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Executive Summary

IV&V observed progress in the Project Management category during June, resulting in the closure of ten findings and concerns during
the reporting period. Recent changes are returning some positive results. The project is seeking to make further improvements in the
areas of meeting preparation, tracking and remediation of project risks and issues, and communication. IV&V remains concerned
about project productivity, specifically as it relates to core project management tenets such as the efficacy of the project schedule, the
project’s decision management process, and deliverable quality. Based upon progress made by DHS and the ASI to address
outstanding concerns, IV&V is improving the rating of the Project Management category to Medium.

For the June reporting period the Configuration and Development Category remains at a Medium criticality rating. Progress was
observed in June regarding the quality and facilitation of JADs/workgroups, although there remain some concerns regarding the
consistency of execution across the sessions. Additionally, there remain outstanding questions regarding the vendor’s DDI approach.
IV&V is aware of ongoing conversations regarding changes to the portal and DDI environments, but has not yet received any updated
documentation for review.

IV&V observed progress in the Project Management category in June. Improvements are noted in
terms of meeting preparedness, risk and issue management, project status reporting, and
communications. The project is taking a number of proactive steps to address many of IV&V’s
concerns, most notably focusing on the improvement and maintenance of the project schedule.

The ASI and DHS have established a number of regular check-ins that focus on the quality of
JAD/workgroup sessions, and the scheduling thereof. Although concerns remain, IV&V is
encouraged by actions taken thus far. While these regular and frequent check-ins are helping to
Project improve project communications, the execution of the project’s decision management process
H H M Management still has room for improvement. IV&V also has concerns about project productivity that stem from
the postponed JADs/workgroups, a lack of rigor associated with the project schedule, and delays
in core deliverables being approved; all of which will IV&V will track in July.

IV&V will continue to monitor the efforts — both new and ongoing — to address project
management concerns and will work with DHS and the ASI to provide guidance on how to
address IV&YV findings in a clear and efficient manner.

Due to the progress observed, IV&V has improved the criticality rating of the Project Management
category to Medium.



Executive Summary (cont.)

M M M

Configuration
and
Development

IV&V’s continued rating of Configuration and Development as a Medium criticality stems
from the ASI’s BI-06 DDI Plan and the BI-08 Technical Environments Specifications
deliverable not being approved, and concerns regarding the consistency of
JADs/workgroups facilitation. Improvements continue to be made by the ASI with regards to
JADs/workgroup quality as more experienced resources have been added, and more
frequent meetings with DHS have been established. However, clarity is still needed
regarding the ASI’s DDI approach, which the ASI is working to remediate.

In an effort to more efficiently drive improvement, IV&V has discussed with both DHS and
the ASI taking a more proactive approach to providing feedback regarding JADs/workgroups
effectiveness and facilitation.






IV&V Findings and Recommendations

As of the June 2019 reporting period, PCG has identified a total of 9 open findings (8 risks and 1 issue), 21 retired findings,
and 2 open concerns. Of the open risks and issues, 6 are related to Project Management and 3 are related to Configuration
and Development. 1 new risk was opened during the June reporting period, while 2 preliminary concerns, 6 risks, and 2 issues
were closed. The following figures provide a breakdown of our open risks and issues by priority and category.

Open Risks and Issues

Project Management 2
1
Open - Med
Open - Low
2 Open - High
Configuration and Development 1 Open Risks and Issues by Category

Configuration and Development

Project Management



IV&V Findings and Recommendations

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

All Findings by Status

14
Finding - Risk

3 Retired

Finding - Issue
1 Open

Concern



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

New Risk (escalated from Preliminary Concern) - Due to the lack of detail in the draft

26 baseline schedule, unanticipated schedule delays may occur. Project Management
New Risk (escalated from Preliminary Concern) - As result of the draft baseline
31 project schedule having a large number of late tasks, the project does not have an Project Management

accurate baseline of tasks or milestones that can be managed to, which could lead to
schedule delays and resource overallocation.

New Risk - The ASI’'s Decision Management Process is being inconsistently executed,
32 resulting in variation in the level of decision details being tracked, which can lead to a Project Management
lack of project team awareness of important decision information.



IV&V Findings and Recommendations

Findings Closed During the Reporting Period

14

17

18

23

24

25

28

30

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

Risk - Project Status Reporting does not meet with expectations or Best Practices for
presenting status updates of schedule, cost, scope, risks, issues, and change management,
which may inhibit effective project management and limit project transparency.

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

Risk - 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.

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

Risk - Lack of overall productivity since project inception.
Risk - Insufficient utilization of modern productivity tools (e.g. SharePoint)

Issue - Lack of written communication may cause confusion within the project team.

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

Concern - 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.

Project Management

Project Management

Project Management

Project Management

Project Management

Project Management
Project Management

Project Management

Project Management

Project Management



IV&V Findings and Recommendations

Preliminary Concerns Investigated During the Reporting
Period

Lack of a dedicated ASI Quality Assurance Team is resulting in extended deliverable

22 .
reviews

Project Management
Uncertainty and/or a lack of communication around long term architecture decisions

29 could lead to unexpected impacts to project budget, schedule, system design, and Project Management
planning decisions.



V&V Findings and Recommendations
v Project Management

1 Closed Risk — Current project management techniques in the JAR and JAD sessions may negatively
impact system design. IVV has observed that Project Management effectiveness for the JADs and
Workgroups has improved over recent weeks.

» JAD packets have been provided and approved in advance of each meeting series.

Closed
* Meeting Minutes are generally provided within a couple days after the meeting.
Based on these improvements, IVV is closing this risk as it relates to the JADs project management
techniques. However, IVV remains concerned about, and will continue to monitor, the consistency of the
effectiveness of JAD facilitation, which may impact the elicitation of information from DHS SMEs.
* Implement project management best practices and identify opportunities to improve meeting management Complete

techniques. Publish/post missing JAR/JAD session notes on SharePoint, and moving forward, publish notes
within a reasonable period of time (e.g., 24 hrs) after completion of any given session.



IV&V Findings and Recommendations
Project Management

M

Risk — Late Delivery of project deliverables may result in schedule delays. The most recent Project
Schedule dated 6/14/19 (posted to SharePoint on 6/18/19) includes 200 late activities/tasks (via the MS-Project
Late Task Report). This accounts for eight percent of the total tasks in the schedule. Examples of late
activities/tasks include:

Develop MDM Architecture Discussion 1 Test Scenarios/Cases/Scripts/ALM Updates — Planned Finish —
3/29/2019 — zero percent (0%) complete

Deliver MDM Architecture Requirements FDD to DHS — Planned Finish — 4/5/2019 — 0% complete

Develop Updated and Completed Detailed Functional and Technical RTM (BI-21) — Planned Finish —
4/19/2019 — 0% complete

Deliver Interfaces Standards to DHS - Workgroup Session #1 — Planned Finish — 4/26/2019 — 0% complete

DEV21 (Dev2) Development Environment — Release — Planned Finish — 5/30/19 — four percent complete

IVV acknowledges the ASI and DHS are taking the following actions to mitigate this risk:

ASI meeting with DHS to agree on a balance between needed level of detail and manageability of the project
schedule.

The ASI is working with DHS to approve the JAD calendar
ASI and DHS conduct daily stand-up meetings to focus the team on the actions needed.

Since an updated schedule has not been posted since 6/14/19, some activities/tasks may be complete but the
schedule has not yet been updated. IVV acknowledges the progress made in June, however, until the project's
critical path is known, and how late deliverables and tasks impact the critical path, IVV maintains this is a high risk
to the project.

Review the project schedule to capture and discuss the late deliverables and delivery thereof; complete the Project
Management Plan and deliver it for review to DHS and IV&V for review; attain approval of the PMP.

In Process



IV&V Findings and Recommendations
v Project Management

3 Closed Risk — Project Status Reporting does not meet with expectations or Best Practices for presenting
status updates of schedule, cost, scope, risks, issues, and change management, which may inhibit
effective project management and limit project transparency. Since the format and level of detail of content Closed
of the Project Status Report has been static for several weeks with DHS Project Management in agreement on
content, IVV is closing this risk as of the June reporting period.

* Meet jointly (DHS, the ASI, and IV&YV) to determine revisions to the Project Status Report that would meet the
needs of reporting on all active tasks and activities, and eliminate redundancy between the data contained in Complete
the Project Status Reports and SharePoint logs.



IV&V Findings and Recommendations
v Project Management

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. No change; the Project Team logged Action
Item Number 190 which documents the action for Unisys to review the MEET Checklists and draft a list of
those MEET Criteria that apply and then review with DHS. The action item is in the status of “in progress” L
with the next step due date of 06/28/2019 for Unisys to provide the date they will be ready to review the
MEET Checklist Criteria with DHS.

IVV maintains this is a low project risk for the June 2019 reporting period.

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

the MEELC process in general is not required to be followed. In Process



V&V Findings and Recommendations
v Project Management

14 Closed Risk — The Decision Log process is undefined, which may hamper communication and
discovery of Project Decisions. Since consensus has been reached on the Decision Management process
and documented within the Project's Change Management Plan, IVV is closing this finding as of the June Closed
reporting period.

Please see related finding #32 specific to the Decision Process execution.

* DHS, the ASI, and IV&V meet to determine the parameters that will 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 Management Complete
Plan, Communications Plan, or other appropriate document/artifact.



V&V Findings and Recommendations
v Project Management

17 Closed Risk — 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. DHS
is committed to and has demonstrated they will review deliverables as quickly as possible. Specifically, in
June 2019, three major deliverables were due to have comments returned to the ASI by 6/21/2019, BI-8
Technology Environments Specifications, BI-24 Organizational Change Management and Stakeholder
Communication, and Section 1 and 5 of BI-6 DDI plan. All three were completed by the due date.
Additionally, the ASI weekly status report includes the status of deliverables in progress providing DHS with
advance notice of future required reviews along with progress checks in the weekly project Stand Up
meetings. IVV is closing this risk, however, will continue to monitor the flow of deliverables to be reviewed,
specifically as functional and technical design documentation is delivered.

Closed

Options to mitigate the risk include:
+ Prioritizing the deliverables to identify those that should be reviewed first based on the criteria of schedule
impact and/or cross-deliverable integration;
* Review of interim drafts; Complete
+ 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 criteria that must be met to achieve final approval.



V&V Findings and Recommendations
v Project Management

18 Closed Issue — Failure to identify project issues (i.e., follow-up/research activities) may result in the
development of the application that does not meet the Project goals, objectives and requirements.
DHS and the ASI are actively and consistently updating and maintaining the project issue log, action items in
the JAD and Workgroup meeting that have re-started, and Project Status issues and action items. The action Closed
items and decisions are maintained within SharePoint so that all project team members have access and

they are reviewed/updated in the appropriate meetings or project requirement sessions. IVV is closing this
issue, due to the improvements noted.

» Itis recommended that the decision process (JAD and Project) be updated to include a process to

communicate decisions to the project team and validate the DHS PMO and Unisys Leadership team is in Complete
agreement with the decisions



V&V Findings and Recommendations
v Project Management

23 Closed Risk - Lack of overall productivity since project inception. In an effort to more accurately and
effectively communicate and track IVV’s concerns about productivity, specifically regarding performance
against the project schedule, JADs, and execution of project management processes, IVV is closing this
risk and will be tracking these concerns at a more granular level. IVV is tracking the following productivity-
related findings: Closed

» Schedule - Findings 2, 26, 27, 31
* JADs — Finding 16

* Project Management Processes — Finding 32

* The ASI should produce, communicate, then execute a clear plan for addressing the project's productivity concerns
as they relate to lack of quality, poor customer service, resourcing issues, process issues (including JADS), Closed
schedule issues, and deliverable/documentation shortcomings.



V&V Findings and Recommendations
v Project Management

24 Closed Risk - Insufficient utilization of modern productivity tools (e.g. SharePoint). IVV maintains that
the ASI should continue to focus on improving the usage of information sharing and productivity tools, such

as SharePoint, however, is closing this risk in the June 2019 report as the risk to the project is currently low,

and has been accepted by the project.

» ASI should collaborate with DHS to identify a process and tools to improve ease of access to, and
dissemination of information.

Closed

Closed



V&V Findings and Recommendations

M

25

Project Management

Closed Issue - Insufficient written communication may cause confusion within the project team. IVV
observed progress made by DHS and the ASI in the June reporting period, including DHS entering past key
events into the decision log, and the ASI continuing to update the JAD calendar and conducting project
Stand Up meetings to share status and identify key activities in progress or planned in the near future.
Overall, IVV has observed enough progress to close this issue. However, specific concerns remain
regarding communication around architecture decisions and the decision-making process, both of which are
tracked under separate findings (#29 and #32).

Provide written documentation using the Controlled Correspondence Process or the Project Decision Log for
all activities or events that may impact the specific work assigned to staff, the schedule or the budget to (1)
clearly articulate the situation (2) document the steps necessary to overcome the situation (3) share with the
project team so that downstream impacts are identified (4) identify areas where the staff should be realigned to
work on unplanned activities, if necessary.

Closed

Closed



M

26

V&V Findings and Recommendations
Project Management

New Risk (escalated from Preliminary Concern) — Due to the lack of detail in the draft baseline
schedule, unanticipated schedule delays may occur. The tasks and activities listed in the project
schedule for the next 90 days have not been decomposed to a level to where actual progress can accurately
be measured. 1VV has become aware that some project leads are using Excel, Trello, or other tools to track
task and activity details within their respective areas of responsibility.

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

IV&V understands DHS and the ASI’s efforts to find 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



V&V Findings and Recommendations
v Project Management

27 Risk - The draft baseline schedule lacks proper resource loading which could result in unanticipated
schedule delays. IVV validates that this condition still persists in the latest published version of the
schedule (190614). IVV will re-review to determine if this condition persists when an updated schedule is
published. IVV notes that DHS and the ASI are collaboratively working to identify an appropriate level of M
resourcing tasks and activities in the project schedule, and that this finding was included in the DHS Action
Plan for the ASI in June 2019.

IV&V maintains this is a medium risk to the project as of the June reporting period.

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

* 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



V&V Findings and Recommendations

M

31

DHS and the ASI should work together to understand and update and re-schedule all late tasks as a
component of the baselining effort, to ensure schedule attainability.

Project Management

New Risk (escalated from Preliminary Concern) - 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. The baselined schedule ('190524 draft baseline’) accepted by DHS on May 25, 2019 has

182 tasks that are already late. This number has grown to approximately 200 late tasks as of the end of M
June.

Late tasks typically lead to overall project delays. One of the primary benefits of baselining a schedule is to
'true-up' progress and ensure that any and all late tasks are re-scheduled to a timeframe that they can be
accomplished. Itis not considered a project management best practice to baseline a schedule with multiple
tasks being recorded as late from the outset.

In Process



V&V Findings and Recommendations
v Project Management

32 New Risk — Due to inconsistent execution of the Decision Management process, the project may not
be tracking all relevant information, which could lead to a lack of awareness and an inefficient use of
time and resources. 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; Decision Date, Decision
Comments, Impact of Decision, Alternatives Considered, and/or Links to Supplemental Documents.

» The 'Impact of Decision' field is completed as 'Other' for many Decision entries, obscuring access to
important historical data.

If decisions are inconsistently logged and tracked, communication can become hampered and a common
understanding of decisions may be difficult to attain.

+ 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 backfilling missing data in the log at the earliest possible juncture, before the data to be entered
is forgotten.

New



IV&V Findings and Recommendations

M

12

13

Configuration and Development

Risk — Changes in direction regarding the preferred platform for portal development may impact

project schedule and cost. The ASI has reported they are working to update the Adobe change request

(CR) that includes migrating the KOLEA portal from LifeRay to Adobe at no additional cost to DHS and will

likely seek approval at the next CCB meeting. IVV will continue to monitor this finding until the CR is L
published and IVV can review.

IVV maintains this is a low risk as of the June 2019 reporting period.

Issue — Differing ASI and ESI expectations regarding DDI environments may impact project schedule
and cost. Documented environment plans have yet to be shared with IVV. IVV is unaware if ESI
responsibilities and contractual obligations upon implementation of the new environment plan have been

fully resolved. Until IVV has the opportunity to review this documentation, this remains a medium risk to the M
project. The ASI has stated that there is no difference between ASI and ESI expectations as the ASI BAFO
and contract clearly states 10 environments.
IVV maintains this is a medium risk as of the June 2019 reporting period.
Complete the CR process to obtain a Rough Order of Magnitude (ROM) estimate and/or impact analysis as In Process

appropriate.

ASI work with the State to reach a common understanding of the requirements for the BES DDI environments.
ESI and ASI work together to formulate an environment strategy that will meet the project platform and In Process
development needs and minimize impact to the State.



IV&V Findings and Recommendations

M

16

Configuration and Development

Risk — Lack of clear understanding of DDI approach may reduce effectiveness of JARs and JADs.
ASI efforts to provide packets/templates and other information before JAD and workgroup sessions has
improved understanding of the ASI DDI approach, however, DHS leadership and some participants have
stated that pre-read materials are not provided soon enough for them to properly prepare (in Appendix B,
IVV has provided 7 examples of this occurring from June 18 — June 28).

Further, some confusion around the ASI’s DDI approach continues. For example, during the first Eligibility

JAD (6/18/19), DHS SMEs asked to stop the session and for ASI staff to leave the room so they could get M
clarification on the JAD session approach from IVV and an experienced MQD analyst. SMEs expressed

frustration that they didn't understand the goal and intended outcome of the meeting.

While concern around the ASI’s DDI approach and JAD facilitation remains, IV&V has observed progress
being made in the JADs and the ASI continues to work to improve their processes and participant
understanding and involvement. IVV is downgrading this risk to a medium for the June reporting period, but
will continue to follow up on the above concerns.

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

S| provide an additional DDI approach overview session for stakeholders and allow for Q&A

S| 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
Sl and DHS accelerate review, resubmission and approval of an acceptable DDI Plan DED to facilitate

submission of DDI Plan deliverable

Sl submit DDI Plan deliverable and make it easily available to all project stakeholders

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, New
etc.), the goals of the session, as well as guidance on how to best provide feedback on what's being shown.






V&V Engagement Status

IV&V Budget
IV&V Schedule

IV&V Deliverables PCG submitted the final May 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 anticipated to be delivered in August 2019
(refer to the PPU submitted to CMS).

CMS Milestone Reviews The first CMS Milestone Review date has not yet been

determined.
IV&V Staffing IV&V is planning to add resources to the project in July.
IV&V Scope
The engagement area is The engagement area is ;h?]izzg??ﬁg(etgtt?}??v?\?es a
within acceptable somewhat outside acceptable gr i .
parameters. parameters. project quality and requires

immediate attention.



V&V Activities

* V&V activities in June reporting period:

Completed — May Monthly Status Report

Submitted — Comments on BI-06 DDI Plan, and BI-08 Technology Environments Specifications,
and BI-24 Organizational Change Management Plan

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

Ongoing — Review DEDs and Deliverables for BES project

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

* Planned IV&V activities for July reporting period:

Continued discussion and analysis of Medicaid Eligibility and Enrollment Toolkit (MEET)
requirements applicable to BES project with DHS PMO and BES Project Director

CMS E&E IV&V Progress Report — Draft submission

Ongoing — Observe BES JAD and Workgroup sessions

Ongoing — Observe Weekly Project Status meetings

Ongoing — Observe bi-weekly BES Project Risk and Issue meetings
Ongoing — Twice monthly IV&V findings meetings with Unisys
Ongoing — Participate in weekly DHS and IV&V Touch Base meetings
Ongoing — Review BES artifacts and deliverables



Deliverables Reviewed

BI-02 Project Status Report Deliverable

BI-05 Project Schedule Deliverable Baseline Draft Re-Assessment
BI-05 Project Schedule Deliverable Baseline Draft Re-Assessment

BI-06 Design Development and Implementation Plan (sections 2 and 4)
BI-06 Design Development and Implementation Plan (sections 1 and 5)
BI-06 Design Development and Implementation Plan (completed draft)
BI-08 Technical Environment Specifications — CNV21 Re-Assessment
BI-08 Technical Environment Specifications — DEV02B Re-Assessment
BI-08 Technical Environment Specifications — DEV21 Re-Assessment
BI-08 Technical Environment Specifications — DRX21 Re-Assessment
BI-08 Technical Environment Specifications — PRD21 Re-Assessment

BI-08 Technical Environment Specifications — SIT21 Re-Assessment

Weekly

190607 Draft
Baselined

190614 Draft
Baselined

05/31/2019

06/07/2019

06/14/2019

06/10/2019

06/10/2019

06/10/2019

06/10/2019

06/10/2019

06/10/2019

N/A

N/A

V0.6

V0.7

V0.8

V1.2

V1.2

V1.2

V1.2

V1.2

V1.2



Deliverables Reviewed

BI-08 Technical Environment Specifications — STG21 Re-Assessment
BI-08 Technical Environment Specifications — TRN21 Re-Assessment
BI-08 Technical Environment Specifications — UAT21 Re-Assessment

BI-24 Organizational Change Management Plan

06/10/2019

06/10/2019

06/10/2019

06/07/2019

V1.2

V1.2

V1.2

V1.3



Additional Inputs — Artifacts

Decision Log

Functional Design Action Item Process

MDM Consent and Referral Management Minutes

BES Risk and Issue Log (Excel)

JAD Calendar

BES RFP and Unisys BAFO
KOLEA Enhancement Schedule — MDM Accelerate Project
Administrative Hearing JAD Documents

JAD Process Improvement Plan (PIP)

6/5/2019

6/12/2019
6/19/2019
6/26/2019

6/19/2019
6/10/2019
6/18/2019

6/5/2019

6/12/2019
6/19/2019
6/26/2019

6/5/2019
6/19/2019

6/20/2019

6/14/2019

N/A

N/A

N/A

N/A

V2
V7



Additional Inputs

Meetings and/or Sessions Attended/Observed:

Project Status Meetings x4 (6/5, 6/12, 6/19, 6/26)

BESSD PMO, IV&V Weekly Meeting x4 (6/5, 6/12, 6/19, 6/26)
Internal PCG Team Meetings x6 [6/3, 6/6, 6/10, 6/17, 6/24, 6/27)
Monthly Change Control Board (6/5)

Draft Baseline Project Schedule Review (6/19)

Functional and Technical Standards Workgroup (6/6)

MDM, Consent Management, Referral Management Workgroup x2 (6/4, 6/10)
Appeals Workgroup Meetings x3 (6/5, 6/7, 6/21)

Common Functions Workgroup Meetings x3 (6/5, 6/18, 6/25)
Administrative Hearings JAD Session (6/14)

Eligibility JAD Meetings x3 (6/18, 6/19, 6/26)

IV&V/Unisys Findings Review (6/19)






Appendix A — IV&YV Criticality Ratings

A high rating is assigned if there is a possibility of substantial impact to product quality, scope, cost, or
H 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.

A medium rating is assigned if there is a possibility of moderate impact to product quality, scope, cost,
M 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.



Appendix B — Findings Log

+ The complete Findings Log for the BES Project is provided in a separate file.



Appendix C — Acronyms and Glossary

Acronym
APD
ASI
BES
CCWIS
C™M
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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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
\V[e]V] 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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Acronym Definition

SOA Service Oriented Architecture

SoOwW Statement of Work, Scope of Work

VVP Software Verification and Validation Plan

XLC Expedited Life Cycle



Appendix D — Background Information

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
+ BESDDI
+ 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.

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






2

Due to inconsistent execution of the Decision
Management process, the project may not be tracking
allrelevant information, which could lead to a lack of

awareness and an inefficient use of time and resources

Darren

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.

Darren

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.

mfors

Uncertainty and/or a lack of communication around
long term architecture decisions could lead to
unexpected impacts to project budget, schedule,
system design, and planning decisions.

mfors

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

Darren

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

Darren

Due to the lack of detail in the draft baseline schedule,

Darren
unanticipated schedule delays may occur

Lack of written communication may cause confusion

Jolene
the project team.

ient utiization of modern productivity tools

f
Sharepoint) miers

Finding - Risk

Finding - Risk

Concern

Concern

Concern

Finding - Risk

g~ Risk

Finding - Issue

Finding - Risk

BESIVV

BESIVV

BES WV

BES WV

BESIVV

BESIVV

BES WV

BESIVV

BES WV

6/28/2019

5/31/2019

5/31/2019

5/28/2019

5/28/2019

5/28/2019

5/28/2019

5/13/2019

4/30/2019

IV has observed that there s inconsistent execution of the Decision log
process. - Most entries are missing entry one or more of the following
important fields; Decision Date, Decision Comments, Impact of Decision,

If Decision I i ication can o

Appendix B - IVV Findings Log June 2019

- 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

Project Management . into the log to ensure . - Also Q32019 3 2 Low Open
g & Alternatives Considered, and/or Links to Supplemental Documents. - The  and a common understanding of decisions may be diffcult to attain. e P
, . ot . in the log at the earlest possible juncture, before the data to be entered is
Impact of Decision' field is completed as Other' for many Decision entries, ot
obscuring access to important historical data ©
Late tasks typically lead to overallproject delays. One of the primary benefits
f basel hedule i to true-up' progress and that any and all
. The baselined schedule (190524 draft baseline’) accepted by DHS on May 25, 01 Uoocy 6 2 Schedule i fo true-up” progress and ensure thatany and al gy 5} shouig update and re-schedule alllate tasks as a component of the
Project Management late tasks are re-scheduled to a imeframe that they can be accomplished. Itis June 2019 3 3 Med Open
2019 has 182 tasks that are already late § baselining effort, to ensure schedule attainabilty.
not considered a pr est practice to baseli
with mltiple tasks being recorded as late from the outset,
tis their and ensure
that their risk and their risk
aligns with the plan. This includes the following: - The plan states, "the
The Issue Log "Action Plan” field does not seem to be utiized for the action contingency plan is developed In the Contingency Plan fild and notes
plan, rather, it contains isk update notes. Further, the Risk log seems to be. & of the plan in the Notes filed. Ata
missing several fields that were dentified n the Risk X F: v track important isk details and mitigation plans can lead  minimum, monthly, the owner should record that the risk and the risk action
namely: Severity, Impact Cate rce, Probabiliy, Risk Triggering Event,  to increase impactful _plans stll appropriate”. - The Risk Management Plan states, "Risk tracking s ASAP o 0 NA Retired
Monitoring Plan, Mitigation Plan, Contingency Plan. Itis unclear if rsk tisks (schedule and budget) being realized. essential I This therisk
mitgation b current metrics and triggering events needed to make sure that the planned risk
project risks actions are working".. - The plan states, "Risk tracking i essential to effective
action plan m trics and
riggering events needed to make sure that the planned risk actions are
working".
Some platform and BES system architecture decisions have yet to be made
d socialized to th . For example, the AS| and DHS have stated that
and socialized to the project. For example, the ASI an avestatedthat d designshoud be N
they have reached agreement that the project will move forward with .
inclusive of all known future solution plans as possible. As an example, f tis D ] inany
implementing two Siebel instances (one for KOLEA, one for BES), but thisis not
i e o %" KOLEA and BES are to move to  single instance of Siebel i the future,
currently reflected i the project change log or the project decision log.
Project Management v prol 82108 or the proj & planning for that integration should be incorporated into the project now. If  Additionally, the project should vet possible architectural change impacts to  ASAP o 0 NA Open
remains unclear f the details of the rationale for this decision or the plan for o
such significant future changes are not planned for now, the projectis likely to. platform, M&0, MQD, and BES systems before finalizing architectural
integrating the t go-live have been and/or "
see increased complexity, rework, and costs when integrating the two decisions,
documented. Further, there may be some uncertainty around whether e
when/if al environments including KOLEA and BES production) willbe moved
to the cloud.
IVV has observed multiple CR that have been open for three months or more
with ttle updates and contingency planning communicated to the project.
lude: CR 2018-003a for use of Adob d o Liferay
was submitted on 12/12/2018, and it has had astatus of being ‘under When key project change decisions are delayed or put on hold, the project  In instances where CR delays are unavoidable, the project should document
evaluation’ 12/2019:and CR 2018- " may lack status and direction on proceed untila. action plans and risk mitigati dvance of final
P . . Q32019 o 0 NA Retired
opened on 2/8/2019 and put ON HOLD on 4/23/2019. Both of these CRs  final decision is made. This lack of direction can elayed or unpl ensure that projectin a timely
d are likely to i hedule, cost, or qualty manner.
future 1, schedule, and resources.
these CRs remain outstanding, there has been no formal communication of
action plans or risk mit is made.
tinclude all  and
most of the lead resources that are added to the schedule are largely
overallocated. The RFP and the ASI proposal both fully resource- “which' staff 8 on 'what'project
loaded project schedule. - ALL lead project staff are al tasks i obscured. Such of resultinItis ASI perform, at a minimum, the following: - Add
through the next 90 days. Overallocation ranges from 16 hrs/day to 136 unplanned schedule delays, and unobtainable task end dates and milestones.  al project resources to the project schedule. - Assign all project resources in
hrs/day. The ASI track resource i in the schedule is an indication that one or more of the planned 4 ~Level load
Project Management . . e . July 2019 4 4 Med Open
lead staff, which obfuscates transparency. - 'Unknown'project staff following may be occurring: v resources lish for ensure the schedule.
(dentify Mgmt Lead, Integration Lead, Siebel Dev Lead, OPA Lead, Bl Architect, the planned tasks in accordance with the schedule; tasks may not have been  If, b exist,
Data Architect, Tech Writer) are ALL ranges from fully decompy i not to onal resources as needed to meet the schedule.
v - 68,000 hours of work dto Unisys'. - have been fully planned out and/or assigned
There are over 19,000 hours of work assigned to 'DHS'. - There are over
7,000 hours of work assigned to DHS Technical.
1faltasks and actvites are not thoroughly decomposed in a common manner
The tasks and activites lsted in the project schedule for the next 90 days have B decomp
using MS Project it s highly likely that sub-plans recorded elsewhere wilat IV continues to recommend that all tasks and activities are thoroughly
not been decomposed to  level to where actual progress can accurately be
o v " Sena b, tmes notbein sync with and/or congruent with overal roject lans. This  decomposed by the ndividual projecteads,and thatsubsequent detasare 5 5 wed open
. " type of approach often times results in unplanned activity and/or project  properly added to the schedule for all current tasks, as well as those
Trelo, or other tools to track task and activty detals within their respective °
delays, and hinders the project's abiiy to sufficiently plan for the appropriate commencing within the next 90 days, weekly on a roling wave basis
areas of responsibilty.
resources to be involved in each task.
The Project Leadership Team (DHS and Unisys) does not provide written
documentation regarding significant events that should be communicated to o the Controlled
.
the project team to avoid confusion, validate DHS and Unisys have a common y or the Project Decision Lo for llactviies or events that may impact the
project team reg: z , shifting
understanding, and/or document required action for unplanned activties specific work assigned to staff, the schedule or the budiget to (1) cearly
of resources to new work and overall alignment of the project to the changed
P request to Unisys for the JAR/JAD corrective ! articulate the situation (2) document the steps necessary to overcome the  ASAP 2 2 Med  Retired
goals and objectives. It may also cause confusion within the project team
action plan (CAP); the delivery of the CAP from Unisys to DHS; e . oo bytne _ Stuation (3) hare with the project team 50 that downstream impacts are
regarding the. as agreed to by the
and/or acceptance of the JAD CAP; DHS request to halt the JAD sessions until oo oo stakehold e Y identified (4) identify areas where the staff should be realigned to work on
akeholders.
the CAP is approved; the lstof activities unplanned activities, if necessary.
review/approve the Project Schedule.
Usage of modern productivity tools re typically p &
and providing visbi that can awareness
and productivity as well as encourage project engagement. For example, while
some project information would be better stored in itis hat the ASI modern py ity ool (e
The ASI prefers to use traditional tools (e.g, Excel) 4 to modern, utilze traditional I to ensure effective use of more advanced tool
roject Monagement i ( same d shared use capabiltes 2 SharePoin st SharePoint  productiity capabie. Adtonaly, he ASIshould colaborate wth DHSto. . N Low retired
functionality and empower stronger collaboration on and sharing of project  Lists as up to date reps rinformation that can easily identify hat could in
information. be accessed, updated, fitered, and sorted (without the need to open a SharePoint Lsts for better shared use, easy access, and dissemination of
document). Often, stakeholders will avoid looking for information i they need information.

to search through SharePoint document ibrar
multiple documents to compile information that
Word/Excel document.

ries and then search through
buried in one or more

6/30/2019

6/28/2019

6/28/2019

6/28/2019

06/28/2019 - IVV validates that this condition stil persists in 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. IV will plan
to re-review to determine if this condition persists when updated schedules
are published and made available for review,.

06/11/19 5 Brown: The submission of BI 5 Project
Schedule s a point in time schedule. The AS| s actively
reviewing and updating the schedule, with a weekly
update provided to the client.

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

06/11/19 S Brown: The ASI requests specifics related
tothis finding,

6/26/19 - While DHS has indicated changes e
discussed, no clear details have been made available to IVV. Untilsuch details
are provided, IVV will continue to track this as a preliminary concern.

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

IV s 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 sing Adobe for
the KOLEA portal, and IVV has been made aware that executive-level

d taking LW
will continue to monitor this project area.

06/11/19'S 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 AS has identified
potential impacts to the project in our status reporting.

06/28/2019 - IVV validates that this condition stil persists in the latest
published version of the schedule (190614). IVV will re-review to determine if
this condition persists when an updated schedule is published. IVV notes that
DHS and the AS! are collaboratively working to identify an appropriate level of
resourcing tasks and activiies in the project schedule, and that this finding.
was included in the DHS Action Plan for the ASIin June 2019. IV&V maintains
hi as of the June

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

06/28/2019 - IVV validates that this condition stil persists in the latest
published version of the schedule (190614) IVV will re-review to determine if
this condition persists when an updated schedule is published. IVV notes that
DHS and the AS! are collaboratively working to identify an appropriate level of
task details in the project schedule, and that this finding was included in the
DHS Action Plan for the AS! in June 2019,

06/11/19 S Brown: The AS! agreed to add additional
detail once the schedule is baselined, as discussed with
the client,

6/28/2019 - IVV observed progress made by DHS and the AS! in the June
including DHS into the decision log,
and the AS continuing to update the JAD calendar and conducting project
Stand Up meetings to share status and identify key activities in progress or
planned in the near future. Overall, IVV has observed enough progress to
i However,
d

06/11/19 S Brown: The AS! disagrees with the rating of
thisitem. As evidence that written communication has
d i been provided, the AS! 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 Leadership
meetings and published agenda's and minutes. The
Al and client are also holding daily stand up meetings
to ensure the workgroups and JAD are progressing as
expected and taking any corrective action needed,

process, both of which are tracked under separate findings (#29 and #32).
i 3 asa concern. iscussi
with the DHS PMO and Unisys in separate meetings on 5/15/2019, IV
changed it from a concern to an issue as both DHS PMO and Unisys agreed
be formally d ted. DHS PMO y

prefer to use the Projects Decision Log vs. Controlled Correspondence, both
are good options. IVV notes the ASI provided the IVV with the Functional
Cycle Performance Improvement Plan 02092019 V3 (7).ppt that provides the

i d st tore-start the Sessior
IV also notes that DHS and the AS! have logged some of the past events in the
Decision Log. IV will monitor this over the next couple of months.

6/26/19 - IVV maintains that the ASI should continue to focus on improving.
the usage of information sharing and productivity tools, such as SharePoint,
however, is closing this risk in the June 2019 report as the risk to the project s
currently low, and has been accepted by the project. 5/22/19 - The AS! has
indicated that DHS approved use of some manual methods (e.
spreadsheets) over modern productivity tools (e.g,, SharePoint), however,
DHS clarif isalow
risk as of the May 2019 reporting period.

06/11/19'5 Brown: The ASl requests additional detail
regarding the classification and measurement of this as
arisk to the project.

is is not ths IV maintains th



23 Lackof overall productivity since project inception. mfors Finding - Risk BES IV

Lack of adedicated ASI Quality Assurance Teamis
2 Darren Concern BES WV
resulting in extended deliverable reviews

The AS! (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 priorites.

Darren Concern BESIVV

The Change R decision process is inordin;
20 e Change Request decision process s nordinately Darren Concern -
slow, which may delay the project schedule

‘The lack of an approved, baselined project schedule
obscures the ability of stakeholders to accuratel

19 Y v Darren Finding - Issue BES WV
measure project progress and/or impacts to the
schedule.

4/30/2019

4/15/2019

2/28/2019

2/28/2019

2/28/2019

Some of frustration that the project has not
met expectations and, though the project schedule has yet to be re-baselined
and finalized, there is 2 perceived lack of AS! progress over the past 7 months

Project Management

Project Management

(since Itis unclear if the ASI has.
accounted for or has a mitigation plan for this shortfall yor if
they can assure key milestones will be met now that JAD's have been put on
hold.

S| deliverables have consistently exhibited the lack of QA. Poor quality
(grammar issues, incomplete sentences, and content issues (duplicative

Appendix B - IVV Findings Log June 2019

The perceived lack of ASI productivity by the client can hinder client
engagement and negatively impact team buy-in and morale. Waning
productivity can lead to negative impacts to project quality, schedule, budget,
and resources and compromise the project’s return on investment. While the
S| maintains the project end date remains unchanged, it is not clear how this
can be verified given the unapproved schedule, JADs being on hold, and the
number of deliverables that have been submitted as draft and are still not
approved. This lack of productivity can result in unexpected schedule
extensions and budget cuts that could negatively impact the quality of project
deliverables as well as limit contract flexibilty.

‘The ASI should produce, communicate, then execute a clear plan for
addressing the project's productivty concerns as they relate to lack of quality,
poor customer service, resourcing issues, process issues (including JADs),

, and Additionally,  ASAP
the s that senior assigned and
effectively involved in the project, in an effort to improve quality and restore
confidence in the ASI's ability to effectively execute their contract.

1fthe AS! does not properly perform A, the onus for correction

content, , etc.) has several
unnecessary rounds of deliverable reviews. The ASI's draft PMP states that
quality assurance is performed through peer reviews prior to delivery,
however there has been no evidence to substantiate that this processis
utilized. Ifitis being utiized, it simply is not meeting the needs of the project.

One ASI staff member holds two positions on the team, including PMO Lead
and Data Conversion Lead. Due to the attention required in each of the roles,
these two roles are better resourced as individual, full time staff members.
“This finding is entered as a concern with further observation and discovery to
be conducted by IV&V.

IV&V has observed that the Change Management process, specifically the
Change Request decision process, has been inordinately slow, and certainly.
slower than needed for the project. The same Change Requests have been

jthout denial. These

include Liferay to Adobe; One Siebel Instance; Review Updated BPR Manual;
and IDM Migration. This finding is entered as a concern with further
observation and discovery to be conducted by IVV.

Despite on-going efforts to establish project management processes, the
project schedule baseline was neither completed by the ASI nor accepted by
DHS for the majority of the March reporting period. The ASI has made
assertions that delays on some tasks have affected the project timeline,
however without a completed baselined schedule, transparency in this regard
‘was obscured. The ASI has been re-structuring and baselining the schedule
throughout the month of February, with a goal of delivering the revised,

baselined v of February. not
delivered nor approved by the end of February, however, Gary Hirata, DHS
ported that a draft had been

shown to him on February 28. In anticipation of a draft project schedule being.
formally delivered in early March, this finding was iniially entered as a
concern. When the project schedule was not delivered in early March, this
finding was escalated to an Issue.

on yissuesthat  The ASI should i P process to
render deliverables as poor and/or unreadable. Poor quality results in  and quality (examples: for grammar, 3 w019
additional unplanned AS! rework and unplanned rounds of P , missing  and prior to delivery
IVV. Continued unplanned review cycles due to lack of ASI s likely to resultin  to DHS.
schedule delays,
If the single staff member holding both positions runs into unexpected

3 may end up gfromlack IV the Data Conversion Lead
N Q22019

of Both p y imp position are atfulltime levels
the success of the project effort.
Change Management is a process that requires some level of expediency. IV&V recommends that the project determines acceptable durations for each

step of the Change Management process, in order to ensure that they are fully Q22019
evaluated and adjudicated on a predictable and timely basis.

Delays in decisions regarding Change Requests can negatively affect the
project schedule.

IV recommends that the completed Schedule be utilized as both a guide
Withouta project team memb tasks and i to
and activities are due to be completed, and it is nearly impossible to fully ensure that all needed tasks and activities are executed in accordance with the
understand the impact of delayed tasks. Without an realistic, approved detailed dates within the plan, with adherence to the Schedule Management  Immediately
baselined the project s likely to ines without Plan. used top i d
knowing the overall impact to the project. activities are in-flight, their status, key resources involved, and downstream

dependencies, and should be reported out to DHS weekly.

High

High

Retired

Open

Retired

Retired

Retired

6/28/2019

3/13/2019

5/31/2019

5/31/2019

6/23/19-Inan
track IVV's
against the project schedule, JADs, and execution of project management
processes, IVV i closing this risk and will be tracking these concerns at a more
granular level. IVV is tracking the following productivity-related findings- *
Schedule - Findings 2, 26, 27, 31 + JADs — Finding 16 » Project Management
Processes — Findings 30, 32. 5/31/19 - While both the PMP and Project

d in May, IV bout the overall
productivity of the ASI. Some observations and concerns are below: - There
7 has re originally

scheduled for completion in June 2019 are now slated for completion in
December 2019 (when comparing 11/24/2018 schedule and the 5/24/2019
schedule). - DHS leadership remains concerned that the project team's overall
lack of experience hasled to several unproductive meetings/work sessions
and delayed project activities. - Itis unclear if ASI leadership shares the DHS
perception of a lack of experienced BA Leads - Unisys has stated that an action
plan document is underway to address productivity and quality concerns,
however this plan is largely undocumented. As part of this action plan, the ASI
h ided , however, ch reflecta
reshuffle of existing resources and therefore may not sufficiently address the
team's overall perceived lack of experience. IVV is aware that the AS| i taking
Steps to make improvements in certain areas, such as improving their QA
‘approach, and analyzing the project schedule to identify activities and tasks
that are candidates for fast-tracking, in an effort to increase productiviy.
Additionally, the ASI received approval to restart three workgroups in May.
Despite some improvements, IVV maintains this s a high risk to the project as
of the May 2019 reporting period, and will continue to monitor productivity
improvement efforts. 5/6/19 MF - AS! leadership maintains that the project is
progressing ted and f lack of
productivity is unwarranted.

06/28/2013 - There was an insufficient volume of new ASI deliverables in June
by which to re-assess this item. IVV will continue to monitor this concern until
more net new ASI deliverables can be validated as having increased in quality.
05/31/2019 - The QA Team made strides in May. The ASI developed and

delivered QA Pr training to is staff.
seemed to improve with the delivery of BI-24 in May. Improvement will be
monitored as d

delivered by the ASl. Other deliverables reviewed in May were re-submissions
of deliverables that had already been submitted multiple times. IV&V remains
concerned that the quality effort is made up solely of PMO staff as opposed to
3 dedicated quality assurance team. ~4/30/3019: Before the end of the month
of April, the new PMO Lead was also named as QA Team Lead.  IVV will keep.
this open as a preliminary concern to be further monitored in May.

3/13/19: Unisys introduced Vic Dudoit as the new PMO Lead for the project.
The addition of Mr. Dudoit alleviates the concern, which is now retired.

05/31/2019 - IVV i closing this concern, and opening new related concern #
28. 4/29/2019 - IWV has no material update for the April reporting period. In
May, DHS to better

information being provided by the ASI, and will ither substantiate this
concern, or close it. 3/26/19: No change. The process s slow for the reasons
stated by DHS below. IV&V will continue to monitor this concern and CRs as
they come in. 3/6/2019: The DHS PMO noted that the CRs to date have been
fairly large, and there have been many questions about the ROM and Project
Impact Assessments (P1A) given. The decision process in these situations needs
to funds properly.
IV&V willinvestigate further, and make recommendations for target
timeframes or other process improvements,

05/31/2019: DCF
been resolved, and DHS has provided conditional approval of the deliverable
0n5/24/19. As such, IV s closing this finding, however will continue to
review and w
has opened three new findings and/or concerns related to the conditionally.
approved baseline schedule (s 26, 27, and 31). IVV s closing this issue as of
the May 2019 reporting pe 04/30/2019: The AS! py draft
revisions of in April
previous months. IVV provided DCF comments to DHS and the ASI, and also
provided DHS with aist of priority recommendations for incorporation, to

o i igh, logical, ble, and to
acceptance. IVV will continue to monitor the progress the ASI makes on
developing the project schedule. IVV maintains this is a High risk to the
project as of the April 2019 reporting period.  3/26/2019: IV&V has no
material update on this issue for the March report. A draft copy of the
schedule was presented and delivered on 3/27/19. IV&V would like to review
and analyze the schedule before taking any further action on this finding.
3/11/2019: This has been re-prioritized as an Issue. The lack of an approved,
baselined schedule is currently impeding transparency into schedule impacts

due to CRs and other project events. The project schedule was promised to be

delivered at the beginning of February, then moved to the end of February,
‘and now in the last half of March. IV&V acknowledges that Unisys is currently
working to complete the project schedule.

06/11/19's Brown: Inere 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 specifically: 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 is no
specific JAD named, the ASI contends that itislikely
the latter, and f so, is a sign of collaboration between
the ASI and client. 2. as to the concern that the project
team's overalllack of experience, the AS| requests
specific detail as this s a very high level and broad

h t. The Asl ble and
quantifiable metric of this item - 10% of meetings, 30%
of meetings or just a couple. 3. the ASI requests
clarification and quantification on lack of experience,
given that numerous team members have multi
project and multi year experience specifically in
Integrated Elgibilty and complex Systems Integration
projects. 4. regarding whether AS| leadership shares
the DHS perception of a lack of experience, the AS! has
assessed a need for additional training for BA's
supporting Kolea. A training schedule has been
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 clarification 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
by IV and V. 5. The ASI directs IV and V to the meeting
agendas and associated minutes for the Design
Leadership meetings held on a weekly basis for

06/11/19 S Brown: The AS! has provide an additional
QA training session to the team. Peer review is
required prior to submission for QA. The ASI 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 s occurring in the expected
timeframe.

3/13/19 Bill Thornton, Unisys:  AS! agrees with
dded

time, dedicated  resource for the PMO Lead

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

Jolene Finding - Issue

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 SI DDI approach may

e inding - i
reduce effectiveness of JARs and JADs. mfors Finding - Risk

BES WV

BES WV

BES IV

2/27/2019

1/16/2019

12/17/2018

Project Management

Project Management

Configuration and

IV s concerned that there are few issues raised by the project team. IV
was only ly approved and
are in the early stages of identifying and managing ssues; and that JAD
sessions are on hold until the PIP is completed. However, requirement
research to include DHS/MQD/BES discussions and research of the KOLEA
In Project meetings, DHS has asked the ASI

KOLEA, and BES has offered to assist the ASI on multiple occasions. Issues are
aproven method to manage tasks/activities that are in question and work to a

common resolution between DHS and the project team. At this phase of the
project,itis typical for there to be many issues raised by the project team as
requirements are researched and discussed with the users (DHS

. This concern req

discovery by IWV.

The lack of a deliverable review process, delays occurring in the DED review
and approval process and final approved DED's may resultin the ASI to
deliverables for
‘within a short time frame. Following the early identification of this sk, DHS,
ASI and IV met to gain  better understanding of revised deliverable
schedule. The ASI has not published an updated schedule (as of the end of
January), therefore it is unknown at this point when the project deliverables
willbe available for review.

Several DHS stakehold that the SI Design,
and (DDI) approach is unclear.
observe Sl activity and have participated in some Sl activities, they do not

The absence of any recorded issues could lead to a situation where the end
meet the b ds or intent of the

some or multiple areas. The sooner issues are identified and resolved by the

project team, the less potential for the impact to the project.

An unusually high number of deliverables submitted for review in the same

general time frame may be more than available State staff are able to process

in desired review cycle times. This will i turn cause new delays in approvals of
g the risk for negative

impact.

understand how it allfits together and unclear.
‘The $I conducted a DDI approach overview session during an initial JAR

session, o IV&V did not locat

DI approach documentation or materials that could be referenced by
stakeholders who may have missed to the overview session, by new members
of the team, or by other interested parties.

Lack of stakeholder buy-in to the S1 DDI approach and
project activity objectives may reduce the effectiveness of JAR and JAD

sessions as well as other BES project activities and decisions.
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5/31/2019 - IVV recommends the decision process JAD and Project) be
updated to include a process to communicate decisions to the project team
and validate the DHS PMO and Unisys Leadership team is in agreement with
the decisions. One option is to review the decision log during the project
status meeting and DHS/Unisys internal team meetings. This willid in the
validation step of the decision and identification of possible downstream or
cross-functional impacts of a decision.  The DHS and ASI leadership team

p identify h
they are resolved pprop:

tive and overall
success of the project.

Options to mitigate the risk include: * Prioritizing the deliverables to identify
those that should be reviewed first based on the criteria of schedule impact
and/or ; * Review 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 criteria that must be met to achieve final approval,

PCG recommends one or more of the following to mitigate this risk: + S|
provide an additional DDI approach overview session for stakeholders and
allow for QA « S1 provide DDI approach documentation/materials for
refresh the
Is could be made « sl submit DDI
Plan deliverable and make it easily available to all project stakeholders

* Addition of

Requirement Phase
Concludes

Unknown at t

1/31/19

Low

Retired

Retired

Open

6/24/2019

6/24/2019

6/24/2019 - DHS and the AS! are actively and consistently updating and
maintaining the project issue log, action items in the JAD and Workgroup.
meeting that have re-started, Project Status issues and action items. The
action items and decisions are maintained within SharePoint so that al project
team members have access and they are reviewed/updated in the appropriate
meetings or project requirement sessions. IVV is closing this issue, due to the
improvements noted. 5/31/2019: IWV notes continued improvement in the
tracking of action items, issues and decisions during the committee meetings.
Currently the the
DHS PMO provided Unisys approval for some of the JAD sessions to move
forward. On 5/15/2019, IV noted to Unisys that some of the decisions in the
decision log were in a in proress' status however, the Decision process for
the JAD. d Project (ct not provide the
process to close these decisions. Subsequently, Unisys has placed these
decisions in a closed" status. IVV is concerned that decisions made are (1) not
communicated to the project team, and (2) validation of the decisions made by
the project t pported by the projects leadership team and
stakeholders, when appropriate. IVV is escalating this to an issue until
validation from both DHS PMO and Unisys i received and the process is
updated to step. WV
items, decisions, ssues and risks. 4/30/2019; IVV notes improvement in the
mmitt ns in that data is ptured to improve

tion items to status. IVV notes
decisions are now logged in the Project Decision Log however, some are noted
with a status of In Progress;. IV wil further research and discuss with the

h finalize the
decisions to avoid confusion with the project team.  IVV will keep this concern
open untilthe JAD d conducted
‘one month to ensure consistency and execution to the defined process.
03/31/2019; DHS, Unisys and IVV met to review the process to manage
items and decisi the Reqy

JAD sessions on 3/25/2019. Action items will be maintained in each of
Requirement d JAD Meeting Minutes,
logged in the Project Decision Log to provide an audit trail of decisions. Round

is committed to and
deliverables as quickly as pos
deliverables

they will review
le. Specifically, in June 2019, three major

returned to the ASI by Bl
8 Technology Environments Specifications, BI-24 Organizational Change
Management and Stakeholder Communication, and Section 1and 5 of B1-6 DDI
plan. Allthree were completed by the due date. Additionally, the ASI weekly
status he status i

future required long with in the
weekly project Stand Up meetings. IVV is closing this risk, however, wil
continue to monitor the flow of deliverables to be reviewed, specifically as
functional and technical design documentation is delivered. 5/31/2019 - DHS
provided the AS| with conditional approval of the Schedule on May 24, 2019,
IV is in process of reviewing the revised schedule and will provide an update
next month to determine if this risk s still valid. IV maintains this is @ low risk
as of the May 2019 reporting period.  4/30/2019 - A revised draft of the
schedule was published on April 12, 2019 and has stillnot been approved. IVV
plans to review and ing
action on this finding. The AS! is also working with BES/PMO to identify
deliverable review/approval process changes to streamiine the process. As
many of the up-front deliverables have been approved, IVV dropped the
priority of th to Lowin the April period. WV
will continue to monitor this isk. 03/31/2019 - A draft version of the
schedule was presented and delivered on 3/27/2019, however V&V would
fike to review and analyze the schedule before taking any further action on
this finding, and anticipates having a more detailed update in the April report.
g is month in d the
Project Team adopted, a deliverable review and approval process. The AS| has
ot yet published the revised project schedule. Itis noted many of the DED's
pproved, however impact will
the revised schedule is published. 01/31/2019 - The ASI has not published
the revised schedule yet. We will continue to monitor thisrisk.

6/26/19 - ASl efforts to provide packets/templates and other information
before h d Ast
DD approach, however, DHS leadership and some participants have stated
that pre-read materials are not provided soon enough for them to properly
prepare. Examples include- Eligibility JAD 1 Session 2 Agenda - Sent - 6/18,
4pm - Session - 6/19, 9am Eligibility JAD 1 Session 5 Agenda - Sent - 6/25,
6pm - Session - 6/26, 9am Elgibility JAD 1 Session 6 Agenda - Sent - 6/26,
8;30 pm - Session - 6/27, 1pm Common Functions JAD (Agenda; Use Cases;
Functional Design) - Sent - 3pm, 6/27 - Session - 8am, 6/28 Common
Functions JAD (Agenda; Use Cases; Functional Design) - Sent - 11am, 6/20 -
Session - 8am, 6/21 Administrative Hearings Workgroup Agenda - Sent -
8;30pm, 6/26 - Session - 9am, 6/27 Administrative Hearings Workgroup
Agenda - Sent - 5pm, 6/27 - Session - 9am, 6/28 Further, some confusion
around the ASI's DDI approach continues. For example, during the first
Eligibility JAD (6/18/19), DHS SMEs asked to stop the session and for AS| staff
to leave the room so they could get clarification on the JAD session approach
from IW and MQD analyst. frustration that
they didn't understand the goal and intended outcome of the meeting. While
concern around the ASI’s DDI approach and JAD facilitation remains, IV&V has
‘observed progress being made in the JADs and the ASI continues to work to
improve their d dinvolvement,

is downgrading this risk to a medium for the June reporting period, but will
continue to follow up on the above concerns. 5/31/19 - The DDI Plan largely.
| rework, as only two of 2

delivered for review in May (5/31). Additionally, walkthrough sessions will be
planned as-needed, upon review of each section. IVV continues to have very
o the vendor's SLOC methodology and approach, largely as a

'8 DDI Plan. Given the del the Plan, and
the lack of understanding of the ASI's DDI methodology, IVV is escalating this.
risk to a High risk in the May reporting period. 4/29/2019 - IVV and DHS have
fed feedback on the DDI Plan and the ASI rework is ongoing. IVV.
" A5l provide of the f the DDI
Plan. ASIand DHS are currently leveraging weekly meetings (Thursday's) to
increase understanding of the AS| process and to collaborate on JAD session

1/7/19: Note. During the 01-02-18 [sic]

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

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

06/11/19 S Brown: The As! disagrees with this finding
and associated rating. The DDI plan has been
presented to the client in 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

DHS did not decline the offer and made suggestions.
To my understanding, Unisys offered to present the

isin the process of on

the DCF comments, with many of them from IV and

that have been very high level and needed clarification
yto

JAD session.
by DHS that the pre-JAD packet be placed in the
For new

on how the this
project. There are two remaining sections along with

JADS, a separate orientation before the JAD should be
held for those new participants.

il due to the client this week.
Walkthroughs will be scheduled as needed.

1/3/19 - Unisys (8ill Thornton) reports that they
offered to provide the approach materials in the pre-
JAD package and conduct an overview prior to each
JAD session, however, DHS has declined this offer.
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The Decision Loglacks data elements needed for
tracking and reporting on key Project Decisions, which
may hamper discovery of decisions.

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

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

Darren
Macdonald

Darren
Macdonald

mfors.

Finding - Risk

Finding - Risk

Finding - Issue

BES WV

BESIWV

BES WV

11/27/2018

11/27/2018

11/28/2018

Project Management

Decision L
reporting on Decisions such as: Decision Types, Decision Sub-Categories, etc.

The process by which key project decisions should be added to the Decision
Logis undefined and unclear. While itis not realistic to add each and every

tion and

detailed 2 Decision Log, d

v be added to the
log versus which decisions should not be added to the log

The ASI has requested development environments to support BES DDI that the
existing on-premise infrastructure may not support. There is discussion that
the underlying challenge relates solely to the number of environments, in fact,
the ASIis not requesting more environments than specified in their BAFO. The
AS|is requesting development environments for the BES Project that are
aligned with the platform and application software upon which the BES

If material data about the decision is not tracked and recorded, the Project

for tracking and may miss opportunities to benefit from trends in key decisions. Additionally,

Appendix B - IVV Findings Log June 2019

DHS, the ASI, and IV&V meet to determine all elements needed to support the
Decision Log and associated processes. Following that activity, V&V

capture may hamper

a d ultimately
obscure discovery of key decisions by project

he DHS sh: Decisions log is updated to reflect all

If guidance is undefined/unclear on how the Decision Log will be utiized, it is
highly likely that the log’s purpose will not be met. Decisions at a too-detailed

level will ‘clutter” the log, and decisions at a too-broad level will cause
b both of which

to be unaware of such decisions. The impact of both may cause rework in the.

project, which could lead to project delays and diminish project quality.

If the ASI s constrained by having to develop the BES solution in the e»
Kol

are up to date), the quality of the BES solution may be negatively affected. The

solution will reside in production. It is IV&V nat the existing
KOLEA development environments have not been kept up to date (e.g., tool
and operating system patches and updates) and that a concerted effort to

Confi
Develoy

pment

bring would be necessary if the ASI could use the
KOLEA environments. However, since the BES solution is planned to be
implemented on a higher version (version 17) of Siebel than KOLEA uses
(version 15), the ASI cannot use existing KOLEA environments even if those
environments were up to date for their platform versionls). The Project

that align with
environment and platform. The cost impact of acquiring suitable development
environments could be substantial. The Project s tracking this and has rated
the ESl and Yellowin
nevertheless, IV&V considers thisrisk to be Red due to the level of complexity
and potential cost and schedule impacts.

prior to

roll-out or go-live. Nuances between Siebel versions, among other supporting

software versions, between development and production can cause
unexpected defect: annoying. C

is a task that, from all
by the ES1 or DHS. C it

IV&V recommends that DHS, the ASI, and IV&V meet to determine the
P be used to identify the of decisions that
willbe entered in the log. This information should then be recorded in the
Project Management Plan, Communications Plan, or other appropriate
document/artifact

« ASI work with the State to reach a common understanding of the
requirements for the BES DDI environments. » ESI and AS! work together

formulate
n of

that will meet the a

new or re-purposed environments is complex and will require time and effort

from DHS, the ES, and the ASI. The contract details, particularly around the
P ost of creating, and
potential v ulti "

DHS. Both of these impacts may subsequently cause delay to the BES project

schedule.

and minimize impact to the State.

First Key Decision

First Key Decision

rto
1201¢
4 ai019

Low

Med

Retired

Retired

Open

5/31/2019

6/24/2019

/2019: As h: meet
the needs of the project, IVV is closing this finding. However, IVV maintains
that related finding #14 and new finding #25 are valid and remain open as they
focus more on the project’s decision making process and execution. IV is
closing this risk as of the May 2019 reporting period. 04/28/2019 - The ASI
and DHS have come to agreement as to how the log willbe utilized. Nested
directories will be utilized in the SharePoint Decision Log. IVV will continue to
monitor this isk in May to ensure that the SharePoint Decision Log data
elements mirror the needs of the revised Decision Management process.
IV&Y maintains this s a Low risk to the project in the April 2019 reporting
period. 03/26/2019. V&V has no material update to this risk. Review of the
third draft of the PMP is complete, however the Decision Log data elements
were stil not included. IV&V is adding a comment to the PMP document DCF
to to this item, information in
the Aprilreport.  02/28/2019: No Change. Review of the second draft of the
PMPis 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 inital review
of the PMP. 12/31/18: No change. The necessary data elements for the
Decision Log have not yet been finalized by the AS| or PMO. Itis assumed that
this may be documented in the Project Management Plan, which has not yet
been delivered to DHS. 12/6/18: Rated Low by the analyst due to only one
Decision in play at this point in time.

was agreed to by the
S| 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 Pr 05/31/2019- the decision
log process was reached in May, IVV observed that execution of the process is
inefficient, preventing the project from benefitting from a clear decision-
provided
below: There are very few ‘project-level decisions recorded in the Decision
Log; most Decision entries are MOM Workgroup-related, or have been carried
There
fields provided on the log. 15 of the total 18 Decision entries are missing one
or more of the following important fields; Decision Date, Decision Comments,
Impact of Decision, Alternatives Considered, and/or Links to Supplemental
Documents.  The ‘Impact of Decision' field is completed as ‘Other' for most
, ob i On the
positive side, the AS| modified the Decision Log in late May log to allow for
recording outstanding (not yet made) decisions. This will assist in ensuring that
outstanding decisions can be prioritized and made in a more expedient
manner. This ing #25. IV
is amedium 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
be utilized in int Decision Log
g levels of d for the project. IVV will
continue to monitor this risk in the May to ensure that the revised approach
and new process is successful, repeatable, and meets the Decision
the project. V&Y isa Lowrisk to the
projectin the April 2019 reporting period. 03/26/2019. V&V has no material
update to thisrisk. Review of the third draft of the PMP is complete, however
the Decision Log parameters were stil not included. IV&V is adding a comment
tothe PMP. Fto cention to this tem,
having additional information in the April report.  02/28/2019: Review of
the second draft of the PMP is complete, however, the Decision Log process
was ot present n the second draft of the PMP. 01/29/19: No change.
Review of the draft PMP is underway, however the Decision Log process was

6/27/15 ~ Documented environment plans have yet to be shared with IVV. WV
is unaware if E51 responsibiliies and contractual obligations upon

of plan have been Until
IV has toreview th thi di
risk to the project. The AS! has stated that there is no difference between AS|
and £sI the ASI BAFO
5/31/19 - DHS has i Asih; ided them
ith plan, however, thi d plan has not been

shared with IV&V, and nothing was entered into the Decision Log in relation to
this topic in May. IVV maintains this is a medium risk as of the May 2019

1/4/2019, Doug Murdock, CIO - ETS: DHS is aware of
issue and we are working with

reporting period. 4/29/19 - The AS! has "
may change, and
are ongoing. These changes could significantly impact ES1 and ASI
ibilties and ultimately imp: i
AS! work quickly to solidify o
1

IV recommends
with the

ppropri To
date, there between ESl and number of

Oracle, Unisys and BIAS to find a resolution. BIAS and
Unisys have indicated a need for more environments
than expected and we have a disagreement about
exactly what the contracts require or allow. We had a
big meeting at Unisys to discuss the problem and BIAS
and Unisys have submitted preliminary solutions. Both
e

environments to be provisioned and the platform (on-premise vs. cloud) to be
used. DHS has indicated they are waiting for the newly hired DHS Enterprise.
Officer g this topic further. This lack of
resolution may have contributed to the ASI decision to move their
development environments to the cloud, therefore, IVV has now
characterized this finding as an issue. 3/27/19 - Itis IV&V's understanding
that, in an effort to mitigate the current need for a development environment,
Unisys s in process of provisioning and standing up an Oracle Cloud

. s be ready for use

of April. It remains unclear if/h

for the funding for this environment is envisioned by DHS 3/13/19 - February
comments corrected as noted. 2/28/19 - The AS! has stated their intention to
implement development environments in the cloud and will soon submit a
proposed solution to implement this change. Costs to DHS remain unclear.
Some environments will remain on premise and be managed by the £Sl (e.g.,
the DR environment). ASI has also stated their intention to utilize cloud

& regard to Unisys off-

solutions
cloud and they 1 plan to

06/11/13 S Brown: The ASI disagrees with the rating of
this item. We request quantifiable and measureable
criteria be provided that rates a maturation of a
process such as the use of the decision log as a high
impact risk. 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 is a
risk. The ASI provided updated documentation on the
agreed to decision log process as part of the PMPin
the reporting period.

06/11/19 S 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 of lift and shift capability of
the existing Kolea environments to the cloud. The.
client has escalated issues to the ES! in a timely
manner.
3/13/19 Bill Thornton, Unisys:

*ASI hassubmitted a proposed solution for the
environment ssue - not a no-costcR.
2/6/19, Bill Thornton, Unisys: ~ Findings and
Recommendations (#13) - Configuration and

meet with both next week and | have a meeting with
Oracle on Thursday to discuss price of cloud capacity.
We recently signed the year 2 extension for BIAS and
there s a priced option for them to build the
environments. | would also note that Unisys has a
deliverable for their environments plan that we have
not received yet, so | believe requests for
environments without an approved plan is premature.

~This issue was
entered into the risk  register on December Sthnot
1/30as implied in this risk  write-up.

12/6/18, Keith Stock, Unisys: 13) The comment that
the ASI vendor is requesting “additional
environments” is misleading. The AS vendor is
requesting the number of environments as described
in our proposal and subsequent contract. The
recommendation that the ES1 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 additional
costto the state.
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Changes in 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 (BI)/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.

Finding - Risk

Finding - Risk

g~ Risk

BES WV

BES WV

BES WV

11/28/2018

11/28/2018

11/28/2018

Configuration and
Development

Configuration and
Development

Configuration and
Development

‘The project intends to utilize Adobe as the preferred platform for portal
d of LifeRay (which is  used for the existing

KOLEA portal platform), as the BES project dobe Forms
is currently out of scope for the BES portal butis in scope for BES PDF
production. This decision represents a change in scope and requires a CR,
‘which is currently in process. AS! has given DHS a Rough Order of Magnitude

i change request to implement Adobe as the BES portal
solution, there will be a significant impact to the project budget. The ASI has
stated that if the
impacts as they need to staff for the appropriate skillset. AS| has also stated

(ROM) estimate of $2.8 million for this CR and h:
PIA. As of the date of this report, the Project s tracking this as a Top Level
Issue. Itis unclear if DHS will be able to fund this CR or if it wll involve de-
scoping/scope swaps.

The project intends to utiize OBIEE, instead of Cognos, for the BES project
b el The Change Request (CR) for this

they may ing a solution in LifeRay untila CR s executed to move
to Adobe.

& been drafted and is
Unclear if DHS will be able to fund this CR or if it willinvolve de-scoping/scope
swaps.

Di need for single vs.

Siebel to support the ability to share data between MQD and BESSD. Although

the ASI's BAFO proposed dual instances and the AS! has indicated the need to

memorialize this in the project Decision Log, DHS has expressed an interestin a
introd

impact to the project.

‘The ASI is currently tracking this as a high risk to the project and has indicated

this could incur a 1 year delay. Details of moving to a single instance have yet

to be resolved. Such a move would be out of scope of the existing contract.
one versus Siebel could impact

t0 scope, cost and schedule.

IV&V has insufficient information to fully analyze the impact(s) on this project,
thus y been assigned until be

performed.

“This scope change could introduce a significant cost/schedule impact to the
project. A decision to move forward with one versus two Siebel instances could
result in additional project costs and schedule delay, and would likely be a
significant effort that is out of scope of the existing contract,

If the decision is delayed, the vision of data sharing between the departments
could be compromised. The sooner this decision is finalized, the beter the

chances for successful mitigation in the best interest of the project.
t
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« DHS request more details from the ASI to better understand the details

around such a high cost to move to an Adobe-based BES portal solution. » DHS

Asito Ast's to
begin her areas of design
and development.

« Complete the CR process to obtain a Rough Order of Magnitude (ROM)
estimate and/or impact analysis as appropriate

1. Work collaboratively (DHS, AS! and ESI) to develop a long term
infrastructure strategy along with 5+ year ROI, cost/benefit, license strategy,
and risk proposition that includes an assessment of  single vs. dual instance
assessment.

Record the decision in the Decision Log - even if the decision remains within
project scope ~ to memorialize the outcome and alleviate the impact of the
topic resurfacing later.

Q12019

Q12019

Q12019

Low

Low

High

Open

Retired

Retired

2/28/2019

5/31/2019

6/2//19 - 1he ASI has reported they are working to update the Adobe change
request (CR) that includes migrating the KOLEA portal from LifeRay to Adobe at
10 additional cost to DHS and willlikely seek approval at the next CCB meeting.
IV will continue to monitor this finding untilthe CR is published and IVV can
review. 5/22/19: DHS and ASI negotiation with regard to this change request
are ongoing, been
finalized, and there has been limited communication to the project. IVV is
‘opening two new findings related to this one, focusing on the communication
around outstanding change requests (#28), and long-term architecture
planning (#29). IVV maintains this is  low risk as of the May 2019 reporting
period. 4/29/19 - The ASI has indicated that they may be able to lower the
original cost estimate of the move from Liferay to Adobe. However, no
this CR or PIA

IV will continue to monitor thisrisk and review detals as they become
available, and maintains this is a Low risk to the project n the April 2019

3/27/19- V&V date to this risk and is not f
further PIA detail 2/28/19- the PIA
estimate indicates a discrepancy between the hourly rate quoted in the Unisys
proposal and rates quoted in the PIA. DHS has requested the AS| provide a
more detailed PIA with itemized costs/tasks. 2/13/19 - A Project Impact
Analysis (PIA) was submitted by the ASI, with a cost estimate of $3.76M.
1/31/19- A project impact assessment (PIA) is being created by the ASI. The
AS! pr the overall M. Asi
has estimated annual icense costs for LifeRay to be $80k/yr and Adobe at
$140K/yr. 3/1/19 - The ASI has provide PIA (detailed CR estimate) but DHS has
requested the AS| update to provide itemized costs to help them understand
the seeming high cost. Unclear how much of the existing KOLEA Liferay portal
solution will the new could
help reduce the cost. 12/29/18: A CR was initiated by DHS and provided to
Unisys in December. An Initial Business Review (1BR) of the CR was originally
scheduled for 12/28/18 but subsequently moved to early January. The IBR
confirms the CR goals. The only impact identified to date is an increase in
licensing costs. The CR has not been evaluated for impacts to ASI vendor costs
o H dob .

3/27/19- No change. 2/28/19 - AS! has stated the move to OBIEE willincur no
addition cost to DHS and willsubmit a no cost CR. 1/31/19 - No
progress.12/31/18: A draft CR was initiated by DHS but has not yet been
provided to Unisys to start the change management process. The draft CR
contains no stated , project cost, or
(e.8., licensing, et al). This low criticalityrisk remains open pen

of the CR process.
5/22/19 MF - Indicat that the ASI will utlize

forward, with an oving il happe
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 risk given that the decision appears to have been made,
however is opening a new risk (429) specific to the decision-making process
and garding archit i h as this one. IVV is
closing this risk as of the May 2019 reporting period. 4/29/19 - The AS! has
indicated that their original architecture strategy may change, however,

\g completion

garding These
impact €Sl and ultimately
impact IVV recommends DH work quickly
v plan with th wellas
i Asl has DHS intends to
defer merging to a single instance post BES DDI. IV will seek to validate and
gather more i this decision. WV 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 if 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 initiated a CR in order to better
understand the associated costs of the single instance. This rsk remains open
with high i ighp longer the
decision is pending. 1/31/18 - AS! has provided DHS with Use cases which
DHS has reviewed. DHS to determineif a CR will be submitted to develop ROM
pricing and schedule impacts for a single instance. 12/31/18: DHS PMO is

s that wil the DHS by d (e, the
overarching need for all of DHS vs only BESSD), and intends to discuss the
business need for a single instance with Unisys in January to help bring about

urgency. This risk remai

an the imp
toincreasingly high potentialfor rework the longer a decision is
pending.12/6/18: The language about a CR caused the finding to be a bit
the language. simply to state
P 3

06/11/19'5 Brown: The AS! disagrees with the finding
that there is imited communication to the project on
this item. Itis statused on aweekly 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
e By Adobeisa By
andthe  composite rate does not apply. We will
Update the PIA with effort  and the roles utilized.

12/6/18, Keith Stock, Unisys:10) We agree that this
“decision” needs to be finalized and memorialized.
However, we are unclear as to how a potential change
request i.e. potentially changing from the proposed
dual instance approach to a single instance) s a high
risk 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 risk. 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.

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 s not fully
documented and approved, which could delay Change
Requests and affect scope, schedule, cost, and quality.

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

IV&V has observed that DHS has not designated specific individuals to serve as
BESSD leads to support the project. In addition, although the SharePoint site.
for the project indicates that BESSD teams have been envisaged for Bl and

Without committing dedicated BESSD resources to the project, the schedule
is at risk ting attendance, d

d on Project

mfors Finding - Risk BES IV 11/30/2018  Project Management workloads increase. For a project of this size and significance, the involvement.
Reporting, Data Conversion, Functional, Organizational Change Management,
" of subject matter experts to ensure that the solution is designed to meet the
Project Management, Security, Technical, Testing and Training, team members
business needs s citica.
have not been identified.
If Pr t D t ded tral it h as the
The SharePoint Decisions Log s not being used torecord and track project (1" (18190 27e ot rechrded on 8 cEnual 1eBostony {ouch as the
arepoin or
Darren Finding - Risk BES IV 11/27/2018 decisions, and for tracking and reporting
i Decisions are likely to become hampered, and decisions will need to be
on Decisions such as: Decision Types, Decision Sub-Categories, etc.
revisited multiple times.
The Change d d Al Ifthe Cl
Darren Finding - Risk BES IV 11/27/2018 three (3) in the SharePoint Risk and Issues log indicate  high likelihood that needed Change Requests could be delayed, which could
the potential need for a formalized Change Management process. negatively affect scope, schedule, cost, and quality.
IVE has observed that the current Risk and Issues log on SharePoint lacks
certain necessary data elements to effectively mitigate risks and contain
issues. These elements include Risk Exposure, Required Mitigation / Closur
poues, These eleme ‘s :‘u © sk Expasure, Reqire & / Closure Complete documentation of risk and issues is critical to mitigate risks on
Timeframe or Date, Mitigation Steps, and Updates to Mitigation Steps.
It should be noted that th t Risk and I Lo ided by DHS current projects and prevent similar issues on future projects. Without the
should be noted that the current Risk and Issues Log was provide:
Darren Finding - Risk BESIW  11/26/2018  Project Management B s 4

and i in the default DHS Risk and Issues format,

and instituted, there is a

integration of effective risk and issue tracking with project status reporting,
complete transparency is not afforded and the ability to mitigate risk is
diminished.
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eIdentify high-priority areas where BESSD Leads are needed and obtain
executive level support to reallocate BESSD staff to the project soon as
possible. Re-assess the need for support throughout the project lfe cycle to
ensure that the appropriate subject matter experts are available as required.

January 2019 3 3 Retired

IV recommends that DHS, the ASI, and IV&V meet to determine all elements
needed to support the Decision Log and associated processes, and that the

process. e VBV January 2019 3 3
toreflect all

Med Retired

Decisions log is up
agreed-to needed elements and decisions.

w ends that | complet Change
Management Plan, and collaborate with DHS to ensure the process is
institutionalized for the BES Project.

January 2019 3 2 Med Retired

Meet (DHs, ASI, IV&V) to determine all elements needed to support the Risk
and Issue Management processes. Following that activity, update the Risk and February 2019 3 2
Issues log to reflect all agreed-upon elements.

Retired

5/31/2019

12/6/2018

4/28/2019

2/28/2019

5/31/19 V&V remains concerned that there are communication and logistics
obstacles between DHS leads and Unisys leads with regards to planning and
preparing for JADs/workgroups, and other project working sessions. However,
IRV is closing this risk as BESSD has assigned the necessary leads to the
project. IVV is closing this sk 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-lead with the ASI, however, this does not seem to be happening. Due
tothis, 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

i 4/29/19 - DHS has y hired Business
v p assisting with RTM.
DHS/AS! are I leveraging weekly b

on JAD session templates. While DHS leads may be in place and each
workgroup has been assigned a DHS and ASI co-lead, itis unclear if the co-
lead: For example, DHS
has indicated that the ASI may not be collaborating with DHS leads to develop
workgroup session agendas. This could lead to session content that is
unexpected or not well thought through, and ultimately result in project team
frustration. IV maintains that this is a Medium risk to the project for the
April 2019 reporting period. 3/27/19 - DHS has hired a project management
assistant and business analyst, but V&V is not aware of the details of their
roles VeV and will provide
Updates in the April as more details of roles and responsibilties are learned.
2/28/19: JAD sessions remain on hold. 1/31/19: JAD sessions were placed on
hold in January. This sk remain open pending resumption of JAD sessions and
observation of the results of the BES staffing assignments made in 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
PM advised V&V that DHS BESSD has defined roles and assigned Lead

JADs to , process has
been defined. This information was announced the week of December 31st.
This risk toa iticalty — p
observation of results of these actions

12/06/2018: Per the ASI, there are no Decisions to enter into the Decisions.
Log. DHS BES. Based on th tion of fact, IV&V.

201903 14 Aileen Hiramatsu: we (DHS) do not recall
any agreement on 3/6 to accept the JAD/workgroup
schedule and that work has begun on both. Only the
technical workgroups have started.

12/4/18, Tracey Laride: Key Finding #8, p. 13. Is the.
IV&V recommending  DD&I BESSD decisions.

will retire this finding, and will open up new findings to address the separate
topics of the lack of a documented decision making process and the need for
additional data elements in the Decision Log.

04/28/2019 - As of the end of April, there are no longer open DCF comments
on this PMP sub-plan, effectively providing acceptance of this sub-plan. IVV is

3
activity throughout the life of the project. 03/26/2019: The AS updated the
Change Management Plan as a component of the third draft of the PMP. After
i ey be ready
for 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 some outstanding comments to be addressed by the ASI,
however, the Change Management Plan s now closer to meeting stakeholder

design, etc.) be logged here or  BES

Scope (Change Management) decisions be logged here 8)

orboth?

12/4/18, Tracey Laride: Key Finding #7, p12. The
Change Management process is

expectations. The risk remains at a Medium pending and
approval of the plan. 01/29/19 - The AS updated the Change Management
Plan sub component of the PMP, and delivered it s a draft. IV&V isin process
of review and assessment of all PMP sub plans. 12/31/18: IV&V reviewed the
Chang artifact, and provided to
DHS and the AS! for resolution. The risk remains open at a Mediurm criticalty
pending finalization of the Plan. 12/6/18: IV& was provided a copy of the
Change Management artifact in early December. IV will review the

P J g

has reviewed determine if all needed
elements for tracking have been included. The date of last update was
missing, and has since been corrected by the ASI. IVV recommends retiring
this finding. 01/31/2019 - Late in the month (1/29), the Project decided to
abandon int log in favor of an by the
ASI. IVV will 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 review, discuss, and tailor the
Risk and Issues Log was not held in December, but s anticipated to be held in

inthe o with DHS.

12/4/18, Tracey Laride: Key Finding #6, p.12. Is the
“Risk Exposure” the same  as the Severity o
Probability fields on SharePoint? If not, then can

you clarify what “Risk Exposure” is?l think “Mitigation
Steps”may  be the same as Recommendation(s) in
the log? f yes, the title can  be changed to
Mitigation Steps.For the “Updates to Mitigation
Steps”, it entered with a date of the update into the

early January. 12/06/2018; IV
provided by DHS. A meeting to review, discuss, and tailor the log to meet the
needs of the BES Project is expected to take place during December.

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

documented and is

06/11/1 S Brown: The AS asks the IV and V' to
quantify their finding of insufficient utiization, rather
than just the broad comment of appears to continue.
A DHS lead has been engaged with their ASI
counterpart in all of 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
properly defined and any adjustments to attendees be
made. As noted in the comments above, we are jointly
meeting for a daily standup to assess progress, identify
issues and assess opportunities for schedule pullin.
Work sessions have been held with a larger 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

12/6/18, Keith Stock, Unisys:
Itis being used there just are not any decisions yet
tolog

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 will likely agree to add
additional fields



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

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, risks, issues, and
change management, which may inhibit effective
project management and limit project transparency.

Jolene

Jolene

Darren

Finding - Risk

Finding - Risk

Finding - Risk

BESIVV

BESIVV

BES WV

11/26/2018

11/28/2018

11/19/2018

Project Management

‘The CMS Project Partnership Understanding (PPU) is not finalized between the
State and CMS for this project. If funding s expected from CMS, they may
require alignment to the MITA Framework, Gate Reviews and/or use of the.
Medicaid Eligibility and Enrollment Toolkit (MEET) Checklists. The MEET
checklists are developed prior to the CMS gate reviews and are part of the
Medicaid Eligibility and Enrollment Life Cycle (MEELC) that defines the CMS
processes for Eligibiity and Enrollment projects.

Project processes for delivering, noticing and reviewing project deliverables.
are unclear. In order to identify whether a deliverable is available for review,
the IV&V team must review the project schedule and check for deliverable
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Prior to Functional and

Project Management

postings While the ASI may

BES Project Manager, neither the V&V team nor the PMO are notified. Asa
result, review cycle-times may be missed and deliverable acceptance can be.
delayed, which may inhibit the ASI's ability to move forward on future tasks.

Although the Project Status Report follows the RFP requirements, IV&\ has
observed that the Status Report does not list/track all of the current project
tasks and activities, and appears to primarily reflect tasks and activities
requiring DHS participation. Additionally, the content of the Project Status
Report in some areas (.8, risks and issues) is redundant to BES SharePoint

Log. Examples include: 1. The Project Status Report does not

of ALL current tasks and activities. It appears to largely be imited to only tasks - understanding is necessary to ensure that scope, cost, and schedule

and activities requiring DHS participation. 2. The Project Status Report
includes multiple sections for Risks and Issues, which are redundant to a
corollary SharePoint Risk and Issue Log. 3. All current 'lssues' cited in the
Status Report are incorrectly listed as 'Risks' in the Risk and Issues Log on
SharePoint.

parameters are all being met across the project.

If the PPU s not finalized prior to the State's approval of the functionaland  The State and CM: lete the PPU and the project te all Federal
Technical Requirement 5 1 Low Open
technical the projects 'g may be at risk
Approval.
review and that clarifies to whom
the to be submitted, how the del tobe provided,
An unclear and lead to project delays.  how the recipients are to be notified (e.g., SharePoint alert or email December 2018 3 3 Med Retired 3/23/2018
notification), and when review comments are due in order to finalize the
deliverables on a timely basis. Include this process in the PMP.
Reporting Project Status on some, but not all, areas of the project provides an ~ IVV recommends that DHS, the ASI, and IVV jointly determine revisions to the
g incomplete the status of . Acomplete  Project Status Report that would meet the needs of reporting on all active
o P J > porine February 2019 5 3 Med Retired 6/24/2019

tasks and activities, and that redundancy between the data contained in the
Project Status Reports and the SharePoint logs is removed.

6/26/2019 - No change; the Project Team logged Action Item Number 190
which documents the action for Unisys to review the MEET Checkiists and
draftalist of those MEET Criteria that apply and then review with DHS. The.
action item is in the status of “in progress” with the next step due date of
06/28/2019 for Unisys to provide the date they will be ready to review the
MEET Checklist Criteria with DHS. IV maintains this is a low project risk for the
June 2019 reporting period.  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 regarding the approach or
applicability of the MEET requirements for this project. Without clarity from
CMS, IVV fully supports Unisys' and DHS' approach to align the project's
requirements to the MEET criteria now. This may significantly reduce the

to do this, b the SDLC, if CMS
does require the use of the MEET Checklists. 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. IV will keep
this risk open until there is clarity from the BES/PMO regarding the
identification of any CMS requirements to secure the funding for the KOLEA
Enhancements. The priority of this risk was changed to low in the April 2019
reporting period, based on this information from CMS. 3/31/2019 - As the
PPU has not b d, and the CMS i il 2
IV&V has not update to this risk. 2/28/2019 - DHS reports that CMS is moving
t0 2 new organizational structure where one person will handle all APDs (IAPD-
U, OAPD-U) for the state. Steven Chang is Hawair's State Officer. The PPU will
be transitioned to Steven Chang for disposition. The risk remains a High
priority pending CMS approval. 1/31/2019 - No update. 12/31/2018 - On
December 17, 2018, the State submitted the PPU to CMS for their review and
approval. The PPU limits scope to any new Medicaid Functionality and
includes the CMS Status Report Schedule and overall BES high-level schedule.

3/29/2019 - IV isretiring this isk as the deliverable review process has fully
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 ong with
methodology for deliverables. With consideration to the deliverables
expected to be received in March, IVV will observe the deliverable review
process and potential retirement of this risk. 1/31/2019 - Both the ASI and
d and approval ) 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 ASl included a deliverable
review/approval process along with 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 the PMO are developing a review and approval
process and are in discussions with the ASI to mitigate the risk. Untila process
is developed, finalized, and executed, DHS, the AS! and IV will use email

ti new and/or be reviewed
timely. Additionally, the ASI and IV&V developed Ms-Excel spreadsheets to
track status.

level of detail of Project

Status Report has been static for several weeks with DHS Project Management

in agreement on content, IVV is closing this finding. 05/31/2019 - Project

Status i

conditionally approved in late May and IVV anticipates seeing more schedule

information reported on in status reports going forward. IVV will continue to
isk to verify W

of the May
period. 04/30/2019 - Over the last two weeks in April the AS| has
incorporated several improvements to project status reporting, in terms of
both structure and more detailed content. As a result, IVV has noted
significantly increased participation from DHS based on the improved status
details provided by the ASI. IVV is encouraged by the progress seen in the
April period, h stilllack

il, DHS has lttle orto
gain insights i project
milestone. Hence, IV maintains that this remains a Medium risk to the
project and will continue to monitor this finding to verify that the changes

, and s to
improve. ASI has ol
changes to the weekly status report. Nevertheless, the changes have not
y impr state's nor
provided suffici I activities. The
project reportto

independently stand on its own; providing enough content and detail that any
ading the report would have a cl i

in-prog . pl hanges, and
potential challenges. IV&V recommends that the AS! provide additional
information ight ‘which may

include the following: - An aggregate of hours spent on in-progress tasks,
activities, and deliverables - In-progress task, activity, deliverable, and work
product percent complete, and the delta in progress from week to week -
Expected completion dates of allin-progress tasks, activities, deliverables, and
work products, updated weekly, directly from the updated schedule -

06/11/19 S Brown: The format of the current weekly
status report is based on  template provided by the
client. The format and level of detal of content has
been static for many weeks with client PM agreement
after each meeting that the content s as expected.
We request IV and V provide a specific timeline that
this item is successfully delivered and able to be

closed.
2/6/19, Bill Thornton, Unisys: ~ Findings and
Recommendations (#3) - Project Management

Status reporting - The original status report adhered
to the DED - it has been adjusted multiple times based
on feedback.

12/6/18, Keith Stock, Unisys: 3) Status report structure
is dictated by the RFP. There is an ongoing action item
to modify structure and content by mutual agreement



Late delivery of project deliverables may resultin
schedule delays.

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

Jolene

Darren

Finding - Risk

Finding - Risk

BES WV

BES WV

11/28/2018

10/31/2018

Project Management

Project Management

Based upon the project schedule dated 11/26/18 (refer to schedule for
ifics) I due dates for been missed. As of
the date of this report, these deliverables include the Project Management
Plan (PMP), which s the formal document that s used to manage the
execution of the project. In some instances, this risk may be compounded by a
backlog of D and
acceptance from the State.

Finding: IV&V has observed weak meeting facilitation skills and noted that
meeting minutes or notes from all of the Joint Application Review (JAR) and
Design not posted on the

site.

General Observation from October reporting period: During requirements
validation, all Policy requirements were ‘docked’, or tabled, for further
research and discussion. Itis unclear whether

Without a PMP that depicts all Project Management processes, the Project can
suffer unplanned consequences in scope, schedule, cost, and quality.
parameters. Without a schedule that provides the required level of detail to
manage the work, the project s at risk to be successful.

1£ JAR and JAD not
unable to validate if input has been accurately recorded, potentially affecting

met within the BES solution, or outside of the BES solution. How the
requirements and processes for Preliminary Eligibiity requirements can or
should be satisfied within BES is 2 large process change for DHS. It was clear
during requirements validation that there was not agreement on how this
should work within BES and DHS, so all Preliminary Eligibiity requirements
were docked for further research.

BES
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IVV 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 deliverables and tasks and delivery
thereof; itigation actions along with identification and agreement

with DHS on DDI to resolve the late activities and tasks.

4 3 High Open

Implement pre practices and
improve meeting management techniques. Publish/post missing JAR/JAD
session notes on SharePoint, and moving forward, publish notes within a

pe time (e.g., 24 hrs) after v

Q32019 4 3 Med Retired

6/28/2019

6/26/2019 - 1he Project schedule (81-U5) dated Ub/14/2019, posted to
late as rep: Ms-
Project Late Task Report. This accounts for eight percent of the total tasks in
the schedule. Some of the late actvities/tasks are project deliverables, some
d

| lated to
include: Develop MDM Architecture Discussion 1Test
c. Finish —

M Up
Deliver MDM FDD to DHS -
Planned Finish ~ 4/5/2019 - zero percent complete Develop Bl-21 Updated
and Completed Detailed Functional and Technical RTM — Planned Finish —

4/ velo
Standards Test Scenarios/Cases/Scripts/ALM Updates — Planned Finish —
Deliver DHS -
1~ Planned Fi
Develop STG21 i
zer0 DEV21
Planned 19~ four w the AS|

and DHS are taking the following actions to mitigate this risk: ASI meeting with
DHS and IVV to agree on a balance between needed level of detail and
manageability of the project schedule. The AS! is working with DHS to approve
the JAD calendar AS| and DHS conduct daily stand-up meetings to focus the
team on th ded. The ASIand to identify

bring the schedule in. Additionally, an updated schedule has not been posted
o the
schedule has not yet been updated. IVV acknowledges the progress made in
June, however, until the project’ critical path is known, and how these and
previously late deliverables and tasks impact the critical path, IV maintains
this s a high risk to the project. 5/31/2019 - DHS approved the PMP and
provided conditional approval on the Schedule in May 2019. IVV notes that
three (MDM, Common Functions and Appeals) of the sixteen group:
(as defined within the JAD Calendar dated 05/31/2019) received DHS approval
to re-start. IVV is analyzing the revised schedule and will continue to monitor
and report on this isk in future reports. The risk remains at a High priority

e e

JADS and Workgroups has improved over recent weeks. - JAD packets have
been provided and approved in advance of each meeting series. - Meeting
Minutes are generally provided within a couple days after the meeting. Based
on these improvements, IVV is closing this risk as it relates to the JADs project

However, IV d about, and will

continue to monitor, istency of ,

‘which may impact the elicitation of information from DHS SMES. 05/31/2019 -
some of the. templat ided by the ASI in

May (Appeals and Common Functions), and provided feedback to the ASI for
correction on others (Random Moment Time Study). IVV continues to observe
some PM hat, while progress in May was observed, are sill
in need of improvement, as the following occurred multiple times during the
month: - unclear meeting logistics and information provided to meeting
attendees, including providing clarity on meeting invites as to whether in-
person attendance is required or not, and providing multiple call-in phone
numbers on meeting invites when only one is used; - not setting up for
meetings prior to their scheduled start times, resulting in meetings starting late:
and not covering all planned agenda items. IV will continue to monitor
project and meeting management techniques for effectiveness in JADs and
Workgroups as this activity is re-initiated. The risk remains a Medium priority
for the May 2019 reporting period. 04/30/2019 - Unisys and DHS continue to
meet to discuss the JAD templates, and progress has been made. DHS plans to
review the latest version of the templates the week of April 29, 2019. Until
these templates are approved, JADs will remain on hold, while the MDM and
Technical Workgroups continue to meet weekly. IVV will continue to monitor
thisrisk in May, and willreview the updated JAD templates as they are made

available. The risk for il
period, and IV will continue to monitor progress made by the ASI
03/26/2019 - IV&V notes that the third round of PMP comments by IV&V and
s has itted to the ASI, but tyet been
accepted. DHS deemed the PIP as sufficient enough to allow ASl-led
Workgroup Meetings to commence in March 2019. IV will continue to
through the PMP and upon veri that

6/11/19: 1ne AS! and client are nolding 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 pullin. The AS|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
the projects d schedul

improvement
3/13/19 Bill Thornton, Unisys:

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

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 —
as deliverables are not supposed  to be started until
the DED is approved, the deliverables are not
delayed, they need to be re-baselined based on the
DEDapproval.  Findings and Recommendations
(#2) - Project Management  AS! submitted 19
deliverables and DEDs ~ Clarification - there were 2
deliverables submitted (B1-8 Technical specs for the
non-prod environments and BI-4 the PMP) ~the rest
were DEDs Deliverable Review process has not been
finalized~  this s part of the PMP document  Late
deliverables —as deliverables are not supposed  to
be started until the DED is approved, the deliverables
arenot  delayed, they need to be re-baselined

06/11/19 S Brown: The AS! provided faciltation
training to the BAteam to ensure standardized
faciltation n client meetings. The AS! has also paired
senior BA's with less experienced team members to
The IVand v
noted occurrences of issues in setting up meetings. It
would be helpful ifthe IV 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', and posted ina
timely manner to SharePoint. All recently submitted
packets (5) have been approved by DHS as submitted.
2019/03/13 Bill Thornton, Unisys:  Data collected
in the initial JADs is useful and will be documented in
the use casesand  FODs for those subject areas.

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





