea, Atraming schedule has ben
developed and over 50% of the training sessions have
been completed in this reporting period, leveraging
the recorded transition sessions and other project
artifacts. The ASI requests clarfication on whether
there is a perception re BA experience In other
segments of the team, and would ask for clarity on
how change in perception is quantified and measured
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Lack of a dedicated ASI Quality
Assurance Team is resulting in extended
deliverable reviews

The ASI (Unisys) PMO Lead and Data
Conversion Lead roles are held by a
single staff member, which may cause
the Project to suffer due to staff over-
allocation and competing priorities.

The Change Request decision process s
inordinately slow, which may delay the
project schedule

The lack of an approved, baselined

project schedule obscures the abilty of

stakeholders to accurately measure.

project progress and/or impacts to the
hedule.

Failure to identify project issues (.e.,
follow-up/research activities) may result
n the development of the application
that does not meet the Project goals,
objectives and requirements.

Recommendation Event Horizon  Impact. Probablll  Analyst  Finding 50, g, Status Update Client Comments
W prorin St
07/31/2019 - Deliverable quality showed improvement on BI-24 and BI-19 during.
e and l. With QA Team now i lace and delverable ualtyimproving,
IVV is closing this concern. 06/28/2019 - There was an insufficient volume of new
e AS does not properypeform QA the RS delvrsbes in June by which o re-asess s tem. IW wil contine to
5 et e conssenly s etk O Foorauy o arcaretan kgt 5 111 g el mlement oot carem e e o 5 et i e s 5
, etc..) and/or unr process The ASI developed and delivered QA Process Improvement training to its staff.
Darren Concern 4/15/2019 Project Management unnecessary rounds of deliverable reviews. The ASI's a unplanned ASI quality (examples; for grammar, incomplete Q32019 o 0 NA Retired 7/31/2019 Deliverable quality seemed to improve with the delivery of BI-24 in May.
. e v dtonsl unmInneS AS! soences, duplictiveconten,mising it
hat Wis oM and . Continued unplaned eiew | Coneny 1IN conten rorto complted and deuere by the ASI. Other delvrabls reiewed in My were e-
being tizd, t imply ot meeting the needs ofthe rojct cycles e o lack of A1 el o resut in i
schedule delays ey e up solely
oopposed to a dedicated quality assurance team.  4/30/3019: Before the end of
the month of Apr,the new PMO Lead was o named s A Tea Lead. VY
wil iy
One ASI it o
DataConversion e, Due t the attntion equied  eah o the roles, these
Daren  Concern 2/28/2019 members. Thisfinding 51 =1 211 NOISUETS 1Y ST UP . anithe ata onverson Lead posion are @22 lw Rewed /a0 e e e e e e o T
edasa ond disconery S
byvey, to the success of the project e«m
aras-w s dosg s corcr and apeng new e o 126
s o e oMy,
VeV has abserved tht the Chnge Management pocess,secfical the Change il okt 1 0 bs bt e Aok nd e oot
s b nd certiny Change Mianagement 8 proces tht e VY FECOMMEnds it th roec determines by the A, and wil orclose .
project. The same v been gfor  Chanee Mandgement 5 prces 1l 1901 eceprable draions forcach sep of he 5/26/19: o change. The proces i sow for th resons sated by OHS below
Darren Concern 2/28/2019 several months, denial. These include Liferay to Adobe; Change Management process, in order to 22019 3 3 Med Retired  5/31/2019 IV&V will continue to monitor this concern and CRs as they come in. ~ 3/6/2019:
One Sebe stanc;Review Updated PR Manusl;and OM Migation. i et 178 EGUESS G TEBEUNEY et ey ar flly valused and € OHS MO noted ha the i o date have been iy rg,and thee have
finding is entered as a concern with further observation and discovery to be " adjudicated on a predictable and timely basis. bout the ROM
condcted by W ien Thedeion prcesin hesestuatons et o b elberte
and
make s orother
o5/t have been
resolved, and l of |
S/ZA/]Q As such, IVV is closing this finding, however will continue to review and
for adherence IVV has opened
e three new findi lated ppr
T VB recommends tht the complted 26,27, and 31, W is closing this sue 35 f the May 2019
" Schedule be utilized as both a guide and a reporting period. 04/30/2019: The ASI produced two draft revisions of the
forty of e arch The s deoys el et team ; g noiod ot
parency The ASI has b tasksand needed provided DCF comments to DHS and the ASI, and also provided DHS with a st of
February, & o prry ecomme el e, g,
Darren  Finding - Issue 2/28/2019 with a goal ised, baselined end of February. - o i . Immediately 5 4 High  Retied  5/31/2019 b aintaing
:nwever, Gary Hirat not de”"’ed oo CIEICRE g the provide this is a High risk to the project as of the April 2019 reporting period. ~ 3/26/2019:
et st e 1o o ey 5. ot of o vt ar in IVaV has o mteral update on thissue for the Marchrepor. A draf copyof
e, " knowing the overall impact to the project. flight, their status, key resources involved, and the schedule was presented and delivered on 3/27/19. IV&V would like to review
ed downstream dependencies, and should be. d
e o s e reported out to DHS weekly. 3/11/2019: This has been re-prioritized as an Issue. The lack of an approved,
impacts due
to CRs and other project events. The project schedule was promised to be
everd at thebeginingofFebruar, then moved t he end o Febuar, and
nowinthe woring
o complte the project schedule
e AS v actely
intaiin the project s o, acton e nthe JAD nd Workgroup meeting
that have re-state, roject Statu sues and ation tems. The acton s and
eciions e maitained withinShrepoin o that l project team mermbers
have accessand thy arerviewec)updated i the apropriate meetings or
project |
noted. 5/31/2019: IVV notes continued improvement in the tracking of action
¥ Currenty the 10
e e colenar i i updat to efectcuren dtes sine the DHS PMO provded
include a process to communicate decisions to v for some of the. On 5/15/2015, W
IVV i concerned tht ther ae ew ssues rased by the project team. IVV e e oted 10 Uniys that some of the dcions i the deciion o were i a'n
Isue Mansgement y sroved and re progress status howeve, the Deision process for the JAD sssons and Projct
u processwas oy recet andUniss Leadersipteam s n agreement o o roces!
on hold until the PIPis completed. However, requirement research to mdude The absence of any recorded issues could lead  with the decisions. One option s o review the Subsequently, Umsys has placed these decisions in a ‘closed status. IWV is.
. Houewer 103 sttonwhere e o ot dcon g s o
me intent of the is
Jolene  Finding - Issue 202772019 Project Management F1e)°c! meetings, DHS has asked the As) team to research KOLER, and BES"” requirements in some or multiple areas. The  willaid n the validation step of the decision Reauirement

offered to assst the ASI o multple occasions. \ssuex are a proven method to

Setween OHS and he project team. A hs phase e« the project, it is typical for
there to be

with This
concen requires further observation and discovery by IVV.

R 5 Med  retred  e2a/2019 M@ vahdwcn of the deisons made by the project tea e supported by
sooner isues are dentified and resolved by and ic Phase Concludes the projects leadership team and stakeholders, when appropriate. WV is
e rofectteam p parteof s deciton. The escalating this to an issue until validation from both DHS PMO and Unisys is

impactto the projet DHS and S eadership team should encaurage received and the process is updated to reflect the validation step. IVV will
the projec team to dentfy and document coninueto moniorscons s, deckions, ssuessnd 5. 4/30/2015; WY
fssues so that they are resolved timely with the notes
appropriate staff. Reinforce the concept that ceptured items to include d
The 5sue Management process fspositve and status. IVV notes decisions are now logged in the Project Decision Log however,
healthy for the overall Success of the project Some are noted with a status of In Progress;. IVV will further research and discuss
with the project team to determine where the actions are documented to finalize
the decisions to avoid confusion with the project team. IVV will keep this
concern open untilthe JAD sessions are reestablished and conducted for a
minimum of one month to ensure consistency and execution to the defined
process.  03/31/201; DHS, Unisys and IVV met to review the process to manage
e Requirement IAD
Sessions on 3/25/2019. Action items will be maintained in each of Requirement

Vendor Comments

06/11/19 5 Brown: The AS! has provide an additional
QA training session to the team. Peer review is
required prior to submission for QA. The AS! has
added an additional QA resource to the PMO. The ASI
requests quantifiable measurement of this item rather
than a description of seems to improve. Deliverable
review from the client is occurring in the expected
timeframe.

3/13/19 8ill Thornton, Unisys: ~ ASI agrees with

this recommendation and has added an additional full
time, dedicated  resource for the PMO L

position.

06/11/19 5 Brown: The AS! requests a defined
timeline of successful delivery of this tem that is
required for IV and V to close/retire.
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Recommendation

Event Horizon

Impact

Analyst
priority

Finding
status

Date R

Status Update

Client Comments.

Vendor Comments

‘The Project may experience the situation
where several deliverables may be
presented to DHS for review and
approval within a short period of time,
which may cause schedule delays.

Jolene  Finding - Risk

Lack of clear understanding of S1 DDI
16 approach may reduce effectiveness of
JARs and JADS

mfors  Finding - Issue

The Decision Log lacks data elements
needed for tracking and reporting on key.
Project Decisions, which may hamper
discovery of decisions.

Darren  Finding - Risk

The Decision Log process is undefined,
14 which may hamper communication and
discovery of Project Decisions.

Darren  Finding -Risk

1/16/2019

12/17/2018

11/27/2018

11/27/2018

in the DED review and

Options to mitigate the risk include: *

An y hig

that should be reviewed first based on the

approval process and st spprosed DED's may result in the ASI to submitting
within a short time

Configuration and

frame. i ik, DS, 51 3nd VY met o
gain a b i
pblishe an upated schecile u of theend of fanuan) thereor s
for review.
Several DHS stakehold: that the S1 Design, Development, and
is unclear. bserve 1

frame may be more than available State staff
are able to process in desired review cycle
times. This willin turn cause new delays in
approvals of the submitted deliverables;
increasing the risk for negative project
schedule impact.

activity and have participated in some SI activities, they
all fits together and some activity obectives seem unclear. The S| conducted a

buy-in

to the S1 DI approach and project activity
ce R

DDI approach overview session during an nitial JAR

criteria of sched
debversbl negration; * eview of narim
drafts; * Addition of DHS resources to
review/approve deliverables; * Addition of
DHS review time for the larger deliverables;
and/or * Adopt an option of ‘conditional”
approval with specific crteria that must be met
toachieve final approval

PCG recommends one or more of the following
<o mitigate this risk: I provide an additional
DI approach overview session for
stakeholders and allow for Q&A » SI provide
DDI approach documentation/materials for
refresh their

and proi

1f material data about the decision is not
ject may miss
opportunities to benefit oot key

2y hamper reporting on decisions

If guidance is undefined/unclear on how the
Decision Log will be utilized, it i highly ikely.
that 2

knowledge on demand; the materials could be
made available via the project SharePoint » SI
submit DDI Plan deliverable and make it easily
available to all project stakeholders

DHS, the ASI, and IVEV meet to deter
elements needed to support the Decision
and associated processes. FaHawmg lhat
activity, IVRV recommends t

SharePoint Decisions log s uvdaled to re"ecl
all agreed-to needed elements and decisions.

, the ASI,and IV&Y

level wil ‘clutter
the atoo-broad level will

to be remain undiscovered;

Developmen
PEN Stakeholders were present. IVV did not locate any
be referenced by v
. by new team, o by
parties.
tracked and recorded, the Pro
Project Management S Tvoes b i . decisions. Additionally, inadequate data
capture
and ultimately obscure discovery of key
decisions by project team members
h by which be added to
is undefined and unclear. While it is
toa Decision L and
tothe log

versus which decisions should not be added to the log.

both of which wil cause team members to be.

be
used to identify the level and types of decisions
that will be entered in the log. This information
should then be recorded in the Project

unaware of
may cause rework in the project, which could
lead to project delays and diminish project
quality.

‘The impact of both

. C
other appropriate document/artfact

Unknown at this
time

1/31/19

First Key Decision

First Key Decision

4

4

Low

Med

Low

Med

Retired

Open

Retired

Retired

6/24/2019 X

5/31/2019

e/24/2019 7

d review

deliverables as quickly as possible. Specificlly,in June 2019, three major

deliverables were due to have comments returned to the ASI bv sm/zms B8
ey

t musaimsw
plan. Allthree were completed by the due date. Additionally, the ASI weekly.

y . IVV is closing this risk, however, will continue.
q

to

the AS!
with conditional approval of the Schedule on May 24, 2019, IVV i in process of
reviewing the revised schedule and wm provide an update next month to

risk as of the May.

Dubllshed on April 12, 2019 and has still not been approved. IVV plans to review
g any e

The 8

have been approved, IVV. uroppea the piority of ths i from Medium o Low In
il
D B lhe scnedu\e s presented and delivered on
befor

on this findi
updateint h in that
DHs. de'velﬂved and the Project Team adopted, a deliverable review and approval
process. Th Itis noted
many of the DED's are now approved, however the downstream impact will not
be known until the revised schedule s published. 01/31/2019 - The ASI has not.
published

10/28/19 - ASI has dratted a high-level functional/process flow diagram of many

processes and has. to
into a Visio (or similar) document. This s a positive step in pulling together the.
“big picture” functional view of the solution. However, the AS! has yet to deliver
‘on Action Item #8934 in which DHS requested specific details of how they will

utiize tools o to
tie the ae design. WV
maintains thi project as

reporting period.  9/30/19 - IVV reported last month that ASI ‘big picture’
documentation and presentation fell short of expectations. IVV remains unaware
of At efforts o proide frthernformation to iy forDHS th g pcure’ 3

described in to this finding. Rel
that design documents (81 10, 11, 14) are being modified after test and RTM
21) which could

1/7/19: Note. During the 01-02-18 [sic] status
meeting, DHS did not decline the offer and made

both B 20 and BI 2. The AS! has described their approach
interactions through action items and have tasked the lead BA's with managing

suggestions. To my Unisys offered to
present the arientation during each JAD session. It

06/11/19 S Brown: Daily and weekly stand up
meetings are held to actively and collaboratively.
manage the schedule.

10/10/19 58: DHS has agreed to the updated 81 10
template which will be reviewed as part of Iteration 3
artifacts. In addition, the AS! has produced a iteral
big picture and walked DHS and the PMO through it
The whiteboard big picture is being produced for
team consumption.

09/12/19 58: The 81 6 DDI Plan Deliverable has been
accepted by DHS. The AS! s currently addressing
comments on the terations of Bl 10 Functional Design
deliverable provided for review to DHS to more clearly
align with sections of the approved DED.

OE/11/19 5 Brown: The AS disgrees with this fncing

this as well w
ago (12/17/2018) and

struggle to understand both the ASI DDI approach and whether the approach
taken has been or will b effective. Due to this prolonged lack of clarity, IVV is

escalating this finding to an issue. 8/29/19 - The ASI presented their ‘big picture’
to ign documents

arious JAD's would

interactions between the different functional areas. However, the

did d
and clarification has been requested by DHS. IVV has opened a related risk (#36)
hat addr he lack

This
remains an open project action tem for the Unisys team. The impact of this risk s
still without

 this

have a sgnificant impact on system design. IVV maintains this is a medium risk as

05/31/2019 - 5/31/2019: et
the needs of the e 1V isclosing tisfinding. However, W maintains e
related they focus

more on the project’s section making process and execution. IVV is :\csmg this
risk as of the May 2019 reporting period. 04/28/2019 - The ASI and DHS have
tilized.

utilized in

the needs
of the revised Decision Management process. IV&V maintains this s a Low risk to.
the project n the April 2019 reporting period. 03/26/2019. V&V has no

is isk. ird draft of the plete,
ill not included,

however the

the PMP o

il nz/za/zms No
Change. Review of the second draft of the PMP is complete, however Decision
Log elements were not present in the second draft of the PMP. 01/29/19: No.
change. Review of the draft PMP is underway, however Decision Log elements
were not found in the initia review of the PMP. 12/31/18: No change. The
Decision
AS! or PMO. It is assumed that this may be documented in the Project
Management Plan, which has not yet been delivered to DHS. ~12/6/18: Rated
ision in play at this point in time.

the Decision by the ASI
and DHS, and documented within the Project’s Change Management Plan, this
finding is being closed by IVV. Please see related finding #32 specific to the
Decision Process execution. 05/31/2019 - While agreement on the decision log
process was reached in May, IVV observed that execution of the process is
inefficient, p g the project aclear

and communication process. Specific observations are provided below: There are
very few ‘project level'decisions recorded in the Decision Log; most Decision
entries are MDM o ps
‘There is inconsistent use of fields provided on the log. 15
of the total 18 Decision entries are missing one o more of the following
important filds; Decision Date, Decision Comments, Impact of Decision,
Altenatives Considered, and/or Links to Supplemental Documents. _The

and shared services.

pact of Decision’ field is completed as ‘Other" for most Decision entries,
data. On , the ASI

modified the Decision niesin late May log to allow for recording outstanding (not

will be

Drmnmed e mamore expedient manner. This finding s closely related
to new finding #25. IV maintains this is a medium risk as of the May 2019
reporting period.  04/28/2019 - The ASI and DHS have come to agreement for the
process to be used for Decision Management. Nested directories will be utilized
in the SharePoint Decision Log to differentiate the varying levels of decisions
attained for the project. IV will continue to monitor this risk in the May to

ful, repeatable, and

meets the Decision Management needs of the project. IV&V maintains this is 2
Low risk to the project in the April 2019 reporting period. 03/26/2019. IV&V has
no material update to thisrisk. Review of the third draft of the PMP is complete,
however the Decision Log parameters were still not included. IV&V s adding a
comment to the PMP document DCF to bring attention to this item, and
anticipates having additional information in the April report.  02/28/2019
Review of the second draft of the PMP is complete, however, the Decision Log

placed in project site. For new
participants in the JADs, a separate orientation before
the JAD should be held for those new participants.

d rating. The DDI plan has been
Dresemed to the client n its entirety and the ASI is
executing delivery as detailed in the plan. In addition,
there have been numerous presentations and
discussions on the methodology to the client. The ASI
is n the process of updating the deliverable based on
the DCF comments, with many of them from IV and
that have been very high level and needed
clarifcation on how the comments apply to the
specifics of this project. There are two remaining
sections along with general comments sill due to the
client this week. Walkthroughs will be scheduled as
needed.

06/11/19'5 Brown: The ASI disagrees with the rating
of this tem. We request quantifiable and measurable
criteria be provided that rates a maturation of a
process such as the use of the decision log as a high
impact isk. The ASI notes that the IV and V is not
‘documenting that decisions are not being made at the
project level, but the process of recording them s a
fisk. The ASI provided updated documentation on the.
agreed to decision log process as part of the PMP in
the reporting period.



inding Type

Identified Date
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Recommendation Event Horizon  Impact

Status Update

Client Comments.

Vendor Comments

13

Differing AS! and ES| expectations
regarding DDI environments may impact
project schedule and cost

Changes n direction regarding the
preferred platform for portal
development may impact project
schedule and cost. LifeRay vs. Adobe]

Changes in direction regarding the
preferred business intelligence

(B1)/reporting tool may impact project
schedule and cost. [Cognos vs. OBIEE]

The number of instances of Siebel to be.
implemented for BES Project is
undecided, which may impact the
project schedule and project costs,

mfors

mfors

mfors

mfors

Finding - lssue

Finding - Issue

Finding - Risk

Finding - Risk

11/28/2018

11282018

11282018

11282018

Configuration and
Development

Configuration and
Development

Configuration and
Development

Configuration and
Development

1fthe AS1 is constrained by having to develop
the BES solution in the existing KOLEA
development environments (regardless

The ASI

the quality of may be

the number fact, the.
AS1is not requesting more environments than specified in their BAFO. The Sl is
wit

Tt ] i I

gatively 5 not
be fully tested on a production-like platform
prior to roll-out or go-live. Nuances between

willreside in ipporting
s st o : e f ST DDI environments. « 51 and AS|work together R
o could P e to formulate an environment strategy that will
17) of Sebel than 15),the by the ESI or DHS. Contract e (e Project latform and development
e oAt . Needs and minimize impact tothe state
their p The
P d plat require from DHS, the ES), and
. The Project  the ASI. The contract datails, particularly
ES1and themost  around the responsibilty for the cost of
staty creating
level of complexity and potential cost and schedlule impacts. potentialincreased licensing fees may
ultimately result inincreased costs to DHS.
Both of these impacts may subsequently cause
delay to the BES project schedlule.
utilize Adobe as the I DHS executes achange requestto mplement L st
development, instead ofLfeRay (which s currently used for the existing KOLEA  Adobe as the BES portal soluton, there wil e - 7> '*02% MO8 detal rom e 51
o @ Forms i . M. pigh cost to move to an Adobe-based BES
out of scope for the BES portal but s in scope for BES POF production. This RS has tated tha f the portal plaform isnot 181 S50 M 031 SO0 RO
decision represents a change n scope and requires a CR,which s currently i decided so0n there will be Schedule IMPacts 5. or o e e o oter st e et Q12019 4
process. ASI has gven DHS a Rough Order of Magntude (ROM) etimate of $2.8  they need tostaff or the appropriateskilset. (9% 18 P8 2 e B R T A0
o for i CRand h sk providec a more deta PA. s of he v of this A o i ssed ey mey begin dvelonng {nstead of focusing on other areas of desgn
report the Pojec s tracking tis . Top Level ssue It s unclear f DHS il e sluton n feRay untia CRisexecuted o810 B2
able to fund this CR or if it willinvolve de-scoping/scope swaps. move to Adabe.
i e o] T G e R e T TR
R forthis e acas) on 1 rojech thusa * COmplete the CR pocess tocbtai a Rough
change t0the original contract has been drated ey curently under revew. o oty rating o been asugned gl O of Magnitude (ROM) estimate and/or Q12019 3
Unclear if DHS will be able to fund this CR or i it will involve de-scoping/scope impact analysis as appropriate
such analyss can be performed.
swaps.
“This scope change could introduce a significant
costschedule impact 1 the project. A decision
o need for single vs. dual 10 move forward with one versus two Sebel 1. Work collaboratively (DHS, AS! and ESI) to
10 support the abilty to share data between MQD and BESSD. Although the ASI's
BAFO proposed dual instances and the ASI has indicated the need to memorialize. and schedule delay, and would likely bea  along with 5+ year RO, cost/benefi, license
this n the project Decision Log, DHS has expressed an interest in asingle instance. Significant effor that s out of scope of e strategy, and risk proposition that includes an
i the i assessment of a single vs. dual instance
assessment. Q12019 4

ntly. high risk to the
zmsceuld incur a 1 year delay. Detals afmovmglnasmg\ems‘ance have yet to
The

If the decision s delayed, the vision of data

e out of scope

be
decision is

2
Record the decision in the Decision Log - even
if the decision remains withi

on
scope, cost and schedule.

finalized, the better the chances for successful
mitigation in the best interest of the project.

impact of the topic resurfacing later.

Probabili
v

Analyst
priority

Med

Med

Low

High

Finding
status

Retired

Open

Retired

Retired

9/30/2019

2/28/2019

5/31/2019

'5/30/19 - IVV is closing ths 1ssue a5 of the September report as the ETS PAC has
reviewed and approved the Contract Amendment to reimburse the ASI for the.
cloud envi itor the imp: contract

the
project. 8/29/19 - Due to security issues related to remote access by the ASI
f, the ASI has created the following cloud environments which DHS

09/12/19 5B: The ASI is working closely with DHS as
these environments are bult out.

06/11/19 5 Brown: The AS! has provisioned four
Oracle cloud environments to reduce impact to the
schedule and project. The ASI has statused progress
of these build outs as part of the weekly status report
and meeting, The ASI has worked with the ESI to.
develop and support a POC offft and shift capability
of the existing Kolea environments to the cloud. The
client has escalated issues to the ES| in a timely

mar
3/13/19 8il Thornton, Unisys:
“AS! has submitted a proposed solution for the.
R

2/6/19, Bill Thornton, Unisys:
nfi

Findings and
iguration
Development  DEV environment ~This issue was.
entered into the risk register on December Sthnot
1/30 as implied in this risk  write-up.

12/6/18, Keith Stock, Unisys: 13) The comment that
the AS! vendor is requesting “additional
environments" is misleading. The ASI vendor is

il imburse for: 3 dev, 1 testin, L. T Y2015, poug co.trs
z SOIOWE i crvironments s and weare workingwith
" Oracle, Unisys and BIAS to find aresolution. BIAS and
ok has e Unisys have indicated a need for more environments
e s o than expected and we have a disagreement about
uted nee of ’ allow. We hada
sndonprem 0 i the problem and BIAS
#293nd #12. IV, A
e
porting p:
Both solutions involve setting up BES environments
712919 - proj e ) ;
5 on &
b as they feel o
ety I/ESI as they feel DHS logged plan to .m,w.m mm. e e e
> Thursday
et i S ::‘“‘"’ & cloud capacity. We recently signed the year 2
Crm Dz 51 enson for 1A and ther . prced aption for
oon . 5/17/1:( them to build the environments. | would also note.
impacts - B
that Unisys has a deliverable for their environments
B
ofthe roquests for ed plan
is premature.
reviewtis documentation i emins amedium s he prject. The AS
the As
that th witha ot this
revised plan d into the

Decision Log in relation to this topic in May. IV maintains this is a medium risk

T0728/19 As reporiea i the 10730/2015 ASI WeeKly Status Meeting, MaD il
80 0ut to bid for the Adobe portal development. IVV will continue to monitor in
November to confirm the project’s decision and impact to the project. IVV
maintains this is a medium criticaliy issue to the project as of the October
reporting period. 9/30/19 - IVV has no material update for this inding as the
updated CR for portal i still outstanding. Concern continues to grow as the
project has the portal
six months. It is currently unclearif this delay or its impact to the critical path has
been accurately reflected i the schedule or if the AS| had already allotted time
for the delay in Given these delays
delversls v eadybeen prodced suming Lty ptrm, 1V

an isse. -
between DHS and AS regarding the por(al After the project was initiated, DHS
informed
Forms and requested Unisys change its portal development including KOLEA from
Liferay to Adobe. Because the decision was different than Unisys' proposal,
Unisys submitted a CR and proposed hours for the change. Due to the high cost,
DH decided to competitively bid the portal work for KOLEA and to turn over the
new portal to be used for BES. Later, in discussions between DHS and Unisys,
Unisys offered to convert only the KOLEA portal to Adobe to validate the risks
identified in the original CR. When a new CR was not prepared, DHS prepared the
R for submittal. The CR was not submitted because the ASI engagement

Unisys

OHSdecision s firm on Adobe and s re-evaluting the hoursan ssocated cost
of the inital CR. A revised CR is expected in two weeks. In the meantime, DHS has.
prepred an o conert the KOLEA portl (whichwil b xpanted 1o
severity
risk to the prmecl as of the August renamng period, as the portal development
timeframe and the project budget i likely to be impacted by the move to Adobe.
8/21/19 - DHS leadership has recently decided the Adobe willbe the BES project
portal platform, not LifeRay. 7/31/19 - IV has no update on this finding, but

2/28/19-
addition cost to DHS and wm submit ano cost CR. 1/31/19- No.

willincur no

yet been provided

to Unisys to start The draft CR
stated imp: . project cost, or licensing, et
a). i remains open the CR process.
572219 MF Ast wil

forward, with an understanding that moving to a single instance will happen after
go-live. While it appears that there is agreement on this between DHS and the
AS), there is no formally documented decision, nor is there any detail on how this.
decision will impact the project both now and going forward. IVV is retiring this
fisk given that the decision appears to have been made, however is opening a
new risk

this one. I Fthe
May 2019 reporting pened . 412915 The Sl s nictedthat ther gl
underway

Dntenma\ :hanges i pact ESI

and ASI responsibilities and ultimately impact the project budget. IVV
recommends A5 reques th AS| work quicly o sl and ve thi plan with
and budget impacts.
AS! has indicated that DHS intends to defer merging to a single instance post BES
DDI. IV will seek to validate and gather more information on this decision. IVV/
maintains this s a High risk to the project as of the April 2019 reporting period.
3/27/19 - IV has no material update to this risk and is not aware f the planned
working session between the AS| and DHS was held, or, if additional information
on the ROM has been provided to DHS. ~2/28/19 - DHS has initated a CRin order
to better understand the associated costs of the single instance. This risk remains.
open with high potential e
the decision is pending.  1/31/18 - ASI has provided DHS with Use cases which
DHS has reviewed. DHS to determine if a CR will be submitted to develop ROM
pricing and schedule impacts for a single instance. 12/31/18: DHS PMO is
d (ie., the

overarching need for all of DHS vs only BESSD), and intends to discuss the

in January t
understanding of the importance and urgency. This risk remains high due to
increasingly high potentialfor rework the longer a decision is pending. 12/6/18:
The language about a CR caused the finding to be a bit misleading and we have.

requesting the
in our proposal and subsequent contract. The
recommendation that the ES! and AS| vendors work
together to come up with an environment strategy
that “will not incur additional cost to the State” may
not be possible - recommend the recommendation
be that a strategy be identified that minimizes

10/10/19 5B: The ASI would like the IV and V to
update their assessment to include the status that
there have been multiple iterations of this CR that
have been provided to DHS to address their project
needs and budget concerns. The ASI has provided the
PMO with an updated approach and ROM for the
conversion of the KOLEA portal to Adobe tht the AS!
believes is in line with DHS expectations and it is
currently under review by DHS.

09/12/19 58: Active conversation and assessment of
options continues between the AS! and DHS.

06/11/19'5 Brown: The ASI disagrees with the finding
that there is limited communication to the project on
thisitem. It s statused on a weekly basis as part of
the status report and meeting, with client agreement
on status,

03/13/2019 Bill Thornton, Unisys:

Clarification  has been provided to the
composite rate applying to DDI enhancements with
the existing technology stack. Adobe is a new
technology and the  composite rate does not
apply. We will update the PIA with effort  and the
oles utilized,

12/6/18 Keith Sck, Unisys:10) We agree tht this
\eeds to be finalized and memorialized.
Hewever, we are unclear as to how a potential change
request (i. potentially changing from the proposed
dual instance approach to a single instance) is a high
fisk to the project. It would be a change. If a change is
requested, the change would go through the Change
Request process where DHS could assess the impact
of cost, time, etc. and determine to move forward or

not. In other words, if we do nothing, no issue, we are
moving forward as proposed ... no rik. If they decide
to change, they will do 5o via the CR process with all
available information and schedules and costs would
be adjusted accordingly



BESSD leads and/or teams have not been
assigned to the Project, which negatively.
impact the schedule and workload.

mfors

The SharePoint Decision Log is not being
used to record project decisions, which
will hamper communications and cause """

decisions to be revisited

The Change Management Process is not
fully documented and approved, which
could delay Change Requests and affect
scope, schedule, cost, and quality.

Darren

The BES Risk and Issues Log lacks
necessary data elements, which are
needed to afford complete transparency.

Darren

The Project Partnership Understanding
(PPU) for the BES Project has not been
approved by CMS, which may impact the
project schedule and funding.

Jolene
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inding Type  Identified Date Recommendation

“Identify
e e e e
support to reallocate.

serveas project, the schedule is at risk

way.
BESSD leads to support the project. In addition, although

to the project

the projectindicates that BESSD teams have been envisaged for B and Reporting, document review) and workloads increase. For
Finding -Risk  11/30/2018  Project Management s00 35 possible. Re-assess the need for
a R ’ MM D3t Conversion, Functiona, OrganizationalChange Management, Project aproject ofthis sie and signficance, the o=
Management,Security, Technical, Testing and Training, team subject
ensure tha the appropriate subject matter
oo erie A e o CELCU L,
the business needs s critca i &
IV&Y recommends that DHS, the Sl and IV&Y
I roject el ded to
central repository (such as the SharePoint Log  support the Decision Log and associated
Th harointDeisons Log s notbefng et record an ack proect i 8 supportthe D¢ e
P s,
. d
Fiding -k /272018 et Mansgement. decons, nd  rresadtona dtaclements or aKing and 008N LG oo e ey obecome e proces, ol ht sty NV
ecisions such as: Decision Types, Decision Sub-Categories, etc. pased on ¥ ikl oo pcho
revisted multipe times. Decisions log is updated to refect all agree-to
needed elements and decisions.
ifthect «
The is d . Ahthee developed and nstutedther i D
development of the Change Management Plan,
Finding -Risk  11/27/2018 3)risks currently in sk and ange G
tentil need for  formalized Change Management process oy v col regervn e 31 olaborate withOHS o ensre heprocers
e e e e delayed, which could negathvelyaffect i institutionalized for the BES Project
scope, schedule,cost, and qualiy.
I s hered e e curent sk and e o onshaeront ks
Comlete documentation of isk and issues is
Tnese clements ncude sk xposure, Recuired Migaton/ loure Tmefram
ese clements ncude sk Exposure, Required Mitgaton / Closure TIMEMAME rical o mitgate riskson current projectsand  Meet (DHS, AS), IV to determine
or Date, Mitigation Steps, and Updates to Mitigation Step: et e i s
It should be noted that the current Rk and Issues Log was provided by DH - support the sk and lsue
dng Rk /262018 ek emagemens 10014 D MOLE it e curent ik nd s ogwas i by O ecte ik ond rolowing
issue tracking with projectstatus reporting,  activity, update the Risk and ssues log to
afforded and the clements.
abilty to mitigaterisk s diminished.
The CMS Project the
State and CMI fo this project. f fundingis expected from M, they may w . the PPU and the
requirealignment to the MITA Framework, Gate Reviews and/or use of the 117 ™" 00" o e T
Finding-Risk  11/26/2018 heckists. The MEET checklsts "200 21119 B 208 S T s

are developed prior to the CMS gate reviews and are part of the Medicaid
Life Cycle (MEELC)
bty and Envoliment prokects

may be at risk. project deliverables.

Event Horizon

January 2019

January 2019

January 2019

February 2019

Prior to

Functional and
hical

Requirement
Approval.

Impact

3

3

3

Probabili
w

3 Med
3 Med
2 Med
2 Med
1 Low

Analyst
priority

Finding
status

Retired

Retired

Retired

Retired

Open

Date R

5/31/2019

12/6/2018

4/28/2019

2/28/2019

Status Update
'S/31/19 IV&V remains concerned that there are communication and ogistics
R A i AL D T
However,

v assigned
IVV is closing this risk as of the May 2019 reporting period. 5/22/19 MF - DHS has
requested the ASI involve DHS leads in preparations for meetings they co-leat
with the ASI, however, this does not seem to be happening. Due to this, there is
increased risk that ASI co-leads do not have the appropriate input to prepare for
these joint meetings, which could impact their value and effectiveness. 4/29/19 -
DHS has
assisting with RTM. DHS/AS! are Eing

y While DHS.

Client Comments.

Vendor Comments

06/11/19'5 Brown: The AS! asks the IV and V to.
‘quantify their finding of insufficient utilization, rather
than just the broad comment of appears to continue.
A DHS lead has been engaged with their AS|
counterpart i allof the current workgroups and JAD.
planning. In this reporting period, packets were being
provided on time for DHS review of content and
determination of appropriate attendees. Agendas are
provided for client review to ensure content is

prop an
be made. As noted in the comments above, we are

place and DHS and ASI co-
lead, tis unclear if lead:
collaborating. For example, DHS has indicated that the AS| may not be 201903 14 Alleen

DHS leads to This could 3/6 to accept th
lead to session content that is unexpected or not wzH thought through, and  schedule and that only the
ultimately result in project team frustration. Medium
fisk to the project for the April 2019 reporting penud /e ok s

Fthe

details of their roles. wav
and wil p pdates in the April roles and
areleamed.  2/28/19: hold. 1/31/19:

P resumption of JAD.
Sessions and the results of the

late December. 12/31/18: The DHS Project Manager (PM) provided Unisys with
the staffing assignments for deliverable reviews on 12/31/18. Further, the DHS
e [V D1 BES2 s it d e

JADSto their has b
This risk

defined.

December 31:

12/06/2018: Per the ASI, there are no Decisions to enter

This is confirmed with DHS BES. Based on fact, IV willretire:

12/4/18, Tracey Laride: Key Finding #8, p. 13. Is the
wayv o0&I

this finding, and will open up new findings to address

design, etc.) be logged here or

f the
ck of a documented decision making process and the need for sddionsdats
elements in the Decision Log

04/28/2019 - As of the end of Apri, there are no longer open DCF comments on
this PP sub-plan, effectively providing acceptance of this sub-plan. IVV is closing
this risk, however will monitor the project’s change management activity
throughout the life of the project. 03/26/2013: The ASI updated the Change
Management Plan as a component of the third draft of the PMP. After

closure in the April reporting period. 02/28/2019: The AS! updated the Change
Management Plan as component of the second draft of the PMP. There remain

I, h the Change
Management Plan is now closer to meeting stakeholder expectations. The risk
remains at a Medium b pendmg finalization and approval of the plan.
01/29/19 - The
PMP, and delivered it as a mn T is n process of review and assessment of
all PMP sub plans. 12/31/18: IV& reviewed the Change Management Plan

or

the Plan
12/6/18: V&V fthe early
December. IV& willreview the document during December and update this
finding accordingly

02/28/2019 - IVV has reviewed the Excel workbook to determine if all needed
elements for tracking have been included. The date of last update was missing,

Scope (CF
here or both?

12/4/18, Tracey Laride: Key Finding #7, p12. The
Change Management processis  documented and
is n the review process with DH

12/4/18, Tracey Laride: Key Finding #6, p.12.Is the.

has since by the ASI. WV, this finding,
01/31/2019 - Late in the month (1/29), the Project decided to abandon the
Sharepoint log in favor of an Excel workbook developed by the ASI. IV wil
review and assess the new workbook in early February to determine if all needed
elements for risk and issue tracking have been included. 12/31/18: The planned
meeting to d d tailor the Risk and held in

Pmbabmzy fields on SharePoint? If not, then can

/ou clarify what “Risk Exposure” is?! think “Mitigation
be the same as Recommendation(s) in

S!eps may
the log? fyes, the title can  be changed to

December, but s anticipated to be held in early January. 12/06/2018; IVV.

the “Updates to Mitigation

Steps”, it i entered with a date of the update into the.

B Log was provided by DH ting to review,
discuss, and tailor the log to meet the needs of the BES Project is expected to
take place during December.

1073172019 - 1VV a5 10 material Update for the UCtober reporting period. IVV
maintains this s project as of the P
e 5/30/1015 1V s 70 matasial pcata o the Setember e

and me o forward 8/31/2013 W s no materl updatefor the Augus{
There s a lack of y
initial set of ol be

2019

P y
requirements are managed, tracked and validated through all testing phases in

AWM from gl w
maintains this s the August
perod. 7/31/2013-The project’s Action ltam Number 150 was closed and this
ctivity. The AStis
e review.
the Project Team logged

for Unisys to review the MEET Checklists and drat a lst of those MEET Criteria
that apply and then review with DHS. The action item is n the status of “in
progress” with the next step due date of 06/28/2019 for Unisys to Provlde the
date they will be ready to review the MEET Checkist Criteria with DI
maintains this s a low project risk for the June 2019 reporting Penod 5/31/2019
~The Unisys project team is moving forward identifying the MEET requirements.
that may apply for this project. However, CMS has not provided written guidance
this project.
Withoutclry from CM, W fllysupports Uniysand HS' approach o algn
riteria now. This may sig
reduce as the project thesolc,
if CMS does require the use of the MEET Checklits. IVV maintains this is a low.
project risk for the May 2019 reporting period. 4/30/2019 - CMS indicated to the
BES/PMO this month that the MEET Checklists may be optional. IVV will keep this
risk open untilthere i clarty from the BES/PMO regarding the identification of
The

of the logged item. If needed,
the field title can be changed.

identify issues and assess opportunities for schedule.
pullin. Work sessions have been held with a arger
team audience to review the schedule and will
continue each week.

03/13/2019 Bill Thornton, Unisys:

JAD session  schedule has been published and
agreed to on March 6thand  JADs/Workgroups are
in progress.

BES 12/6/18, Keith Stock, Unisys:

8). Itis being used there just are not any decisions
Yettolog

12/6/18, Keith Stock, Unisys:6) The risk and issue log
has been provided as a default to all DHS projects
along with instructions. DHS PMO has asked for
clarification from IV and V and willikely agree to add
additional fields



An unclear deliverable review and
acceptance process may be contributing.
to project delays.

Project Status Reporting does not meet
with expectations or Best Practices for
presenting status updates of schedule,
cost, scope, isks, issues, and change
management, which may inhibit

ffective project management and limit
project transparency.

Late delivery of project deliverables may
result in schedule delays.

Current project management techniques
in the JAR and JAD sessions may.
negatively impact system design

Jolene

Darren

Jolene

Darren

Finding - Risk

Finding - Risk

Finding - 1ssue

Finding - isk

FINAL - BES Project IV Findings Log October 2019

Probabili Analyst Finding

Identified Date Recommendation Event Horizon  Impact Date R
s v priority__ Status

Finalize the deliverable review and acceptance
process that clarifies to whom the deliverables
are to be submitted, how the deliverables are

An unclear opr jplents are to be

delivering, noticing and
unclear. In order to identify whether a deliverable is available for review, the
ey d

11/28/2018  Project Management :as"ha::'m:‘.:«m:'u::: :C:Ci ot :::::r:h\:\[;n]g:e"\;ir‘::b; e::: :ES PO e to oot delors otied (g, Sharepaint slen o el December 2018 3 3 Med  Retied  3/29/2019
b i oo e deloped, which may notification), and when review comments are
inibit the ASY's abilty to move forward on future tasks. due n orderto finaize the deliverables on o
timely bass. Include this process in the PMP.
RFP V&V has
that Il of
d activiti i i butnot all, , the As\ and W
participation. Addmanaﬂy,(heconlenlcnheP i i areas i Project
areas (e. o i Examples status of the entire Status Report that would meet the needs of
11/19/2018 include: g of ALL current et ing i reporting on all active tasks and activities,and  February2019 5 3 Med  Retred  6/24/2019
tasks and acuv\ues Itappears o argely b imited o only ivit toensure t, and schedul i
2 i in d the
sect sk project. SharePoint logs is removed.

andlssuelﬂk 3. AllcurrentIssues'cited in the Status Report are ncorrectly
listed as Risks' i the Risk and Issues Log on SharePoint

IV recommends that the ASI complete the
Project Management Plan deliverable, work
with DHS and IVV for review and edit as
needed, and attain approval of the PMP. This.
will help ensure that all processes within the
project management entity are thoughtfully
and collaboratively developed and
implemented to meet the needs of the project.
Review and update the project schedule to
capture and discuss the late deliverable and
tasks and delvery thereof; needed mitigation
actions along with identification and
agreement with DHS on DDI to resolve the late

Based upan the prjctschdul dted L25/1 e to shle for Without a PMP that depicts al Project
p pro /261181 " " activities and tasks. Updated Recommendation
201

een missed. As of the ~ Management processes, the Project can suffer 9: - Continue to manage and track
e o.m o e e e s T v o g s, S St o
11/28/2018 (PMP), wi Without a e schedule to ensure defiverables are 8D 4 B High Open

rovided as planned. - Review the schedul
project. msomemsunces,msnsk mayhecompounded by s baclogof scheuulemarpvowdesme required level of  ProVided as planned. - Review the schedule
crtical path in the weekly schedule review,

requiring det o the project s atisk

o be P eting. - Continue to meet weekly with DHS
1o convey new schedule changes, obstacles,
and document the corrective actions that will
be taken to address schedule delays and
obstacle resolution. - Determine if the stopped
work on TODs will impact the schedule, and
update accordingly - Determine if rework to
FDDs willimpact the schedule, and update
accordingly - Analyze the project schedule
activities to identify any opportunities to make
up time resulting from the current delayed
activities - Develop a process for determining
what functionality will be delivered as part of

from the stae.

Finding: IV&V has observed weak meeting facilitation skils and noted that

lication Review (JAR) and Joint
) AEpEEED “Implement project management best
s sy P e e
oEYD validation, all Policy “docked", or tabled, LN s oy RO n 5 v e GRS

validate if input h

and moving forward, publish notes within a
reasonable period of time (e.g., 24 hrs) after
completion of any given session.

Y
the BES solution, or outside of the BES solution.

o il or. ithin

BESIs DHS. It was clear ents validation

that there was not agreement on how this should work within BES and DHS, so all
y Elgibiity v

Status Update

is retiring this has full
adopted and implemented by the project team. 2/28/2019 - The project made
progress in mitigating this risk in February. DHS developed, and the project team
adopted, a deliverable review and approval process. The project team is
adjusting to the long with revisions to
deliverables.

to be received in March, IVV will observe the delverable review process and
potential retirement of this isk. ~1/31/2019 - Both the ASI and DHS proposed
deliverable review and approval processes in January. The DHS PMO and BES
Project Manager drafted a deliverable review/approval process that includes the.
PMO preferred Deliverable Comment Form (DCF) to aggregate reviewer
comments. The AS| an
alternate comment form within the draft PMP. The DHS PMO is working with the
ASI to determine the process to be implemented and, when agreed upon, roll-out
to the Project Team. 12/31/2018 -IVV provided a sample of a deliverable
management process on 12/20/18 to the DHS Project Manager that could be
modified for the BES Project. The DHS PM and me mo are developing a review
and approval
Until  process is developed, finalized, andexe:u(ed DHS the AS! and IV&V will

se email
reviewed timely. Additionally, the ASI and V&V developed Ms-Excel
spreadsheets to track status.

06/24/2019 - Since the format and level of detal of content of the Project Status.
Report has been

, IV is closing 8.
i information
reported on in ing forward. IVV.
toverify that w
medium ris the May
the last K i, the As!
terms of d s
aresult
the improved ils provided by the ASI. IV
progress seen mheAnru 2019 reporting period, however, gven that the
proj
gain i ivi meet
eslahushed i Hence, IVVm i

changes made thusfa continue, and that the status reportsand mectings
has made
multiple changes to the weekly status report. Nevertheless, the changes have not
project progress nor
ivities. The ASI
the report

onits own;
3

e havea
. planned work, ch . V&Y.
recommends that it i

which may - An agaregate of
in-progress tasks, activiti
tivity, deliverable, and work , and the delta in
progress from week to week - Expected completion dates of alin-progress tasks,

10/31/2019 - IVV observed the following in Octaber related to this issue: - The
AS! white boarded the Big Picture’ and agreed to document the process —
planned to be completed by the end of October 2019 (action item #834). This will
support the development of the BI-10, B1-11, and BI-14 deliverables. -On
10/22/19 the DHS PMO and AS| agreed to place the weekly schedule review
meeting on hold pending project decisions. These decisions may impact ASI
deliverables which could impact the schedule. The ASI continues to update and
publish the schedule each week. - The AS| and DHS PMO agreed to move forward
developing a release management plan and schedule untilthe pending project
decisions are made and communicated to the team - IV agrees this is a good use.
of the project team's time as it will increase visibilty into release activities and
timing, - The AS! has e TODs and has
the B1-12 archi d “The sl reported
DHS was “okay” with the BI-12 framework reviewed with them on 10/30/2019. -
The KOLEA MDM Release s being re-planned; a new implementation date is
unknown at this time. The re-planning is in part a result of unapproved
documentation such as BI-10, BI-11, BI-14, B1-20, and BI-21. - The BES UAT start
date was further delayed (four weeks i total) and is now planned to begin on
5/29/20. Based on these observations, IVV maintains this is a high crm:ahw issue
the pm,eu as of the October revortng period.  9/30/2019 - As of
W anissue, itna high

ettty rting, The A1 leponed two significant project delays this month. The

MDM implementation planned for October 2019 is now delayed to
November/December 2019. The delays on some of the JAD / Workgroup sessions,
coupled with the ASI reporting that they have stopped work on most of the
TODs, has delayed the UAT start date for the BES implementation by three weeks
The total impact s stil being analyzed by the ASI. The ASI also reported the.
format of and Technical been
modified to align to the approved DEDs, of which some have already been
submitted to DHS in the prior format and will cause rework for previously
submicted FODs and TODs. Addiionally, the B-12 Architecture document s on-

/2872015 (W s
1Ds and recent - been

e generlly provided within 2 coupledays aftr he meeting Based on these
O O G L L

However, IV t,and will

continue
hich ay impact th e

i AL R
d by the AS! in May.
1Avnealx and Common Functions), and provided feedback to the AS| for

Time Study). |

some ices that, May was observed,

need of i the iple tir e

month: - unclear meeting logistics and information provided to meeting

trend i ing invit -person
o not, and i i

ssed; - g up.
it i

planned agenda items. IVV will continue to monitor project and meeting.

is re-initiated. i it May

IAD

period

templates, and H
April 29, 201 q,

JADs will remain on hold, whill the MDM and Technical Workgroups continue to.

meet weekly. WV willcontinue to monitor thisiskin May, and will review the

updated ilable. The risk

priority for the April 2019 reporting period, and IV will cor

Asl

e to monitor
round of PMP

4 Asl,
has not yet been accepted. DHS deemed the PIP as sufficient enough to allow AS}

Client Comments.

Vendor Comments

06/11/19 S Brown: The format of the current weekly
status report i based on a template provided by the
client. The format and level of detailof content has
been static for many weeks with client PM agreement
after each meeting that the content is as expected.
w= request IV and V provide a specific t\meHne that
mis successfully delivered and able

z/s/:s, Bill Thornton, Unisys: gs and
Recommendations (#3) - Project Management
Status reporting - The original status report adhered
tothe DED - it has been adjusted multiple times
based on feedbac)

12/6/18, Keith Stock, Unisys: 3) Status D
structure is dictated by the RP. There s an on
action item to modify structure and content hv
mutual agreement

10/10/19 SB: The AS! s warking in close collaboration
with DHS on the schedule and are assessing options to
the project schedule and content and would ask the
IV and V to reflect DHS's current assessment of this

09/12/19 5B: The ASI meets weekly with DHS to
review the schedule in detail and will coninue to do
50, As noted earlier, the AS! and DHS are assessing
options to simplify the schedule and work item
tracking process.
6/11/19: The AS! and client are holding daily stand up.
meetings to review progress made that day, any issues
identified and the plan for the following day. These
meetings specifically review the schedule and review
opportunities for pull n. The ASI and client are also
holding weekly standup meetings with the entire
team to review progress,issues, and activities coming
up the following week with the objective of
collaboration and joint ownership of the projects
progress and schedule improvement.
3/13/19 8il Thornton, Unisys:

Specifictothe PP, the DED was approved by
DHS 0n 1/15/2019 and the deliverable  submitted
0n1/21/2019.  Spedifictothe  project schedule,
the DED was approved by DHS on 1/23/2019 and the.
deliverable is planned for submission the week of
3/18/2015.

2/6/19, Bill Thornton, Unisys:  Executive Summary
Risks Feedback  The project schedule has been
baselined but it needs  to be re-baselined based on
the approval dates of the DED's.  Deliverable delays —

06/11/19'S Brown: The ASI provided faciltation
training to the BA team to ensure standardized
faciltation in client meetings. The ASI has also paired
lor BA's with less experienced team members to
ensure qualty faciitation. The IV and V has
selectively noted occurrences of s
eetings. 1t woukd be helful fhe  and v would
‘quantify the percent of meetings were these issues
have occurred. As measured by the client PM's
feedback, we suggest that these occurrences are.

infrequent and are becoming even less frequent as
the process matures. Meeting minutes are now done
by dedicated scribes for key meetings, minutes are
QA'd, and posted in a timely manner to SharePoint.
Al recently submitted packets (5) have been
approved by DHS as subitte

2019/03/13 smmomm Unisys:  Data

collected !
documented in 1he usecasesand  FODs for those
subect areas.

JADs is useful and will be.

2019/03/13 Bill Thornton, Unisys:  Data collected
in the initial JADs i useful and will be documented in
the use cases and  FDDs for those subject areas.



