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The Project deployed R3.31 on 04/24/2023 with 11 reported defects. The root cause analysis identified errors across the 

y 
IV&V concerns. 

With one month left on the DDI contract, the Project needs to be focused on turnover and transition planning of the Inspire 
solution. 

Feb Mar Apr Category IV&V Observations

Sprint 
Planning

There are no active findings in the Spring Planning category which remains Green (low 
criticality) for the April reporting period.

User Story 
(US) Validation

There are no active findings in the User Story (US) Validation category which remains 
Green (low criticality) for the April reporting period. IV&V will continue to monitor the US 
development and validation process in upcoming reporting periods.

Test Practice 
Validation

Use of the Tricentis test automation tool continues to be delayed. It is unlikely that this 
initiative will be completed by the end of the DD&I contract. This category remains Yellow 
(medium criticality) for the April reporting period.

Release / 
Deployment 
Planning

There were a few deployment issues for R3.31. Roles and responsibilities for deployment 
support need to be better articulated and documented. IV&V will continue to monitor this 
category moving forward.
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Feb Mar Apr Category IV&V Observations

OJT and KT 
Sessions

This category remains Green (low criticality) for the April reporting period with no 
active findings.  

Targeted KT
This category remains Green (low criticality) for the April reporting period. IV&V will 
continue to monitor.

Project 
Performance 
Metrics

The R3.31 defect percentage was 16% of the total USPs which is below the target 
threshold. A total of 519 USPs were deployed to production. IV&V will continue to 
monitor this category.

N/A
Organizational 
Maturity 
Assessment (OMA)

This category remains Yellow (medium criticality) for the April reporting period. IV&V 
will continue to monitor.

Project 
Management

Quality declined with R3.31 and as a result, the corresponding finding in this 

in April and remains a high concern for IV&V. The Project needs to focus on planning 
for the turnover and transition of the Inspire solution. This category remains Red 
(high criticality) for the April reporting period. 
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As of the April 2023 reporting period, there are a total of nine (9) open findings one High Issue, four Medium Issues, two Low
Issues, and one Medium Risk spread across the Sprint Planning, Release / Deployment Planning, Test Practice Validation, and 
Project Management assessment areas. One preliminary concern also remains open.
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Assessment Categories

Throughout this project, IV&V verifies and validates activities performed in the 
following process areas:

Sprint Planning

User Story Validation

Test Practice Validation

Release / Deployment Planning

On-the-Job Training (OJT) and Knowledge Transfer (KT) Sessions

Targeted Knowledge Transfer (KT)

Project Performance Metrics

Organizational Maturity Assessment

Project Management
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Test Practice Validation
# Key Findings

Criticality 
Rating

2

Medium Issue As a result of regression testing not being consistently performed, production 
releases are breaking and/or deprecating existing functionality in the production environment. 
Automated regression testing capabilities continued to be delayed in April. The current approach 
remains largely the same which is to complete the DDD test scripts and record tests for the common, 
simpler components of the DDD solution, and delay the implementation of the more challenging 
components, such as the Calculator 3.0 and AER functionality. BHA explored options with Tricentis to 
complete the remaining test automation work. The professional services offered by Tricentis is cost 
prohibitive so instead, BHA has a dedicated resource who will attend coaching sessions with Tricentis 
to enable the State to complete this initiative. It remains unclear when the regression test automation 
effort will be completed for CAMHD and DDD and it is unlikely it will be done before the end of the 
current DDI contract period.  IV&V will continue to monitor this medium criticality finding.

Recommendations Status

Pursuing additional formal training in AzureDevOps for test automation at the earliest possible juncture and 
commence efforts to automate at least the 2 primary regression test scripts. 

In progress

IV&V recommends DDD and CAMHD develop a common and consistent approach across divisions for 
regression testing.

Completed

Determine if current regression testing timeframes are adequate and if not, add more time to the pre-
production regression test efforts for all release deployments.

Completed

M
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Recommendations Status

Updating the regression test scripts to ensure consistency with system configuration. Completed

Modifying release schedules to allow for regression testing timeframes. Completed

Planning releases by functionality type to avoid unnecessary repetitive work being performed in any given 
section of the solution. 

Completed

Performing regression testing after every release, or possibly every other release, or potentially tying 
regression tests to FSU releases. In addition, consider alternating the DDD and CAMHD scripts every other 
release. 

Completed

Modifying regression test scripts to start AFTER case creation, limiting the time it takes to execute.
(This recommendation was for a point in time and is no longer valid.)

Completed

Implementing 'hard' code freeze dates as well as test environment deployment dates to ensure that testing and 
deployment activities are not rushed. 

Completed

Modifying the deployment scripts based on information gained from previous release deployments. Completed
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Recommendations Status

automated testing is available for repeatable and complete industry standard regression testing. 
Completed

IV&V recommends performing an RCA in collaboration with RSM for the continued concerns with regression 
testing efforts. 

Completed
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Release / Deployment Planning 

# Key Findings
Criticality 

Rating

18

Medium Issue - Due to ongoing deployment processes and technical execution issues, the Project 
may continue to encounter defects and challenges in meeting projected timelines for production 
and non-production deployments. There were eleven (11) defects identified post-deployment of R3.31.  
The root cause analysis of these issues identified three related to deployment errors. Action items to 
address the recurrence of these issues have been identified. The roles and responsibilities for ongoing 
deployment support across the various environments is unclear to IV&V. IV&V will continue to monitor this 
finding.

Recommendations Status

Ensure there are adequate and qualified resources to support the current deployment processes. This may 
require the support from RSM resources to provide assistance and knowledge transfer for some of the more 
complex deployment components. 

In Progress

Consult on a regular basis with Microsoft and RSM on best practices that BHA could employ to support 
deployment.

In Progress

M
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Recommendations Status

Request the assistance of the RSM Solution Architect in reviewing and correcting issues associated with 
consistency of the configurations across environments, ensuring that the test environment is capable of 
testing ALL functions of any given release without the need for using multiple test environments.

In Progress

Request the assistance of the RSM Solution Architect in review of deployment scripts as a double check for 
accuracy and completeness prior to commencing deployment activities.

In Progress

The Project Team should consider evaluating potential changes to improve/enhance existing processes and 
communications to address current release/deployment shortfalls.

In Progress

IV&V recommends performing an RCA in collaboration with RSM for the continued concerns surrounding 
environment differences. 

In Progress

Project. This should include specific checklists geared at ensuring repeatable promotional processes by DOH.
In Progress

Look at implementing 'hard' code freeze dates as well as test environment deployment dates to ensure that 
testing and deployment activities are not rushed.

Completed

Ensure an operational and fully functional test environment is available to effectively conduct end-to-end 
regression testing prior to deploying a release to production.

Completed

Work in collaboration with RSM to establish a transition plan for DOH to assume all deployment activities to 
ensure complete ownership of these processes. This should assist with consistency in approach and execution 
going forward.

Completed
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Recommendations Status

-production and 
production environments. This will help to ensure that all components needed to test have been properly 
deployed prior to the actual execution of test activities.

Completed

Due to an error prone process of 'cherry picking' what is and what is not ready for deployment, IV&V 
recommends that DOH and RSM collaborate to determine an improved manner for managing DOH  

components to deploy will continue to occur. This recommendation is closed.)

Closed
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Project Performance Metrics

# Key Findings
Criticality 

Rating

21

Low Issue - Unplanned rework may have an impact on delivering DDI functionality by the end of 
the DDI period. The final defect percentage for R3.31 was determined in April to be 16% of the total 
USPs delivered, meeting the target of 20% or less.  IV&V will continue to monitor this low criticality 
finding. 

Recommendations Status

Reduce the amount of unplanned rework by continuing to focus on quality improvement measures. In Progress

Strive for defect performance metric not to exceed 20% of all user story points in any given release. In Progress

L



www.publicconsultinggroup.com

IV&V Findings & Recommendations

15

Project Management 

# Key Findings
Criticality 

Rating

14

Changed from Low Issue to Medium Issue - Due to multiple quality concerns, the Project may 
continue to face impactful system defects. R3.31 was deployed to production on 04/24/2023. 
Velocity was calculated to be 620 USPs. 566 USPs were developed and completed, however, 47 of the 
USPs were closed or removed by BHA; a total of 519 USPs were promoted to production. There were 
11 defects identified post-deployment, and the root cause analysis identified issues across the spectrum 
of requirements errors, design errors, coding errors, environmental discrepancies, and deployment 
errors. As a result of the volume of R3.31 post-production deployment issues, IV&V has elevated this 
finding from a low issue to a medium issue.

Recommendations Status

Evaluate existing project staff skills and experience level to ensure they meet BHA support requirements. In Progress

Perform CAMHD revenue neutrality fiscal balance testing on a quarterly basis to ensure revenues are as 
expected.

In Progress

Assign dedicated resources to provide oversight and monitoring of CAMHD Fiscal Processes, depending on 
new staff availability.

Open

Monitor implemented IV&V recommendations for effectiveness. In Progress

M
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Recommendations Status

IV&V recommends performing an RCA in collaboration with RSM after all future release deployments for 
continual quality improvement.

Completed

BHA and RSM to collaborate on the necessary revisions to the submitted design deliverables to increase 
level of detail and quality.

Completed

Perform typical project testing including System Integration, User Acceptance, Performance, and Regression 
Testing.

Completed

Dedicate sufficient time in between releases for BHA and RSM to execute/implement RCA correction actions 
to reduce the volume of unplanned rework. 

Completed
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# Key Findings
Criticality 

Rating

12

Medium Issue - PII/PHI data in non-production environments. The Project continues to research the 
best options for protecting PII/PHI data in non-production environments as the previous approach did not 
yield the results expected. The issues identified in March continue to be investigated as time permits.  
IV&V will continue to monitor the results of this effort in May for any positive updates or unplanned 
concerns. 

Recommendations Status

IV&V recommends BHA escalate the pending Security Assessment approval if possible. In Progress

IV&V recommends DOH consider limiting the volume of environments with PII/PHI data and access 
necessary to support development work, which should help minimize this risk.

Open

IV&V recommends if production data is necessary in any non-production environment that DOH establishes a 
plan for effectively managing the security of the PII/PHI data, including the potential masking of data. 

In Progress

IV&V recommends that DOH mitigates this finding by minimizing and/or masking PHI/PII data in designated 
non-production environments. 

In Progress

M
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# Key Findings
Criticality 

Rating

22

High Issue - The project schedules for 'big boulder' functionality development are slipping. While 
some progress was made, the Project continued to re-align release targets for 'big boulder' functionality in 
April with multiple items slipping from R3.31 to R3.32. The backlog is being actively monitored as the 
Project moves toward completion and a large push is currently being made to address big boulder items in 
R3.32. A mid-sprint deployment scheduled for early April to promote Golden Record components was 
delayed to mid-May. IV&V will continue to monitor this high-criticality project issue. 

H

Recommendations Status

Strive for ongoing velocity metric of a minimum of 115 user story points in any given release. In Progress

Identify the reason(s) for the lower-than-expected R3.27, R3.28, and R3.29 velocity to determine if corrective 
actions need to take place. 

In Progress

development.
In Progress

Completed
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# Key Findings
Criticality 

Rating

26

Low Issue - The inability for BHA staff to work remotely is decreasing productivity and causing 
morale issues amongst team members. No changes were observed during April. The parameters for 
BHA staff to work remotely are still being finalized by the executive committee.

Recommendations Status

IV&V recommends that DOH consider granting remote work to help retain existing staff and to attract new 
candidates for open positions.

In Progress

L
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# Key Findings
Criticality 

Rating

27

Closed High Issue - The current DDI period expires at the end of October 2022 which will require 
RSM to transition the D365 solution to the State prior to contract end. The IAPDU (through Mod 8) 
was formally approved by CMS in early April. The Project and its vendors are no longer working at 
financial risk. IV&V is closing this high issue.

Recommendations Status

DHS to obtain IAPDU approval from CMS as soon as possible. Completed

DHS to reconcile current claims invoicing discrepancies. Completed

DHS to submit IAPDU using the newly released template as soon as possible. Completed

H
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# Key Findings
Criticality 

Rating

29

Changed from High Risk to Medium Risk RFP(s) for Project Expansion and M&O Have Not Been 
Approved by CMS. The RFP for Project Expansion and M&O was released in early April, and the IAPDU 
was approved through Mod 8.  Solution Integrator proposals for Project Expansion are expected in early 
May. Based on positive movement of these important project elements, IV&V has reduced the criticality of 
this finding to Medium and will continue to monitor.

Recommendations Status

Continue to escalate RFP approvals with DHS. In Progress

Seek approval for extending the existing contract if feasible. In Progress

M
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# Key Findings
Criticality 

Rating

30

Preliminary Concern The Project deliverables contractually required of RSM by the end of the 
DDI period are not clear. RSM continued to work on documenting updates to the System, Security, 
Architecture Blueprint, and Knowledge Transfer deliverables which are expected to be submitted to BHA 
by the end of the DDI period. With a month left on the DDI contract, the Project needs to focus on 
preparing for all aspects of turnover and transition activities of the Inspire solution.

N/A
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Project Performance Metrics

Metric Description IV&V Observations IV&V Updates

Velocity

Review and validate 
the velocity data as 
reported by the 
project

Verify the project is 
on pace to hit the 
total target number 
of US/USP for 
Phase 3

April Velocity was estimated at 620 user story 
points for R3.31. 566 USPs were developed, 
however BHA closed or removed 47 USPs prior to 
deployment. A final total of 519 USPs were 
promoted to production on 04/24/2023.

Velocity Metric Trends:
Release Planned 

Velocity
Actual 
Velocity

Percentage 
Attained

R3.27 330 USPs 99 30%

R3.28 429 USPs 98 29%

R3.29 401 USPs 177 44%

R3.30 441 USPs 404 92%

R3.31 620 USPs 519 91%
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Metric Description IV&V Observations IV&V Updates

Defect Metrics

Understand and track the 
following:

Defects by category 
(bug fixes)

US Points assigned to 
defects in a release vs 
US Points assigned to 
planned US in a 
release

April - R3.31 was deployed to production on 
04/24/2023.  A total of 519 USPs were 
promoted to production.

84% of the total USPs were associated 
with planned user stories and requests.
16% of the total USPs were associated 
with defects that were either encountered 
during the release effort or pulled from 
the backlog.

The defect percentage for April was 
16% which is under the target range of 
20% or less of all USPs promoted to 

production.
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IV&V Rating Scales

This appendix provides the details of each finding and recommendation identified by IV&V. Project stakeholders are 
encouraged to review the findings and recommendations log details as needed.

See Findings and Recommendations Log (provided under separate cover)
IV&V Assessment Category Rating Definitions

The assessment category is not under control as there are serious problems with resources, schedule, or scope. A plan 
to get back on track is needed.

preventing the project from progressing forward.

Significant schedule issues exist (> 60 days late). Milestone and task completion dates will need to be re-planned.

Executive management and/or project sponsorship attention is required to bring the assessment category under control.

The assessment category is under control but also actively addressing resource, schedule or scope challenges that have 
arisen. There is a clear plan to get back on track. 

progress. The known impact of potential risks and known issues are likely to jeopardize the assessment category.

Schedule issues are emerging ( > 30 days but < 60 days late).

Project Leadership attention is required to ensure the assessment category is under control.

The assessment category is under control and the current scope can be delivered within the current schedule.

impact of risk and issues is minimal.

The assessment category is proceeding according to plan (< 30 days late).

R

Y

G
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Finding Criticality Ratings

Criticality 
Rating

Definition

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

A medium rating is assigned if there is a possibility of moderate impact to product quality, scope, cost, or 
schedule. Some disruption is likely, and a different approach may be required. Mitigation strategies should 
be 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.

H

M

L
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Inputs

This appendix identifies the artifacts and activities that serve as the basis for the IV&V observations.

Meetings attended during the April 2023 
reporting period:

1. Daily Scrum Meetings (selected)
2. Twice Weekly RSM Issues Meeting
3. Weekly BHA-ITS Project Status Meeting
4. Bi-Weekly Check-in: CAMHD
5. Bi-Weekly Check-in: DDD
6. IV&V Draft IV&V Status Review Meeting with DOH
7. IV&V Draft IV&V Status Review Meeting with RSM 

and DOH
8. Tricentis Engagement Wrap Up Meeting 4/5/23

Eclipse IV&V® Base Standards and 
Checklists

Artifacts reviewed during the April 2023 
reporting period:

1. Daily Scrum Notes (selected)
2. Twice Weekly Issues Meeting Notes (selected)
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Project Trends

Trend: Overall Project Health

Process Area
2022/2023

Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr
User Story Validation
Test Practice Validation
Sprint Planning
Release / Deployment Planning
OJT and KT Sessions
Targeted KT
Project Performance Metrics
Organizational Maturity Metrics
General Project Management

Total Open Findings 9 10 11 10 10 10 8 10 10 9
Issue - high 3 3 4 5 4 3 3 2 2 1
Issue - medium 5 5 5 4 5 4 2 3 3 4
Issue - low 0 0 0 1 1 3 3 3 3 2
Risk - high 0 1 1 0 0 0 0 2 1 0
Risk - medium 0 0 0 0 0 0 0 0 0 1
Risk - low 0 0 0 0 0 0 0 0 0 0
Preliminary Concern 1 1 1 0 0 0 0 0 1 1
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