
Departmental IT Strategies

• APPROACH
• Started with department’s mission and management priorities

• Align with the statewide IT Strategy

• PROGRESS
• Current schedule

• USAGE
• Living departmental IT plans (in LeanIX)

• One Page IT Strategy for communication purposes

• Required for Budget Preparation

• Linked to Budget Execution (Spend Requests in LeanIX)
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Departmental IT Strategies
Auto-generated departmental IT strategy from LeanIX - as a Word document



Departmental IT Strategies
Auto-generated departmental one-page IT strategy from LeanIX - as a PowerPoint document
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About HUI Huaka’i

• Project HUI Huaka'i, reflects our commitment to collaboration and journey. 

• "HUI" stands for Hawaii Unemployment Insurance.  

• "Huaka'i" signifies a journey. 

• The name symbolizes our collective effort to navigate through this transformation, 
ensuring that our unemployment insurance services are more efficient, accessible, 
and responsive to the needs of our community.

• The DLIR Unemployment Insurance Division has embarked on a comprehensive 
modernization, transformation, and optimization of its unemployment insurance 
systems to better serve the people of Hawaii.
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Deliver a Better Claimant Experience
Enhance customer satisfaction by streamlining services, 
ensuring equitable access, and providing quick 
responses.

Adapt to Changing Economic Conditions
By leveraging a flexible, scalable cloud infrastructure 
that seamlessly handles fluctuations in claim 
volumes, ensuring consistent and reliable delivery of 
benefits.

Improve Security and Reduce Fraud 
By implementing best-in-class fraud tools for 
integrated fraud detection utilizing machine learning 
and predictive analytics to save time by filtering 
fraudulent claims.

Provide Equitable Access for All
By providing vital services in multiple languages, 
translating essential documents, implementing user-
friendly technology, and ensuring 508 compliance, 
we will better meet the diverse needs of Hawaii's 
population.

Improve Employee Experience and 
Transform Processes
By implementing advanced automation and streamlined 
workflows, reducing manual workloads, and 
empowering our people to focus on higher-value tasks. 

Leverage Real-Time Insights
Empowering leaders to make informed, data-
driven decisions, enabling agile responses to 
policy changes, economic shifts, and 
emerging workforce needs.
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Strategic Goals



Overall, things are on target.  Project risks and 
issue have been identified and are under 
mitigation control.

Overall, things are under control.  However, 
enhanced mitigation strategies may be 
needed.

Overall, things are getting out of control and 
undesired impact to project performance.
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Project Status

Overall Status:

Implementation Period:

Go-Live Date:

Low Risk

36 months

March 12, 2027
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Roadmap

Design & 
Development

RequirementsProject 
Kick-off

Data 
Conversion

Jul 2024 – 
Dec 2026

Jul 2024 – 
Jun 2026Mar 2024 Mar 2024 – 

Feb 2027

UAT

Fraud ServicesTesting

Training 
Development

Oct 2026 – 
Mar 2027

Sep 2024 – 
Mar 2027

Sep 2024 – 
Oct 2026

Oct 2025 – 
Oct 2026

Go-Live 
Training

Go-Live

Jan 2027 Mar 2027



Area Status Explanation

Project Management Progress aligns with the approved project plan, and objectives are being met within established 
parameters.

Data Conversion Transformation efforts remain on track and aligned with the project plan.
• Extraction Phase - 100% Complete
• Transformation Phase - 50% Complete
• Load Phase – Initiated on July 21, 2025

Requirements Management Requirements gathering remain on track for Benefits, Tax, and Appeals.  Requirements are 
prioritized, optimized, and fully documented.
• 66% or requirements elicitation completed.

Schedule Management The schedule remains on target and incorporates all key project gates. The schedule remains on 
track for a March 2027 go-live.

Change Management Current change management activities are progressing well and are positioned to meet project 
objectives.  All OCM Workstreams (Communication, Alignment, Engagement, Change Impact 
Analysis, Monitoring and Reporting) are on track.

Security Security compliance activities remain on track, meeting state and federal requirements and 
aligning with industry best practices.

Development [custom] The development efforts for optimized custom requirements are on track with 33% of Hawaii 
made-to-order development released for testing.

Risk & Issue Management
The risk management framework of planning, risk identification, qualitative risk analysis, 
quantitative risk analysis, risk response planning, risk monitoring, and mitigating controls are in 
place and effectively being managed.
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Project Status by Area
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OCM
Understanding Phase

2025
Q4

Business Process 
OCM Plan 

Internal Stakeholder 
Interviews

Monthly B-Y-O-
Bento Sessions

Project Fact Sheet

Change Impact Data 
Collection

Monthly B-Y-O-
Bento Sessions

Change Impact 
Data Collection

PAC Meeting 

Organizational 
Readiness 
Assessment

Intranet Posts

Focus Groups

Intranet Posts

Change Ambassador 
Planning

2025
Q2

2025
Q3

Monthly B-Y-O-
Bento Sessions

Change Impact 
Data Collection

PAC Meeting 

Intranet Posts

Internal 
Stakeholder 
Interviews

Change Ambassador 
Planning

Strategic Goals 
Communication 
Campaign

Strategic Goals 
Communication 
Campaign

Focus Groups
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Risk Profile

Sustainable = The risk is 
minimal and can be managed 
with routine procedures

Moderate = The risk is significant 
but manageable with additional 
controls or mitigations

Severe = The risk is severe and 
requires immediate attention and 
action..

Critical = The risk is intense and 
needs to be addressed.

Change 
Management

Project Management

Data Conversion Risk Management

Documentation Requirements 
Management

Infrastructure Resource Management

Sustainable

Sustainable

Sustainable

Sustainable

Moderate

Moderate

All identified potential risks 
have mitigation controls 
regardless of severity.  

Eighty-seven risk 
subcategories are 

continuously evaluated and 
monitored to ensure 

material risks are identified 
and addressed in real time.

Sustainable

Sustainable

IMPLEMENTATION RISK PROFILE
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Challenge to Capability

Drawing on lessons from numerous state implementations and proven corporate system strategies, this 
initiative builds on prior efforts by adopting adaptive governance and collaborative engagement models 

aligned with UI modernization.

Category Best practice approach guiding this modernization project

Risk Management • A comprehensive risk framework is in place, and risks are being 
proactively monitored, updated, evaluated, and scored - then linked to 
iterative decision checkpoints throughout the UI implementation.

Change Management • Stakeholders are engaged from the outset and throughout, fostering 
shared goals and co-ownership of modernization outcomes.

• Change is proactively measured, planned, and resourced -  supported 
through targeted awareness, training, communication, and leadership 
modeling.



DAGS, Office of Enterprise 
Technology Services

State of Hawaiʻi IT 

Consolidation Initiative

Planning 2025: Progress Update

August 28, 2025

1



Timeline & Progress

8/28/2025 2

1st Stage 2nd Stage 3rd Stage

Shared Service Portfolio Operation & 
Governance

Budgeting and 
Roadmap

Workforce & Vendor 
Mgt Plan Approval

✓ Departmental interviews to validate 
future shared service (met with all 18 
Exec. Branch depts)

✓ Joint SME workshop to validate service 
portfolio (starting 2nd week of 
September)

✓ Establishing focus groups: certain 
shared services, operation & 
governance, workforce

• Performance and benefits measurement 
model

• Governance and 
service management 
framework

• Funding options 
(central, collaborative, 
show-back)

• Policy changes
• Workforce aspects

• Business cases and 
budget requests for 
prioritized initiatives

• Transition roadmap

• ETS action plan &  
roadmap

• Statewide action 
plan 

• Procurement and 
vendor 
management 
framework

• Finalize Plan & 
Report for the 2026 
Legislature

• Working Group 
Approval Meeting

Mid June – Mid 
September

Mid August – Mid 
November

August – Mid December



Emerging Questions from Stage 1 - the Shared Service 
Portfolio 

38/28/2025

Key Questions (to be addressed in the forthcoming workshops)
1. Prioritization: Which services provide the greatest value with the least 

implementation effort and risk involved?
2. Boundaries: What aspects will be centralized, and which will remain 

with individual departments to allow them to fulfill their specific 
missions?

3. Service level expectations: What measures will we implement to 
guarantee service quality?

4. Key performance indicators (KPIs) for assessing success and value: 
What quantitative (e.g., cost reduction, uptime) and qualitative (e.g., 
user satisfaction) metrics will we consider? We currently rely on 
qualitative measures for baselining.
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