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BACKGROUND

The State of Hawaii (State), Department of Commerce and Consumer Affairs (DCCA) contracted
Century Computers, Inc. (Pacxa) on July 1, 2022, to provide services for the Business Registration
Modernization (BRM) Project to redesign the Business Registration (BREG) Division’s business
registration processes and modernize its systems. DCCA contracted Aalta LLC (Aalta) to provide
project management services for DCCA and also contracted Accuity LLP (Accuity) to provide
Independent Verification and Validation (IV&V) services for the BRM Project. The project had a
three-month pause to reassess the technology solution and design and restarted on November 20,
2023.

Our initial assessment of project health was provided in the first Monthly IV&V Review Report as of
August 31, 2022. IV&V’s contract was extended to match the revised project timeline, and
Monthly IV&V Review Reports would be issued through July 2024 to continually update and
evaluate project progress and performance.

The project sustained another two-month pause. On May 14, 2024, a project change request was
signed between Century Computers Inc. dba Pacxa and the DCCA. This change request extended
the project for another four months and added additional project costs. The new "Go-Live" date is
November 2024.

Our IV&V Assessment Areas include People, Process, and Technology. IV&V has areas of limited
visibility or access to all project activities and related documents that may limit a complete
identification of project risks.

The IV&V Dashboard and IV&V Summary provide a quick visual and narrative snapshot of both the
project status and project assessment as of July 31, 2024. Ratings are provided monthly for each
IV&V Assessment Area (refer to Appendix A: IV&V Criticality and Severity Ratings). The overall
rating is assigned based on the criticality ratings of the IV&V Assessment Categories and the
severity ratings of the underlying observations.

PRESEVERANCE AND REFLECTION

“We know we are on
the right path. Our
journey is not

finished but we have
come a long way.”

- Muhammadu Buhari
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N +On May 14, 2024, a change request which extended the project by four months and an added $203,365 was approved.
«Currently in Sprint 15 development. An additional Sprint 18 was added.

PEOPLE +Data migration: production data for full cycle load in iteration 3 was completed.

+OCM meetings were held, and a newsletter was distributed on July 19, 2024

*Based on DCCA feedback during the Sprint 14 demo, it will be revisited and combined with the Sprint 15 demo in August.
Sprint 18 development will overlap with system integration testing (SIT).

PROCESS +Accuity’s IV&V contract ends on August 20, 2024. This report for July 2024 marks the final IV&V deliverable.
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DISCOVERY

CRITICALITY RATINGS

HIGH MEDIUM LoW N/A HEE A change order was reported to have been signed which restarted the project in June 2024. 4
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IV&V ASSESSMENT
AREA

Overall

People
Team,
Stakeholders, &
Culture

V&V SUMMARY

The project restarted in June 2024. A change order was signed by DCCA and Pacxa on May 14, 2024. See sections below for
impact and updates.

Development progress occurred. Receipt and acceptance of certain deliverables such as the design document (DEL-04), quality
management plan (DEL-10), and quality management reports (DEL-11) are still outstanding.

Project Schedule: According to the project change request, the project has been rebaselined and the Go-Live date has been
extended to November 2024. Currently, the project is in Sprint 15 development. An additional Sprint 18 was added.

Project Costs: An additional $203,365 was added to the project. Details on current project invoicing has not been received.
Thus, a determination of whether project costs are matching development progress cannot be determined.

Quality: Quality metrics are currently included in the project status report, however, the quality management plan has not
been accepted. Recommendations on modifying the burndown chart and velocity metrics are provided in Appendix C, process

observation (2024.04.001). Updating the reporting metrics will provide a clearer understanding of project progress.

Project Success: The DCCA and Pacxa project change request addressed schedule and scope issues. IV&V supplemental
contract will end on August 20, 2024. This is the final report.

For these reasons, IV&V is constrained in terms of depth of analysis. While ratings could be assigned to most areas in this
report, insufficient information prevent a definitive determination of trends and trajectory.

+ A new business analyst manager was added to the AST team in June. No issues have been reported or noted.
+ Steering committee and project status meetings were held in July.

+The OCM team met and released a newsletter on July 19, 2024. Demo feedback are actively being monitored and
gathered. Readiness activities preparations are being made

+The DCCA team is engaged and providing user feedback during the Sprint demo.

+IV&YV is unable to assign a rating for this category without additional insight and data to determine whether insufficient
resources is one of the key underlying factors responsible for the ongoing challenges faced by this project.



MAY JUNE JULY IV&V ASSESSMENT IV&V SUMMARY

AREA

Process *The Sprint 14 demo was held, however, due to DCCA feedback, the demo will be revisited. Pacxa will combine the Sprint 14

demo with the Sprint 15 demo which is scheduled in August.
Approach &

Execution *There is concern that if feedback is provided for prior sprints, either the update will be delayed or not included at all.
Furthermore, it is unclear as to the review process for changes made as a result of sprint demo feedback. DCCA should be
provided an opportunity to receive an update or view any changes made.

* A lessons learned review is recommended to help overcome repetitive project challenges and avoid future delays. This issue is
discussed in Appendix C, process observation (2024.04.001).

* Communication and collaboration in project meetings, sprint reviews, and project status summaries has improved.

« Performance metrics were reported in the project summary report. No apparent changes were made, recommendations on
modifying the metrics are provided in Appendix C, process observation (2024.04.001).

*In accordance with PMBOK Section 11.2.3 reviewing risks and maintaining a risk registry help to keep a project on track and
help resolve issues that were identified quickly. Recommendations on modifying the risk log are provided in Appendix C,
process (2023.02.001).

*The newly added Sprint 18 will overlap with system integration testing (SIT). The review, demo, and vetting process as well as
SIT may be negatively impacted.

Tech nology * Development progress occurred-Sprints 13 and 14 were completed. Development for Sprint 15 has started.

System, Data, &

) * SFDC full data load testing of cycle 3 is complete.
Security

* Mapping, relationships and sequencing, cleansing, and transformation scripts are all complete.

* The data conversion and migration plan, deployment plan, security management plan, system architecture and design
documentation are still outstanding.

» Quality metrics are being reported. Recommendations on modifying the quality metrics are provided in Appendix C, process
observation (2024.04.001).

* A governance structure is needed for DCCA’s single-org Salesforce architecture (2023.05.002).



V&V
ASSESSMENT
AREAS

People
Process

Technology

oBSERVATION#: 2024.07.001 status: OPEN Type: RISK

imee: IV&V SERVICES END OF CONTRACT

Observation: Accuity’s contract for IV&V services will end on August 20, 2024, although the project contract with Pacxa
has been extended for an additional four months. July is the last and final IV&V report.

Analysis: The BRM project has faced multiple delays and although progress is being made, there are still multiple open
risks that have been observed and the project is not complete. According to HRS §27-43.6, it states that IV&V services
are, “a rigorous independent process that evaluates the correctness and quality of the business product of the project to
ensure that the product is being developed in accordance with customer requirements and well-engineered.” For the
afore mentioned reasons, the severity has been rated as high.

Recommendation:
To ensure ETS compliance and that the project remains on track, IV&V services should be procured.



V&V
ASSESSMENT
AREAS

People
Process

Technology

oBsErVATION#: 2024.07.002 status: OPEN Type: RISK

Tire: SPRINT 18 WILL OVERLAP WITH SYSTEM INTEGRATION TESTING (SIT)

Observation: A new Sprint 18 has been added to the schedule. It has been noted and mentioned that this sprint will
overlap with system integration testing (SIT).

Analysis: All development should be complete prior to system integration testing. The risk is if defects and/or changes
are reported from the Sprint 18 demo or similar review process, the changes will not be made. The other scenario is that
changes will be made during testing which will result in rework. This may have an affect on the quality of testing and
ultimately the solution.

Because of the uncertainty that there may be defects and/or changes needed, the severity rating has been deemed
medium.

Recommendation:

To minimize potential schedule impacts, it is advised that enough time between development and testing be provided. In
addition, Sprints should have a second review process to ensure that the defects and/or changes that were requested
have been made.

If SIT occurs during Sprint 18 development, regression testing should be performed.



TERMS

RISK
An event that has not
happened yet.

ISSUE

An event that is already
occurring or has already
happened.

D

ACCUITY

Appendix A: IV&V Criticality and Severity Ratings
IV&YV CRITICALITY AND SEVERITY RATINGS

Criticality and severity ratings provide insight on where significant deficiencies are observed and immediate remediation or risk mitigation is
required. Criticality ratings are assigned to the overall project as well as each IV&V Assessment Area. Severity ratings are assigned to each
risk or issue identified.

Criticality Rating

The criticality ratings are assessed based on consideration of the severity ratings of each related risk and issue within the respective V&V
Assessment Area, the overall impact of the related observations to the success of the project, and the urgency of and length of time to
implement remediation or risk mitigation strategies. Arrows indicate trends in the project assessment from the prior report and take into
consideration areas of increasing risk and approaching timeline. Up arrows indicate adequate improvements or progress made. Down
arrows indicate a decline, inadequate progress, or incomplete resolution of previously identified observations. No arrow indicates there
was neither improving nor declining progress from the prior report.

A RED, high criticality rating is assigned when significant
severe deficiencies were observed and immediate
remediation or risk mitigation is required.

A , medium criticality rating is assigned when
deficiencies were observed that merit attention.
Remediation or risk mitigation should be performed in a
timely manner.

A GREEN, low criticality rating is assigned when the
activity is on track and minimal deficiencies were
observed. Some oversight may be needed to ensure the
risk stays low and the activity remains on track.

A rating is assigned when the category being
assessed has incomplete information available for a
conclusive observation and recommendation or is not
applicable at the time of the IV&V review.

Appendix 9



TERMS

POSITIVE

Celebrates high
performance or project
successes.

PRELIMINARY
CONCERN

Potential risk requiring
further analysis.

AcCCUIT
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Severity Rating

Once risks are identified and characterized, Accuity will
examine project conditions to determine the probability of
the risk being identified and the impact to the project, if the
risk is realized. We know that a risk is in the future, so we
must provide the probability and impact to determine if the
risk has a Risk Severity, such as Severity 1 (High), Severity 2
(Moderate), or Severity 3 (Low).

While a risk is an event that has not happened yet, an issue
is something that is already occurring or has already
happened. Accuity will examine project conditions and
business impact to determine if the issue has an Issue
Severity, such as Severity 1 (High/Critical Impact/System
Down), Severity 2 (Moderate/Significant Impact), or Severity
3 (Low/Normal/Minor Impact/Informational).

Observations that are positive, preliminary concerns, or
opportunities are not assigned a severity rating.

SEVERITY 1: High/Critical level

Moderate level

SEVERITY 3: Low level

Appendix

10



Appendix B: Industry Standards and Best Practices

ADA

ADKAR®

BABOK® v3
DAMA-DMBOK® v2
PMBOK® v7

SPM

PROSCI ADKAR®
SWEBOK v3

IEEE 828-2012

IEEE 1062-2015
IEEE 1012-2016
IEEE 730-2014

1SO 9001:2015
ISO/IEC 25010:2011
ISO/IEC 16085:2021
IEEE 16326-2019

IEEE 29148-2018

)

ACCUITY

Americans with Disabilities Act

Prosci ADKAR: Awareness, Desire, Knowledge, Ability, and Reinforcement

Business Analyst Body of Knowledge

DAMA International’s Guide to the Data Management Body of Knowledge

Project Management Institute (PMI) Project Management Body of Knowledge

PMI The Standard for Project Management

Leading organization providing research, methodology, and tools on change management practices

Guide to the Software Engineering Body of Knowledge

Institute of Electrical and Electronics Engineers (IEEE) Standard for Configuration Management in Systems and Software
Engineering

IEEE Recommended Practice for Software Acquisition
IEEE Standard for System, Software, and Hardware Verification and Validation
IEEE Standard for Software Quality Assurance Processes

International Organization for Standardization (ISO) Quality Management Systems — Requirements

ISO/International Electrotechnical Commission (IEC) Systems and Software Engineering — Systems and Software Quality
Requirements and Evaluation (SQuaRE) — System and Software Quality Models

ISO/IEC Systems and Software Engineering — Life Cycle Processes — Risk Management

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Life Cycle Processes — Project Management

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Life Cycle Processes — Requirements Engineering

Appendix



IEEE 15288-2023

IEEE 12207-2017

IEEE 24748-1-2018
IEEE 24748-2-2018

IEEE 24748-3-2020
IEEE 14764-2021
IEEE 15289-2019
IEEE 24765-2017

IEEE 26511-2018

IEEE 23026-2015
IEEE 29119-1-2021
IEEE 29119-2-2021
IEEE 29119-3-2021
IEEE 29119-4-2021
IEEE 1484.13.1-2012

ISO/IEC TR 20000-11:2021

ISO/IEC 27002:2022

)

ACCUITY

ISO/IEC/IEEE International Standard — Systems and Software Engineering — System Life Cycle Processes

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Software Life Cycle Processes

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Life Cycle Management — Part 1: Guidelines for Life
Cycle Management

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Life Cycle Management — Part 2: Guidelines for the
Application of ISO/IEC/IEEE 15288 (System Life Cycle Processes)

IEEE Guide: Adoption of ISO/IEC TR 24748-3:2011, Systems and Software Engineering — Life Cycle Management — Part 3: Guide
to the Application of ISO/IEC 12207 (Software Life Cycle Processes)

ISO/IEC/IEEE International Standard for Software Engineering — Software Life Cycle Processes — Maintenance

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Content of Life Cycle Information ltems
(Documentation)

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Vocabulary

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Requirements for Managers of Information for Users
of Systems, Software, and Services

ISO/IEC/IEEE International Standard — Systems and Software Engineering — Engineering and Management of Websites for
Systems, Software, and Services Information

ISO/IEC/IEEE International Standard — Software and Systems Engineering — Software Testing — Part 1: Concepts and Definitions
ISO/IEC/IEEE International Standard — Software and Systems Engineering — Software Testing — Part 2: Test Processes
ISO/IEC/IEEE International Standard — Software and Systems Engineering — Software Testing — Part 3: Test Documentation
ISO/IEC/IEEE International Standard — Software and Systems Engineering — Software Testing — Part 4: Test Techniques

IEEE Standard for Learning Technology — Conceptual Model for Resource Aggregation for Learning, Education, and Training

ISO/IEC Information Technology — Service Management —Part 11: Guidance on the Relationship Between ISO/IEC 20000-1:2011
and Service Management Frameworks: ITIL®

Information Technology — Security Techniques — Code of Practice for Information Security Controls

Appendix



STANDARD DESCRIPTION

Federal Information Processing Standard (FIPS) Publication 199, Standards for Security Categorization of Federal Information and

FIPS 199 Information Systems

FIPS 200 FIPS Publication 200, Minimum Security Requirements for Federal Information and Information Systems

National Institute of Standards and Technology (NIST) Security and Privacy Controls for Federal Information Systems and

NIST 800-53 Rev 5 o
Organizations

NIST Cybersecurity Framework

vii NIST Framework for Improving Critical Infrastructure Cybersecurity

LSS Lean Six Sigma

@ Appendix 13
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Appendix C: Prior Observations Log

[ TvPE ORIGINAL SEVERITY | CURRENT SEVERITY ANALYSIS STATUS STATUS UPDATE CLOSED DATE CLOSURE REASON
Process 2024.04.001 Issue High High The failure to capture and integrate lessons Lessons learned sessions provide a valuable opportunity to reflect on the project and 2024.04.001.R1 - Conduct formal lessons learned meetings. Open 05/31/24: Per the Project Sponsor, the PMs will not conduct activities such as lessons learned
learned from earlier project phases and identify areas for improvement, which can lead to more efficient and effective project | Encourage open and honest discussion so stakeholders share their experiences and sessions until the partial pause is lifted.
restarts, is leading to the repetition of the processes and project management in the future. The BRM project was initially paused |perspectives on what could have been done differently and what they learned.
same project challenges. in August 2023 for three months as the decision on the new solution architecture and Analyze the collected information, look for common themes, and identify the root causes IV&V will continue to monitor the project's progress related to capturing and addressing lessons
design was being assessed. The project restarted in November 2023 which resulted in | of issues that need to be addressed. learned.
Pacxa’s new technology partner, AST, and new members being added to the project
management team. 2024.04.001.R2 - Incorporate lessons learned and any resulting actions into the new 6/30/24: No lessons learned formal meeting has been noted to date. The updated project schedule is
revised schedule and processes. pending approved by DCCA.
The project encountered multiple obstacles and delays since its restart, which canbe | Prioritize based on relevance to upcoming activities.
attributed to several factors, including the absence of a comprehensive project Develop high-level timeline and tasks for addressing deficiencies and begin tracking 7/31/24: No new changes to report.
schedule, misalignment of workload and scope expectations, unclear roles and progress.
responsibilities, need for greater project management support, and ambiguity
surrounding and reporting (2023.08.001, 2023.02.002,
2023.02.001, 2024.01.001, 2024.01.002, and 2024.02.001). As this project is partially
paused again, if lessons learned and the root causes of challenges are not captured
from the previous project implementation phases, the project will lose the opportunity
to incorporate process improvements for future phases and projects.
Process 2024.02.001 Issue High Low A lack of agreement on a path forward and the | The project has faced a number of challenges and setbacks since its restart, which can 2024.02.001.R1 - Improve communication and collaboration. Open 03/31/24: DCCA and Pacxa discussed and are working to address twelve concerns raised regarding
critical changes needed for course correction, | be attributed to various factors such as lack of detailed project schedule with clear « Establish clear communication channels and protocols to ensure that project project reporting, and di progress. Team Pacxa is providing daily
may hinder the likelihood of overall project assignments, misinterpretation of workload expectations, unclear roles and stakeholders are on the same page. summaries of activities performed in development, testing, design, data migration and integrations.
success and result in the recurrence of the responsibilities among project managers, and confusion regarding development « Obtain agreement on project status reports and metrics to help keep everyone informed A clear, defined action plan may be needed to make significant improvements.
same project issues. methodologies and approaches. with the relevant and valuable information to monitor if the project is on track.
04/30/24: Accuity converted this from a risk to an issue. The DCCA Project Sponsor informed IV&V
DCCA communicated twelve concerns to Pacxa related to many areas including project |CLOSED: 2024.02.001.R2— Develop an action plan to achieve project success. that most Sl and PM activities have been paused. Accuity closed the recommendations related to
reporting, progress, participation of project resources, * Review lessons learned from previous sprints and develop a plan to prevent the same reviewing lessons learned and developing an action plan and opened separate IV&V observation to
data migration, etc. Pacxa provided a preliminary written response to all twelve issues from recurring. capture the issue (2024.04.001).
concerns, which reflected differences between DCCA and Pacxa'’s view of the current * Determine root causes of issues identified by DCCA and identify actions and
challenges. The project team must strive to find common ground and work responsibilities to address the causes. 05/31/24: Due to the project's partial pause and suspension of project management and governance
collaboratively to address the fundamental project challenges. * Come together and increase efforts to support one another and agree on a more activities, IV&V does not have any updated information.
effective way of working together to achieve success.
In addition to the recommendations below, IV&V made additional recommendations in IV&V will continue to monitor this as the project determines and work together towards a path
previous reports that address outstanding risks and are included in Appendix C: Prior forward.
Observations Log.
6/30/24: The project restarted in June 2024. Project metrics and a status report have been developed
and provided to DCCA. The severity has been reduced as a result.
Process 2024.01.001 Issue Moderate Moderate 2024.01.001 Project is lacking rigorous 2024.06.001- In accordance with PMBOK 4.2.3.1, an approved project management CLOSED- 2024.06.001- In accordance with PMBOK 4.2.3.1, the project management plan is | Open 02/29/24: Accuity converted this from a risk to an issue, and increased the severity rating from Level

schedule management practices which may
impact the ability to properly manage
resources, quality, and timeliness of project
execution.

plan ensures the key deliverables and milestones are defined. An PMP is necessary to
rebase line the project.

2024.001.001- The current high-level project schedule lacks sufficient detail to ensure
that the project team has a comprehensive understanding of all project activities, and
the project managers can better estimate the time and resources required for each
task. Given that there are less than six months before system deployment and the
project is experiencing some delays, it is vital that a detailed work breakdown structure
(WBS) of the project scope and requirements is broken down into smaller, components
that can be easily scheduled and tracked. For example, the current schedule is too high-
level. It is unclear who is preforming key critical project activities related to data

cleansing, c ion, and Based on ongoing discussions, a
meeting is planned in February to build the schedule out with additional detail.

a critical project management document. Carefully review the revised timelines, resources
requested, unfinished work remaining and complete the approval process. Any issues that
arise from subsequent demos, should be documented in the appropriate feedback log.

2024.01.001.R1 - Improve the project schedule by creating a WBS broken down into
smaller, more manageable components.

« Provide the appropriate detail of tasks, durations, due dates, milestones, and key work
products. Both DCCA- and Pacxa-assigned tasks and resources should be clearly reflected
in the project schedule, including data validation and user acceptance testing.

* Obtain agreement on the baseline schedule and then hold parties accountable for tasks
and deadlines.

2024.01.001.R2 — Assess the need for additional Pacxa resources for project management
support.

« The current Pacxa project manager is actively facilitating functional design sessions and
other key activities, which may impact his ability to focus on project management
execution.

Page 1of 15

2 (Moderate) to Level 1 (High). The Go-Live date of July 2024 is not feasible and under revision. The
project's lack of rigorous schedule management practices led to the inability to plan and execute
against its planned project timeline.

03/31/24: The revised Go-Live date of July 2024 will not be met and the project’s revised schedule is
expected in April. Careful planning and analysis will be needed to develop a realistic timeline.

04/30/24: The project will be delayed and the revised schedule is highly dependent on the revised
change request and resulting decisions on the path forward. Without significant changes made to
actively monitor the project schedule and key metrics, delays will continue, and the same issues will
continue to hinder project performance even under a revised project schedule.

05/31/24: The July 2024 Go-Live date will not be met and the new project timeline is highly
dependent on the pending change request and resulting decisions on the path forward. Due to the
project’s partial pause and suspension of project management and governance activities, V&V does
not have any updated information.

IV&V will continue to monitor the project's schedule management processes.

6/30/24: A revised project management plan was submitted to the DCCA and is pending approval.

7/31/24:A change request was signed on May 14, 2024. This change request added additional scope
and extended the schedule. Although deliverable documents are still outstanding which would help
to increase understanding and expectations, the change request is an agreed to scope document and
it appears that the project management plan has been accepted. The severity has been reduced to
low.
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ASSESSMENT AREA|

TYPE

ORIGINAL SEVERITY | CURRENT SEVERITY ANALYSIS STATUS STATUS UPDATE CLOSED DATE CLOSURE REASON
Process 2024.01.002 Issue Moderate High Unclear sprint planning and execution may The project executed Sprints 1 and 2 without providing a clear understanding of sprint | 2024.07.001 - Maintaining the sprint review process with the client in applying agile Open 02/29/24: Accuity converted this from a risk to an issue, and increased the severity rating from Level
result in misalignment of sprint goals and goals. Pacxa provided a preliminary report showing 13 items completed, 10 items in methodology is a critical component and one of the main benefits of this development 2 (Moderate) to Level 1 (High). More rigor on sprint planning and execution is needed to get the
objectives, low quality of work, and potential | progress, 4 to be started and 1 blocked item. For the first two sprints, the team did not | approach. It is recomended to hold sprint demos and technical reviews to gather feedback project back on track, prevent further delays, and increase mutual understanding.
rework. review the product backlog, discuss priorities and dependencies, or agree upon the especially as it nears the end of the development phase.
sprint goal. As a result, there is not a clearly defined sprint goal, a prioritized and 03/31/24: The project appr 34% of known work, with only two
refined backlog, a clear understanding of the total number of development items, or a | 2024.06.001 - Modify the reported performance metrics sprints remaining. Given the current pace of development, a significant number of additional sprints
detailed plan for the remaining sprints. Furthermore, the project did not hold a sprint | » In order to properly assess if development is on track the burndown chart needs to show may be required to complete the new BRM solution. A Sprint 6 demo was conducted and Sprint 7
review meeting to demonstrate the work completed, share testing or quality assurance |the total story points ( user stories or requirements) divided by the remaining sprints development is in progress. The total number of remaining sprints to complete development still
results, or hold a retrospective to reflect on ways to improve future sprints. where at the end of the sprints, there are no story points (user stories or requirements) needs to be determined.
remaining.
For future Sprints, Pacxa will work more closely with DCCA stakeholders for greater * Furthermore, consider adding this metric to the 'Velocity' table. In this way, the actual 04/30/24: System development is significantly delayed. Sprint 8 is the last planned sprint and almost
transparency and collaboration. Meetings have been scheduled to refine 'story pts done' to planned velocity will show the comparative project development complete. The number of additional sprints needed to complete development is still unknown.
i review criteria, and prioritize the backlog. Pacxa is progress.
proposing skipping Sprint 3 from the total of 8 planned sprints to allow for more sprint 05/31/24: Some system development work is currently underway; however, the absence of reporting
planning starting with Sprint 4, allowing DCCA to have more involvement in the 2024.01.002.R1 - Implement Agile ceremonies and reporting for greater transparency and quality metrics makes it difficult to ascertain the extent of work in progress, completed, and
requirements prioritization and a shared understanding among the team of the work to |+ Implement Agile ceremonies such as daily stand-ups, sprint planning, sprint review, and remaining. Refer to observation 2024.05.001 related to the suspension of project management and
be completed. It will be important to evaluate the tradeoffs of increasing sprint retrospective meetings. These meetings will help to promote transparency and governance activities while technical activities continue.
velocity within fewer sprints and maintaining the development and testing team’s communication among team members and ensure that everyone is aligned with the goals IV&V will continue to monitor the planning and execution of sprints.
quality of work. and objectives of the sprint.
* Provide more sprint reporting such as burn-down charts, velocity, and test summary 6/30/24: Project meetings have resumed. A summary report has been created and two key metrics
reports. the burn down chart and velocity metrics were included 1) see recommendation 2024.06.001. 2)
Based on the, "Burn down chart-Sprint 12 as of 6/26" it appears that story points goals were not
2024.01.002.R2 - Evaluate if the remaining number of sprints is realistic and achievable. realized. 3) Furthermore, it appears that IV&V and DCCA do not have access to Pacxa's Jira site where
« Consider if the number of backlog items left to complete, the team's velocity, the the backlog is stored. 4) Lastly, Sprint 7 to 9 demo is scheduled for the first week of July, however,
complexity of the remaining items, any dependencies, and any external factors could development for Sprint 12 has already ended. IV&V is concerned about delayed feedback from prior
impact the team's ability to complete the work in the number of remaining sprints. sprints, the ability of Pacxa to respond, and whether DCCA will be able to review any changes.
Therefore, there is no change in severity.
7/31/24: Based upon the July burn down chart for Sprint 14, it appears that development was
completed. Furthermore due to CSEA feedback, Sprint 14 demo will be revisited and combined with
the Sprint 15 demo scheduled for August. Severity rating remains unchanged.
Technology 2023.05.002 Risk N/A Moderate The lack of a formal governance structure to | This was originally reported in the May 2023 Monthly IV&V Report as a preliminary 2023.05.002.R1 — Create a plan and assign responsibilities to develop a formal governance | Open 06/30/23: The discovery of the Salesforce application in DCCA’s main organization was completed.

oversee multiple applications in a single
Salesforce organization may lead to errors
with application data

concern but is upgraded to a risk in this report. The BRM application is in DCCA’s main
Salesforce instance with DCCA’s other applications. Besi+H12des a Salesforce

integration, mai , and
operations of the applications.

e whit and best practices document that was provided in December
2023, there has been no other significant progress made to address this gap. An
effective governance model is important to provide proper oversight and management
of DCCA’s business structure, priorities, IT roadmap, and icati and

structure.

« Clearly define the scope of the governance structure, which applications it will oversee,
and what activities it will cover.

« Identify all stakeholders who will be impacted by the governance structure.

« Determine the governance structure, policies, and guidelines that will govern the

change issue

maintenance practices such as data management and production releases. This is
especially important considering there will be two different vendors responsible for the
operations and maintenance of the separate applications.

security, mai and
operations of the applications.

In July, the Discovery analysis of the remaining application’s code will be completed in order for DCCA
leaders to make an informed decision regarding the overall solution design and architecture.

07/31/23 and 08/31/23: The Discovery Assessment Report outlining the impacts of moving the
current implementation to DCCA's main Salesforce Org was completed; however, additional
information and the final decision is still pending.

12/31/23: With the project restart, the project will move forward with placing the BRM application in
DCCA main Salesforce organization. As the revised System Archit and Design D ion
of the solution is due in late January, IV&V will continue to monitor this observation.

01/31/24 and 02/29/24: Pacxa is conducting meetings to address questions regarding integrations
with the payment processing system and other applications within DCCA's main Salesforce
organization.

03/31/24: This observation was changed from a preliminary concern to a risk as enough time has
passed knowing the BRM solution will be housed in DCCA's existing salesforce instance. The planning
around the development of a formal governance structure should begin.

04/30/24 and 05/31/24: Due to the partial project pause placed on many project activities this
month by the DCCA executive sponsor, IV&V does not believe any progress was made on addressing
this risk.

6/30/24: Based on the June 26, 2024 status report, Pacxa and DCCA are working to together to
ensure proper system governance processes are in place. BRIMS BRA_INFO to Salesforce
FEED_ITEMS migration is in progress.

IV&V will continue to monitor for the creation of a formal governance structure.

7/31/24: No new changes to report.
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Process

2023.02.001

Issue

Current risk processes aren’t
communicating risks or executing risk
mitigating tasks early enough which may
impact project scope, schedule, and costs.

2023.02.001- The lack of adequate communication around risks and potential changes,
could result in unanticipated consequences. V&V has observed many instances where
delays and risks are not proactively communicated. For example, although risks are
discussed at weekly status meetings; the risk regarding adequate data storage was not
communicated for three weeks after initial discovery. Also, the project was not made
aware that 25 out of 111 (23%) user stories tagged for Sprint 2 were at risk of not being
completed until after the Sprint was completed.

Although IV&V has observed some initial improvement in recent meetings and the
earlier communication of technology uncertainties and exploration of alternatives, it is
imperative to foster an open, transparent culture where the discussion of risks and
issues is expected and encouraged.

2024.06.001- Adding risks provided in the IV&V reports helps to ensure that other
identified issues, concerns, and observations are properly discussed and decisioned.

2023.02.001.R1 - Foster an open, transparent culture where it is safe and comfortable to
discuss risks.

 Foster a culture of having candid dialogue, discussing potential risks, asking difficult
questions, and holding each other accountable.

2023.02.001.R2 - In instances where changes are unavoidable, the project team should
initiate change management processes early.
Risks, costs, schedule, and quality impacts should be assessed and clearly communicated.

Open

03/31/23: Strong risk management is required as the project continues to be confronted by
technology challenges, unanticipated changes, and delays. Additional focus on identifying root causes
of risks and challenges, and executing mitigation plans timely will help reduce ongoing concerns.

04/30/23: Accuity observed more active discussion and logging of project risks; however,
improvement still needs to be made in the development of risk mitigation strategies, change

processes, ication of risks by all stakeholders, and accountabil
project direction shifts and multiple workstreams reassess their tasks and responsibilities, it is
paramount that risks continue to be discussed openly and timely.

05/31/23 and 06/30/23: Project risks and mitigation plans should be actively discussed during this
period of transition and replanning. As the project’s Discovery phase is prolonged, it is critical that
the team promote a healthy culture of transparency to support the active identification of risks and
development of risk mitigation plans.

07/31/23 and 08/31/23: As the project pivots direction, it is important that any potential risks and
issues are promptly identified and addressed.

12/31/23: Closed due to the restart of the project. Accuity will reassess the risk management
process when project activities and meetings commence.

01/31/24: Reopened due to the need for more formalized risk management processes given the
aggressive timeline and current project delays. As there are no separate risk meetings, the team
needs to ensure risks are identified, addressed, and mitigated timely. There are risks raised in
January and there appear to be differences in the understanding and plan for mitigating risks.

02/29/24: Accuity converted this from a risk to an issue, and increased the severity rating from Level
2 (Moderate) to Level 1 (High). Current risk management practices did not prevent this project from
reaching this state. Risk management processes need to be revisited and improved to actively
prevent and mitigate current and future project risks.

03/31/24: The Pacxa team formalized the use of a team risk log to track and report risks starting in
March. Improvements are still needed in this area to proactively identify, discuss, and mitigate risks.

04/30/24 and 05/31/24: As limited project activities are still executed, risk management activities
should also continue to identify any risks and issues that need to be mitigated or addressed.

IV&V will continue to monitor risk management activities.

6/30/24: An updated risk log was developed. DCCA staff seem actively engaged and participating in
the discussion around the risks identified. The severity has been reduced as a result.
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Process

2023.02.002

Issue

N/A

Untimely and insufficient completion of

Aalta was contracted to provide various project, oversight, risk, and quality

project may
impact effective project execution.

services to DCCA. Aalta’s deliverables were defined; however, many key
deliverables are still pending including the criticality and risk assessment (CARA) report,
interim User Acceptance Testing (UAT) Plan, project success metrics, and performance

work statement (PWS) dashboard. Although some preliminary drafts and demos have

been provided, additional information is needed on how to implement those plans and
processes to successfully execute upcoming project activities.

Possible root causes or contributing factors are an aggressive project pace, the
turnover and adequacy of project management resources, and project complexity. The
Aalta Project Manager is collaborative and a team player; however, may not have
adequate time to perform all of the required project management tasks. DCCA and
Aalta will need to work together to establish appropriate project management
processes and clarify the priority of project management deliverables and activities.

2023.02.002.R1 - Clarify roles and expectations of DCCA PM
*Clarify and prioritize purpose and expectations of project manager contracted services in
light of project risks and lessons learned

2023.02.002.R2 — Develop a project schedule to manage Aalta tasks and deliverables

«Provide the appropriate detail of tasks, durations, due dates, milestones, and deliverables.

«Consider either developing a separate schedule or incorporating into Pacxa'’s project
schedule.

Open

Refer to prior Monthly IV&V Reports for status updates before May 2023.

05/31/23 and 06/30/23: Aalta's progress on outstanding responsibilities is still unclear. More active
project management support is needed to optimize project resources, reduce project stress for

i and improve resource planning for project activities. A
formalized approach and process for adequately reviewing and approving project deliverables such
as design documentation is also needed (2023.05.001).

07/31/23 and 08/31/23: Aalta’s new project manager is getting up to speed on the project and
helping to coordinate the results of the Discovery Analysis and next steps. The Project PM’s need to
work together to address systemic project challenges such as ongoing project delays, resource
management, and the need for more formalized processes.

12/31/23: Accuity decreased the severity rating from Level 1 (High) to Level 3 (Low) with the restart
of the project.  Although project deliverables and activities appear to be delayed in the first six
weeks, Aalta's role in supporting project oversight and execution is unknown.

01/31/24: Aalta is meeting regularly with the project sponsor and Pacxa PM; however, IV&V has
limited visibility into those i As some deliy bles need imp! or appear identical
to the ones submitted in the original project phase, DCCA and Aalta should carefully review them to
avoid previous project issues. Aalta did not complete formal deliverable review checklists on
submitted deliverables. Review of Pacxa deliverables using the comment log was not provided
timely, and the deliverable review process is being reevaluated by DCCA and Aalta.

02/29/24: Accuity increased the severity rating from Level 3 (Low) to Level 2 (Moderate). The role of
the PM is to actively identify and address risks before they become issues.

03/31/24: The PMs are working closer together to address concerns; however, DCCA's PM should
take a more proactive approach to ensuring the project is back on track even before the revised
schedule is approved. Laying the groundwork now will allow the project to recover more quickly
once the path forward is determined.

04/30/24: Accuity converted this from a risk to an issue, and increased the severity rating from Level
2 (Moderate) to Level 1 (High). More rigor on project management activities is critical during this time
in reviewing the change request, projected revised timeline, and requirements traceability especially
as Sprints 7 and 8 conclude.

05/31/24: The resour and activities I to project were limited leading to the
suspension of critical project management tasks. Refer to observation 2024.05.001 related to the
suspension of project management and governance activities while technical activities continue.

IV&V will continue to review project management processes and the rigor with which project
deliverables are reviewed.

6/30/24: Pending the receipt of the formal change order the project was

And although the deliverables will be resubmitted, only DEL-07, the project management plan is
overdue. It was submitted to DCCA and approval is dependent on the successful outcome of the
Sprints 7 to 9 demo. Thus, the severity has been reduced.

7/31/24: A change request was signed. The project was rebaselined and extended by four months. It
appears that the project management plan was accepted. IV&V was unable to verify this directly.
Although activities and deliverables are being tracked, some of these such as the quality
management plan (DEL-10) should have been provided earlier. Thus, the risk has been lowered to
low.
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Process

2022.08.006

Risk

Moderate

Alack of quantitative success metrics may lead
to differences in the interpretation of project
success.

Project goals were drafted; however, quantitative success metrics were not yet
defined. Clear and measurable success metrics ensure that everyone is working to the
same definition of success, that progress can be monitored, and corrective actions can
be taken if necessary.

2024.06.001- see recommendation 2024.06.001 for process observation 2024.01.002.

2022.08.006.R1— Formalize measurable goals and success metrics.

«Consider financial, tangible, and i metrics such as ional key
performance indicators (KPIs), customer or employee satisfaction, user adoption, return on
investment, or cycle or processing times.

*Consider benefits

as well as to BREG goals.

2022.08.006.R2 — Collect baseline data and monitor progress.

*Consider methods for collecting data such as process mining, surveys, queries,
observation, or open forums.

*Consider sources of data such as legacy systems, operations, and internal and external
stakeholders.

Open

Refer to prior Monthly IV&V Reports for status updates before February 2023.

02/28/23: Accuity increased the severity rating from Level 3 (Low) to Level 2 (Moderate). Project
success metrics are delayed and may lead to differences in the interpretation of project success. The
DCCA PM plans to finalize the metrics in March 2023.

03/31/23: Project success metrics are still not defined and an updated target date is not available.
04/30/23: Project success metrics are under development and expected in May 2023.

05/31/23: Draft project success metrics were provided in May and are being updated to reflect
comments received. A target date for finalization is unknown.

06/30/23, 07/31/23, and 08/31/23: Project success metrics are overdue and still pending finalization.

12/31/23: Accuity decreased the severity rating from Level 2 (Moderate) to Level 3 (Low) with the
project restart. IV&V reviewed this finding with both PMs in December 2023, emphasizing the
importance to define project success metrics considering lessons learned from the past efforts. The
project did define critical success factors as part of the Project Restart Kick-off meeting, and should
now develop specific metrics that will be used to measure project success and to monitor how well
the project is meeting its goals and objectives.

01/31/24 and 02/29/24: Accuity reviewed the Project Management Plan DED and commented on the
need for project success metrics.

03/31/24: The development of project success metrics is being tracked as an action item for the
project managers.

04/30/24 and 05/31/24: The development of project success metrics is on pause and would be
important to establish to ensure the project team holds the same definition of future success.

IV&V will review the development and communication of success metrics in the upcoming months.
6/30/2024: The project restarted in June 2024. Regularly scheduled project meetings provides
updates on key development metrics. The severity level has been reduced as a result. PACXA's
burndown chart shows the story points activities for that sprint (2 week period) see process

observation 2024.01.002 for the status update.

7/31/2024: No new changes to report.
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Process

2023.08.001

Risk

High

High

Insufficient quality management practices may
lead to rework and impact the quality,

Quality Management is a vital part of project management involving planning,
executing, and monitoring to ensure activities and deliverables meet project

performance, and functionality of the solution.

qui and customer needs. A number of project deliverables were provided;

however, more rigor is needed to ensure stronger execution of quality activities:

« Quality Management Plan: Pacxa developed a quality plan in December 2022
describing the approach, processes, and controls put in place to ensure the BRM
project objectives are met and expected results are achieved.

* Quality Assurance Surveillance Plan: Aalta provided their quality plan in December
2022 with DCCA will use in the technical performance of the
system integrator. As the DCCA project manager, it outlines its quality responsibilities
as overseeing the quality aspects of the project, servicing as the technical liaison, and
being ible for the final il ion and of all reports.

* Quality Management Reports: Quality Management reports were provided once in
May 2023 with plans to update it with results form the Client Interim Review.

* Quality
project, including project managers, team members, vendors, and users. All
stakeholders must work together to establish clear quality objectives, define the quality

is a shared and involves all stakeholders in the

standards, and implement quality control processes. Roles and responsibilities should
be clearly communicated and reinforced so stakeholders know their role in executing
plans and utilizing quality metrics effectively. Despite the delivered quality plans and
reports, the project still displayed signs that the execution of quality activities could be
improved. Some examples include:

* The project does not have a clear requirements management process in place and did|
not identify with the ertified requirement until
March 2023.

* Based on the results of an independent Salesforce Health Check, a substantial

quantity of code with high complexity was identified, along with opportunities to
enhance coding practices.

 The Client Interim Review resulted in over 40 defects and 105 enhancements. Defects
are items not working per the approved design and enhancements are items to be
added into the backlog for redesign and development.

* The insufficient review and unclear review process of design documentation led to
inaccurate development of system functionality.

2024.06.001- Review the quality deliverables and recommendations provided below.

2023.08.001.R1— Improve the execution of the project’s quality plans.

« Clarify project team’s quality roles and responsibilities and assign specific quality tasks.

« Increase the frequency of quality reports to monitor adherence to quality standards.

« If quality standards are not being met, document the gap, the quality improvements that
need to be made, and take corrective action.

2023.08.001.R2 — Conduct periodic technical reviews to increase visibility of development
best practices.

« Consider discussing development practices updates and key development metrics (e.g., %
of configuration using out-of-the-box features; % of code customized, % of apex code
considered to be high complexity, etc.) at technical reviews.

* Consider including technical SMEs from all stakeholder groups for meaningful review and
feedback.
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12/31/23: Closed due to the restart of the project. Accuity will reassess quality management process
and practices when applicable.

03/31/24: Reopened as the project has completed five sprints; however, has not developed a Quality
Management Plan or started reporting on key metrics such as quality assurance testing metrics.

04/30/24: Detailed quality metrics, including testing metrics for sprint development, are overdue.
Sprint 7 development work was completed and Sprint 8 is in progress.

05/31/24: While the project is on partial pause, quality metrics are not being reported to ensure
proper oversight. While technical activities continue, the analysis of metrics help ensure the quality
of processes and the overall solution.

IV&V will review the development and communication of quality metrics.

6/30/24: The project restarted in June 2024. Based on the June 26, 2024 project status report, the
quality management plan DEL-10 and quality management reports DEL-11 will be resubmitted for
approval on July 12, 2024. Furthermore, story points that are being reviewed by QA staff are being
reported. The backlog that are awaiting QA review is also being reported. Additional QA resources
have been added along with daily monitoring.

7/31/24: There has been no change to the quality management plan (DEL-10) status.
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BRM Project: IV&V Document Comment Log
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No DCCA comments were received.
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