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Executive Summary 

The project continues to make progress with the next system release scheduled for 10/1/2025. 

The project continues to analyze and document the root cause of high-priority defects to identify common development problem areas 
and reduce recurring defects. 

BHA continues to actively recruit for a supervisory role for the project team. This may help alleviate the workload of team members 
and enhance overall productivity on project tasks. 

The project continues to strengthen regression testing by enhancing automated scripts and supporting DDD's transition to owning test 
script maintenance. Now that BHA's Tosca license has been renewed, the Tosca SME has resumed automation efforts, rebuilt the 
work lost during the renewal process, and is nearing completion of six additional modules. 

IV&V has closed three findings: the Lack of Governance Process (finding #47), which BHA has addressed and for which they are 
satisfied with the feedback received; the Tosca license (finding #54), which has been renewed; and the audit compliance risk (finding 
#53), which BHA is actively tracking through an existing ticket. 
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Executive Summary 
Jun Jul Aug Category IV&V Observations 

BHA has initiated a redistribution of development responsibilities across the team to 
reduce workload concentration and maintain project momentum. The team has 

e e e Sprint Planning 
addressed the bottleneck, and access provisioning for additional members is in 
progress to support this transition. Some development activities may be experiencing 
delays, potentially related to known issues that are actively being addressed through 
existing support channels. 

e e e User Story (US) 
There are no active findings in the User Story (US) Validation category, which remains 

Validation 
Green (low criticality) for this reporting period. IV&V will continue to monitor the US 
development and validation process in upcoming reporting periods. 

The project continues to strengthen regression testing by enhancing automated scripts 
and supporting DDD's transition to owning test script maintenance. Now that BHA's 

M M M Test Practice Tosca license has been renewed, the Tosca SME has resumed automation efforts. 
Validation BHA could strengthen its quality assurance efforts by identifying high-risk areas that 

would benefit from enhanced test coverage. 
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Executive Summary 
Jun Jul Aug Category IV&V Observations 

Release/ The project continues to make progress with analyzing and documenting the root cause 

M M M Deployment of high-priority defects in an effort to identify common development problem areas and 
Planning reduce recurring defects. 

On-The-Job- This category remains Green (low criticality) for the August reporting period with no active 
Training (OJT) and findings. 

Knowledge 

e e e Transfer (KT) 
Sessions 

Targeted KT This category remains Green (low criticality) for the August reporting period. IV&V will 

e e e continue to monitor. 

Project There are no project performance metrics to report for the August reporting period. IV&V 
Performance will keep this category's criticality rating Green (low criticality) and will continue to monitor. 

e e e Metrics 

Organizational This category remains Green (low criticality) for the August reporting period. There are no 
Maturity outstanding findings in this category, and IV&V will continue to monitor. 

e e e Assessment (OMA) 
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Executive Summary 
Jun Jul Aug Category IV&V Observations 

The project continues to make progress with the next system release scheduled for 
10/1/2025. 

e e e Project 
Management The project continues to prioritize Help Desk and defect management processes. BHA is 

actively reviewing the submitted Help Desk documentation to assess the adoption and 
enforcement of documented defect management procedures. 

Resource BHA is in the process of recruiting for a supervisory role to help balance workload and 

M M M Management 
support various team functions, including security-related responsibilities. In the interim, 
existing staff will continue to manage certain security coordination tasks. This gap may 
impact the timeliness and coverage of security-related activities until dedicated 
resources are in place. 
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Executive Summary 

As of the August 2025 reporting period, Eight (8) open findings. Four (4) Medium Issues, one(1) Low Risks, Two (2) Low Issues, 
and One (1) Preliminary Concern, spread across the Release/Deployment Planning, Test Practice Validation, Sprint Planning, 
Project Management, Resource Management, assessment areas are currently open. 

Open Risks/Issues by Category/Preliminary 
Concerns/Priority 

Software Development 

Resource Management 

Test Practice Validation 

Sprint Planning 

Release/Deployment Planning 

Project Management 

0 2 

■ Open 
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IV&V Findings & Recommendations 

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 I Deployment Planning 

• On-the-Job Training (OJT) and Knowledge Transition (KT} Sessions 

• Targeted Knowledge Transition (KT} 

• Project Performance Metrics 

• Organizational Maturity Assessment 

• Project Management 

• Resource Management 
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IV&V Findings & Recommendations 
Sprint Planning (cont'd) 

■ Key Findings 

Low Risk: The absence of separate dedicated product backlog review meetings can lead to unclear 
priorities, misalignment with stakeholders, inadequate refinement, and an increased risk of scope 
creep. 

41 Update: BHA has initiated a redistribution of development responsibilities across the team to reduce 
workload concentration and maintain project momentum. The team has addressed the bottleneck, and 
access provisioning for additional members is in progress to support this transition. Some development 
activities may be experiencing delays, potentially related to known issues that are actively being 
addressed through existing support channels. 

Recommendations 

BHA continues to conduct these meetings regularly and mature the practice over time, as they provide tangible 
value in sustaining project velocity and reducing rework. 

CAMHD and DOD implement a structured feedback management process with a prioritization framework to 
ensure that all new requests are thoroughly evaluated and aligned with project goals before being added to the 
backlog. 

Separate dedicated product backlog review meetings (during Sprints) would allow clarifying any ambiguities or 
uncertainties, re-prioritization, estimation and refinement of backlog items. This would allow the project team to 
avoid situations where decisions about including items mid-Sprint would have to be taken. 

IV&V recommends scheduling separate dedicated product backlog review meetings (during Sprints) where all 
relevant stakeholders are invited to review the product backlog and scheduled at the appropriate time(s) such 
that there is sufficient time to plan the design, development, and implementation (DOI) of the next release(s). 
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Rating 

Status 

Open 

Open 

Open 
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IV&V Findings & Recommendations 
Test Practice Validation 

■ 

2 

Key Findings 

Medium Issue: The lack of comprehensive automated regression testing has likely led to post­
production defects, causing user frustration. 

Finding Update: Regression testing for Release 4.14 is scheduled for 9/22/25- 9/30/25, with go live 
planned for 10/1/25. The mid-month renewal of Tosca licenses by BHA enabled the Tosca Automation 
Regression Testing SME to resume development of automated ODD test scenarios and allows CAMHD 
to restart the execution of automated test scripts. 

Recommendations 

To ensure effective Tosca testing, it is crucial for both divisions to align on a unified resource allocation strategy. 
Given the limited availability of resources, open communication and consensus-building are essential for 
optimizing tester utilization. By collaborating to prioritize testing efforts, share critical test cases, and identify 
overlapping areas, the divisions can achieve comprehensive regression testing without overburdening a single 
resource. This collaborative approach will balance workloads, streamline processes, and enhance test 
coverage, minimizing delays and bottlenecks. Ultimately, it will enable both divisions to efficiently meet their 
testing objectives. 

A balanced approach that combines manual and automated regression testing to ensure broad test coverage 
and flexibility. 
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Status 

Open 

In-Progress 

11 



IV&V Findings & Recommendations 
Test Practice Validation {cont'd) 

Recommendations 

Having board(s) in Azure DevOps or a document on SharePoint that provides information about the status of 
regression testing automation, to facilitate visibility and transparency to BHA project personnel and 
stakeholders. 

Schedule priorities should be reevaluated by distributing the work according to the resource bandwidth. This will 
ensure that the schedule is not impacted and that the work is done efficiently between regression testing and 
Golden Record (GR) tasks. 

Pursue and complete additional formal training in Azure DevOps and Tricentis for test automation as soon as 
possible and complete efforts to automate the two primary regression test scripts. 

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

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. 

www.publicconsultinggroup.com 
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In Progress 

In Progress 

In Progress 

In Progress 

In Progress 
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IV&V Findings & Recommendations 
Test Practice Validation {cont'd) 

■ 

40 

Key Findings 

Medium Issue: Limited testing processes can lead to poor-quality software, project delays, and 
extended user acceptance testing. 

Finding Update: In addition to the ongoing automated regression test development for DOD and the 
annual performance testing, IV&V recommends that BHA identify high-risk areas where enhanced test 
coverage would be beneficial. This should be pursued through a phased approach, gradually expanding 
new and/or existing testing processes while working within resource constraints. 

Recommendations 

IV&V recommends enhancing testing scripts to better align with high-risk and business-critical workflows. This 
may include incorporating a broader range of testing techniques such as negative testing (e.g., invalid inputs or 
edge cases), boundary testing, role-based scenario testing, and end-to-end workflow validation. Expanding the 
scope of testing in this way will help uncover hidden defects, improve system robustness, and reduce the 
likelihood of post-deployment issues. 

As part of this effort, it may be helpful to review recent production defects to identify areas where test coverage 
could be improved. Expanding smoke test scenarios to include key functional paths with a history of defects, 
along with exploring opportunities for automation, can contribute to more efficient and consistent post­
deployment validation. These enhancements are intended to support stronger release readiness and help 
minimize the risk of post-deployment issues. 
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Status 
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IV&V Findings & Recommendations 
Test Practice Validation {cont'd) 

Recommendations 

Make efforts to implement a streamlined Root Cause Analysis (RCA) process to identify the causes of defects 
and prevent recurrence. Due to project resource constraints, propose timeboxing RCA efforts for each defect 
introduced into production. Timeboxing involves allocating a fixed period (e.g., 1-2 hours per defect or a set 
number of hours per week) for focused Root Cause Analysis (RCA) activities. These activities may include 
quickly gathering defect context, analyzing potential causes, and proposing corrective actions, all within the 
specified timeframe. Project PM(s) can oversee the tracking of corrective actions to ensure completion. 

IV&V recommends that, after fixing a defect, the SI incorporate relevant test cases to validate these fixes in 
subsequent releases. 

IV&V has requested an overview of the testing process, with a focus on process such as tracking test coverage 
and requirements traceability. 

A Stakeholder Register helps identify and understand all project stakeholders, ensuring needs are met and risks 
are managed through effective communication. A RACI matrix clarifies roles and responsibilities, improving 
collaboration, decision-making, and resource management, which are all critical for the success of IT projects. 

Identify stakeholders (output is Stakeholder Register) and develop a RACI matrix for testing. 

Review the overall testing process and implement any needed improvements identified. 
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In Progress 

In Progress 

In Progress 

Open 

14 



IV&V Findings & Recommendations 
Release/ Deployment Planning {cont'd) 

■ 

39 

Key Findings 

Low Issue: Due to on-going deployment processes and technical execution issues, the Project may 
continue to encounter defects and challenges, e.g., when releases are in production or in meeting 
projected timelines for production and non-production deployments. 

Finding Update: Following the R4.13 deployment, one (1) critical and three (3) high-severity production 
defects remain unresolved. The project team has completed root cause analysis (RCAs) for these four (4) 
defects, and none are related to the deployment. IV&V recommends the team continue performing RCAs to 
determine root causes. IV&V will continue to monitor release outcomes and the project's progress toward a 
mature, systemic approach to defect management and deployment. 

Recommendations 

The project team is recommended to develop and document a formal Root Cause Analysis (RCA) protocol that 
includes defined triggers for initiating an RCA such as severity 1 or 2 production defects, recurring issues, or 
stakeholder-reported impacts. The protocol should also establish clear roles and responsibilities for conducting 
RCAs and reviewing outcomes, along with setting timeframes for completing RCAs following defect identification 
or release. 

Additionally, incorporating standardized templates or tools for documenting RCA findings and associated 
corrective actions, as well as implementing a tracking mechanism to ensure those actions are carried out and 
monitored for effectiveness, will strengthen the process. Formalizing these elements will help ensure RCA 
practices are applied consistently, improve visibility into root causes, and support long-term defect reduction 
across future releases, including those related to FHIR, MSDs, and AER. 
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IV&V Findings & Recommendations 
Release/ Deployment Planning {cont'd) 

Recommendations 

Implement a streamlined Root Cause Analysis (RCA) process to identify deployment causes and prevent 
recurrence. To manage resource constraints, consider timeboxing RCA efforts-e.g., 1-2 hours per defect or a 
set number of hours weekly. Within this timeframe, focus on gathering context, analyzing causes, and proposing 
corrective actions. Project PMs can track these actions to ensure follow-through. 

automating deployments for resource savings, increased efficiency, consistency, The project should consider 
faster time to market, impro ved collaboration and reliability, scalability, version control integration, and rollback 
capability. 

-

-
and qualified resources to support the current deployment processes. This may Ensure there are adequate 

require support from SI reso 
deployment components. 

urces to provide assistance and knowledge transfer for some more complex 

As appropriate, consult with the SI on best practices that BHA could employ to support deployment. 

Request the assistance of the Si's Solution Architect in reviewing and correcting issues associated with the 
consistency of 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. 

Request assistance from the Si's Solution Architect in reviewing deployment scripts to double-check for accuracy 
and completeness before commencing deployment activities. 
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In Progress 

Open 
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In Progress 

In Progress 

In Progress 
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IV&V Findings & Recommendations 
Release/ Deployment Planning {cont'd) 
Recommendations 

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

IV&V recommends performing a Root Cause Analysis (RCA) in collaboration with SI for the continued concerns 
surrounding environment differences. 

IV&V recommends updating the Project's Configuration Management Plan to address the current needs of the 
Project. This should include specific checklists geared at ensuring repeatable promotional processes by DOH. 

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

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. 

Develop a plan to institutionalize the execution of smoke testing for promotions to non-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. 
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Status 

In Progress 

In Progress 

In Progress 

In Progress 

In Progress 
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IV&V Findings & Recommendations 
Project Management {cont'd) 

■ 

46 

Key Findings 

Low Issue: Lack of oversight of the established defect management process could lead to lost/forgotten 
defects and user frustration and could slow the resolution of similar defects in the future. 

Finding Update: IV&V notes continued progress in adhering to established Help Desk and defect 
management processes, as demonstrated by the logging and active tracking of high- and critical-severity 
defects. This indicates the project team is effectively capturing and managing issues through formal 
channels. IV&V encourages continued attention to field-reported issues, such as those involving the 
Provider portal, to further support continuous improvement and enhance end-user satisfaction. 

Recommendations 

The project records the history of a defect's severity in the corresponding ticket's description/notes section in 
ADO. For example, when a hotfix is deployed to mitigate a defect initially classified as "Critical," the 
description/notes section should document that the defect originally had a "Critical" severity rating. 

Based on Best Practices, updating the defect management documentation and having regular refresher training 
on the defect management process. 

Send communications to the project stakeholders to clarify the defect management process and the importance 
of logging all defects. 

Take steps to assure current and new users understand how to report and/or log defects. 

Consider designating a defect management lead or champion to oversee adherence to the process and assure 
all defects are logged. 

Keep stakeholders informed about defect status, priority, impacts, and resolution timelines. This could increase 
awareness of the importance of logging defects. 
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Criticality 
Rating 

Status 

Open 

In Progress 

Open 

In Progress 

Open 

In Progress 
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IV&V Findings & Recommendations 
Project Management {cont'd) 
Recommendations 

Discuss ways to improve the defect logging and management process with the SI and come up with a plan to 
improve. 
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Status 

In Progress 
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IV&V Findings & Recommendations 
Project Management {cont'd) 

■ 
47 

Key Findings 

Medium Issue: The lack of a governance process for restarting production systems can impact service 
availability and frustrate end-users and hinder accountability. 

Finding Update: BHA is satisfied with IV&V's feedback to the updated Production System Restart 
Communication Protocol document. As there are no open issues, IV&V is closing this finding . 

Recommendations 

Develop standard procedures for system restarts, including pre-checks, step-by-step instructions, and post­
restart verifications. 

Require formal approvals before initiating a restart, especially for INSPIRE, and document all actions in a 
centralized system. 

Define clear escalation paths for when restarts do not go as planned, including identifying contacts for technical 
support and management approval for additional interventions. 

Automate Restart Procedures where possible. 

The governance process is established it should be effectively communicated to the project team. 

Provide stakeholders with a clear explanation of the reason for the restart and the lessons learned, while 
documenting the restart details in the defect record. 
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Criticality 
Rating 

Closed 

Status 

In Progress 

In Progress 

Open 

Open 

Open 

Open 
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IV&V Findings & Recommendations 
Resource Management 

■ Key Findings 

Medium Issue: A shortage of BHA project resources could lead to reduced productivity and project 
delays. 

Criticality 
Rating 

34 Finding Update: BHA is in the process of recruiting for a supervisory role to help balance workload and M 
support various team functions, including security-related responsibilities. In the interim, existing staff will 
continue to manage certain security coordination tasks. This gap may impact the timeliness and 
coverage of security-related activities until dedicated resources are in place. 

Recommendations 

Consider identifying key security-related activities such as policy development, monitoring, or access oversight 
that could benefit from additional support. This could help provide clarity for discussions regarding the potential 
adjustment of existing roles or exploration of alternative solutions. A high-level overview of these activities may 
assist leadership in evaluating and addressing any potential gaps over time. 

BHA implement a structured knowledge transfer process when key personnel retire, including cross-training 
and documenting critical knowledge in the Dynamics Help Desk system. Regular updates to the knowledge 
base will maintain its accuracy, preserve essential information, and support smooth operational continuity. 

Utilizing peer-to-peer knowledge sharing, allowing experienced team members to informally share their 
expertise during team meetings. Additionally, creating internal documentation that outlines best practices and 
processes for developing security policies would serve as a self-service resource for the team. 
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Status 

Open 

Open 

II I 

In Progress 
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IV&V Findings & Recommendations 
Resource Management {cont'd) 

Recommendations 

DOD and CAMHD have further discussions to optimize resource utilization between the two divisions. 

BHA should explore options for offloading project team members' daily responsibilities to other staff. 

BHA should work quickly to create new positions and receive State approval. 

BHA should identify tasks and duties that they can ask the SI to assume, as permitted by the contract, which 
are presently being handled by BHA members. 

BHA should explore the use of contractors to fulfill the functions for open project positions. 
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Status 

Open 

In Progress 

In Progress 

In Progress 

In Progress 
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IV&V Findings & Recommendations 
Software Development 

■ 

14 

Key Findings 

Medium Issue: Due to multiple quality concerns, the project may continue to face impactful system 
defects. 

Finding Update: As of this reporting period, one (1) critical and three (3) high-severity production 
defects remain unresolved and are actively being addressed by the project team. While progress 
continues on higher-priority defect remediation (see Appendix E), resolution of lower-severity issues 
remains deferred due to ongoing resource focus. IV&V continues to monitor code quality closely, with 
particular attention on the resolution of remaining R4.13 defects, upcoming release readiness, and any 
Mid-Sprint Deployments (MSDs). 

Recommendations 

Closer collaboration between divisions to review reported defects, ensuring a shared understanding and 
alignment, particularly regarding the severity and priority of production defects. 

Consider exploring tools and practices that support continuous code quality improvements that could help to 
establish quality standards and assure high-quality code that is secure and can be easily maintained. 

The project increases comprehensive testing prior to joint testing to reduce the burden on BHA testers and 
reduce post-production defects. 

The SI vendor add a "Found In" column to the daily scrum file to indicate the environment where each defect 
was identified. 

The SI vendor provides the total number of defects in production and reports these numbers regularly to BHA. 

Evaluate existing project staff skills and experience levels to ensure they meet BHA support requirements. 
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Rating 

M 

Status 

Open 

In Progress 

Open 

In Progress 

In Progress 

In Progress 
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IV&V Findings & Recommendations 
Project Management {cont'd) 

Recommendations 

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

The project monitor implemented improvements for effectiveness. 

Performing an RCA in collaboration with the SI after all future release deployments for continual quality 
improvements. 

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

In Progress 

In Progress 

In Progress 

In Progress 
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IV&V Findings & Recommendations 
Software Development 

■ Key Findings 

Preliminary Concern: BHA does not currently have a streamlined report to identify active AER analytics 
users in production. 

52 Finding Update: The project team has finalized requirements related to this user request. The plan is to 
commence with the design. 
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Criticality 
Rating 
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IV&V Findings & Recommendations 
Software Development 

■ 

53 

Key Findings 

Low Risk: User activity tracking for viewing records is limited across systems, which may affect 
transparency and raise potential compliance concerns. 

Finding Update: BHA already has a ticket to track this finding. Since the core issue involves the 
availability of security resources, IV&V will continue to monitor it under the existing resource finding . 
While certain tools and solutions are part of the long-term strategy, they are not a current priority. As this 
risk is now being actively tracked and integrated into broader resource tracking, IV&V will proceed to 
close this finding. 

Recommendations 

Evaluate and prioritize Microsoft Purview through a cost-benefit and feasibility analysis, and initiate discussions 
with Microsoft to confirm Copilot licensing, integration feasibility, and an implementation roadmap to enhance 
efficiency and compliance. 

Develop and formalize policies and procedures for both automated and manual audit processes, including 
random audits, to enhance oversight and reduce risks. 
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Criticality 
Rating 

Closed 

Status 

Open 

Open 
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IV&V Findings & Recommendations 
Project Management 

■ 

54 

Key Findings 

Medium Risk: The expiration of the Tosca automation license resulted in a temporary pause in 
automated regression testing for the BHA team, affecting testing efficiency and coverage. 

Findings Update: This risk is resolved, with the Tosca automation license renewed. Additionally, the 
Tosca SME now has the necessary access to manage and support automated testing activities. 

Recommendations 

Ensure the Tosca automation license is renewed in advance to avoid disruptions to automated regression 
testing. 

Implement a tracking and notification system for license expiration dates to support timely renewals. 

Develop a documented backup plan to manage regression testing coverage through prioritized manual or 
alternative automated methods during any future tool outages. 
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Criticality 
Rating 

Closed 

Status 

Open 

Open 

Open 
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IV&V Findings & Recommendations 

Project Performance Metrics 

Metric 

Velocity 

Description 

• Review and validate 
the velocity data as 
reported by the 
project 

• Verify the proJ 
on pace to hit 
total target nu 
of US/USP 

ect is 
the 
mber 
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IV&V Observations IV&V Updates 

Velocity Metric Trends: 

Release Planned Actual 

August: There were no deployments in August velocity velocity 

2025. R4.14 is planned for production deployment 
on 10/1/2025. R4.14 126 -

II 

Percentage 
attained 

-
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IV&V Findings & Recommendations 
Project Performance Metrics 

Release 

R4.1 

R4.2 

R4.3 

Golden Record Mid-Sprint 
(MSD) 

R4.4 

R4.5 

R4.6 

R4.7 

R4.8 

R4.9 

R4.10 

R4.11 

R4.12 

R4.13 

Phase 4 Releases Cumulative Variance 

Planned Actual Cumulative 
velocity velocity variance 

309 

85 

85 

0 

240 

95 

84 

111 

111 

111 

111 

111 

110 

126 

114 

174 

124 

68 

225 

76 

103 

50 

107 

71 

162 

132 

111 

78 

-195 

-106 

-67 

-14 

-33 

-14 

-75 

-79 

-119 

-68 

-47 

-46 

-94 

~ 
lJ 
g 

PHASE 4 RELEASE VELOCITY 

~ 71 

~---------------._.__........___.........____,, ___ __. __________ ....._ _________ ....... _________ .__ 
...J 

~ 

RELEASES 

■ Planned velocity ■ Actual 
velocity 

-119 

Cumulative variance 

Note: The SI has been working on areas not currently reflected in the velocity numbers shown in the table above. 
Once the SI provides those velocity figures, IV&V can incorporate them into the table. ~ 
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IV&V Findings & Recommendations 
Project Performance Metrics {cont'd.) 

Metric 

Defect Metrics 

Description 

Understand and track the 
following: 

• Defects by category 
(bug fixes) 

• USPs assigned to 
defects in a release 
vs. USPs assigned to 
planned US in a 
release 

IV&V Observations 

August - There were no deployments in 
August 2025. R4.14 is planned for 
production deployment on 10/1/2025. 

IV&V Updates 

N/A 

Note*: This defect percentage does not include defects under warranty that are assigned zero (0) User Story Points. 
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Appendix A 
IV&V Rating Scales 

This appendix provides the details of each finding and recommendation identified by IV&\/. 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 under control and the current scope can be delivered within the current schedule. 

The assessment category's risks and issues have been identified, and mitigation activities are effective. The overall 
impact of risk and issues is minimal. 

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

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. 

The assessment category's risk and/or issues have been identified, and further mitigation is required to facilitate forward 
Y 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 not under control as there are serious problems with resources, schedule, or scope. A plan 
to get back on track is needed. 

The assessment category's risks and issues pose significant challenges and require immediate mitigation and/or 
escalation. The project's ability to complete critical tasks and/or meet the project's objectives is compromised and is 
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. 
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Appendix A 
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 
M 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. 
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Appendix B 
Inputs 

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

Meetings attended during the August 2025 
reporting period: 

1 . Daily Scrum Meetings 
2. Daily Design Meetings 
3. Twice-Weekly Project Issues Meetings 
4. Weekly BHA-ITS Program Status Meeting 
5. Bi-Weekly Check-in: CAMHD 
6. Bi-Weekly Check-in: ODD 
7. BHA (CAMHD & DOD) IV&V Joint Meeting 
8. IV&V Draft IV&V Status Review Meeting with DOH 
9. DOH BHA IT Solution Project - Steering 

Committee 
10. Incident Management Discovery 
11 . Discovery Management Solution Discovery 

Sessions 

Eclipse IV&V® Base Standards and 
Checklists 

Documert 

www.publicconsultinggroup.com 

Artifacts reviewed during the August 2025 
reporting period: 

1. Daily Scrum Notes 
2. Twice Weekly Issues Meeting Notes 
3. Weekly BHA-ITS Program Status Report 
4. Release 4. 7 Release Notes 
5. BHA Production System Restart Communication 

Protocol - lV&V reviewed and provided 
recommendations. 

6. Conducted IV&V Interviews. 
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Appendix C 
Project Trends~~~~~~~~~~~~ 

Test 
Practice 

alidation 
Sprint 

Planning 

Release/ 
Deployment 
Planning 

OJTand KT 
Sessions 

Project 
Performance 
Metrics 

Organization 
al Maturity 
Metrics 

General 
Project 
Managemen 

Resource 
Managemen 

otal Open 
14 14 14 11 10 10 10 

Findings 
10 

Issue - high 0 0 0 0 0 

Issue-
10 10 10 

medium 

Issue-low 0 

Risk-high 0 0 0 

Risk-
0 

medium 

Risk-low 0 0 0 

Preliminary 
0 

Concern 
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Appendix D 
Acronyms and Definitions 

Acronyms 

DOH 

BHA 

CAMHD 

FHIR 

DOI 

ODD 

SI 

USP 

SME 

SIT 

MS 

MSD 

ADO 

SLA 

RCA 

UAT 

OJT 

KT 

SFTP 

IV&V 

MQD 

Definition 

Department of Health 

Behavioral Health Services Administration 

Child & Adolescent Mental Health Division 

Fast Healthcare Interoperability Resources 

Design Development Implementation 

Developmental Disabilities Division 

System Integrator 

User Story Points 

Subject Matter Expert 

System Integration Testing 

Microsoft 

Mid Sprint Deployment 

Azure DevOps 

Service Level Agreement 

Root Cause Analysis 

User acceptance testing 

On-the-Job Training 

Knowledge Transition 

Secure File Transfer Protocol 

Independent Verification and Validation 

Med-QUEST Division 

CMS Centers for Medicare & Medicaid Services 

AER Adverse Events Report 
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Appendix E 
List of Production Defects 
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., __ -- ---- --Thelad(of(Omprehensiw, R3.3introduw:ladefectthatdeprecatedff/aturesinprodu«ionspecificto lntegratedSupport l.ToerisurttffeetiveTo~testing,itiscrueialforboth diYisionsto 8/31/25-RegressiontestingforRelease4.14isscheduledfor9/22/25-9/3D/2S,withgoliveplannedfor10/l/2S.The mid-month 
automated ~~sion testing has and Lil e Trajectory fun(tionality. 000 has informed IV&V that tile((''"' othere>Qlmples of align on a unified resouN;e allocation strategy. Giveri the limited renewal ofTos~ licenses by SHA enabled the ToseaAutomation Regression Testing SME to l"f/sume development of automated DOD test Validation 
likely led to post-produ,:tion defects, huietionality bein11 deprecated after a l'flltase, some of which an> still being investipted. As of availability of ~oun::es, open eommunieation and «Jl'l5truus-building st:flnarios and allows CAMHD to restart the Uf/(l.ltion of automated test stripU. 
~usinguserfrustration. tllisr~ort,IV&Vha,:not evaluatedthe projeet'srooteauseanalysU:(RCA)proeessustdto areesstntialforoptimirlngtesterutilization.Bycollaboratingto 

dettrmine why such functionality was deptt~ttd but will discuss further with BHA in January prioritiie testing effort$, share critical test eases, and identify 7/31/25- Release 4.13 Regression testing for is on trllck for 7/21/2025- 7/29/2025, powertd by manual tertcases while the Tos~ license 
2020. overlapping areas, the divisions can achieve compretiensiVf/ regression is renewt1d. Release4.13 Regression testing was successfully completed on 7/29/2025. The current reliance on manual pro,:e= may 
Thoroogh W!tling and validation of l"f/gression test cases are necessary to pl"f/W!nt defects test ins withoutOW/l'burdeninga single resource. This collaborative limit test irlfl efficiency and intrease the likelihood of gaps in test (Overage, which tould lead to some defect$ being introduced into 
when a release is pushed live. When d~oeeurin production, the project should follow a approaeh will balanee worl<.loads, streamline processes, and enhanee production. The Tosea Ao.rtomation Regression TestingSME is ready to resume automate.:! test setnario development as soon as licensing 
delintd and repeatable process for determining tile root eause of the problem. test COVf/rage, minimilJng delays and bottleneel<s. Ultimately, it will is restol"f/d. At IV&Vs req...est, the SI has also begun detailed end-to-end flow reeordings to Vlllidate 000 key processes, with completion 

enableboth divisionsto efficientlymeettheir teslirlflobjed:ives. 

2.Abalaneedapproaehthateombinesmanualandautomated 
regl"f/ssiontestirlfltoensurebroadtestcoverage andll~bility. 

by month-end. 

6/30/25- Regression testirlfl for Release 4.13 is on tr.Jek for 7/21/2025 to 7/~/2025 and ise~pected to incorporate manual and 
automated testint. The Tosca Ao.rtomated Regression TestingSME is progl"f/ssing with the automation of OOOtest scenarios pert he 
timeline. This effort is intende.:I to reduee manual testing effort, enhance test reliabil ity, and est.iblish a more unifitd and 5Ulable test 

3. Havirlfl bo.lrd{$) in Azure DevOps or a document on SharePoint that framework. To support the aewraey and effeetiw,ness of the automation effort, end-to-end flow re(Ordinis of eaeh ODO module haVf/ 
providesinfom'lationaboutthestatusofregl"f/ssion teslirlfl 
automation,tofaeilitate vis ibilityandtranspareneytoBHAprojeet 
personnel and stakeholders. 

b~n l"f/quested to help with business logie implementation, with partieularemphasis on comple11, role-based worl,;flows. 

5/31/25-Regressiontestin,wassueeessNllyeKeeutedfromS/l9/2025to5/28/2025. PCG'sPhaselanalysisof OOO'stest infrastl\lcture 
hasfaeilitated itsseleetionofahybridapproaeheentel"f/donQ"eatingautomated regressiontesu.TheToscaAo.rtomatedRegression 

4. IV&V l"f/eommends teellllluating the schedule priorities by Testing SME is streamlinin, the OOOtesu to integrate with CAMHO tests, an effort e~pected to re<:luee manual testirlfl time, improve test 
distributing tile wort,; aeeording to the resourt:e bandwidth. This will reliability, and provide a unified frameworl<.. 
ensul"f/thatthesehtduleisnotimpactedandthattheworl<.isdone 
effieiently betWf/en regression testing and Golden Re(Ord (GR). 4/30/25- R4.ll Regl"f/ssion testin, was sueeessfully eKeeuted from 3/25/2025 to ◄/2/2025. CAMHD e~eeuted both manual and automated 

tests,whileOOOearriedoutmanualregressiontesting. 
S. Pursue and complete additional formal tr.Jin in, in Azure DevOps and In April 2025, the project onboarde.:I a ToseaAutomated Regression Testin, SME. Tile overall approach for automated l"f/gression testing 
Trieentis for test automation as soon and (Omplete efforts to will be finaliied by the end of April 2025, with W!(:ution eontinuing through May 2025. 
automatethetwoprima1Yregressiontestscripts. 

6. IV&V l"f/eommends DOD and CAM HO to develop a common and 

The lNSPIREprojeetwillhaveanupdatedsuiteofautomated testseripts,alongwithknowledge transferandtrainingfortlleidentifie.:1 
OOOstaff. 

(Onsistent approaeh aerossdivisionsforperfomiin,regressiontesting. 3/31/25-TheSI has updated theAERregression testmipts. RegressiontestingforR4.ll began on 3/25/25and is scheduled for 
completion by-t/2/25. For this release, CAMHO will perform both manual and automated testin& while OOOwill primarily focus on milnual 

7. Determine if current regression testing timeframes are adequille regression testing. To ensure continued support for future Phase 4 releases-R4.12 and beyond-the project will be onbOilrding;, TosCil 

-

f,,--+,-~~-------,i,--=~~--+--~~~~-~~~~-~-=-~~--f'"'"'""' """'"'"' '"'"""m"',re'-'""·=,.,<'-'o~,,,-",,._,="'='"";"'"-""'"'==;'"'-'""='"=""'"--1 AutomilledRegressionTestingSubjeci:MatterExpert(SME)ine;,rfyApril2025,withwoot5theduletltobeginsubsequently. Thiseffortis 
Code quality Due to multiple qual/ty concerns, System defects Identified In Augusl thal affected claims wt1re due to multl-facetetl quality IV&V recommends: 1/31/202S -As of Ihls reportlns period, one (1) crlllcal and three (3) high-severity product/on defects remain unresolved and are actively Software Developmem Issue 

the project may continue 10 face Issues were lndMdually addressed durins this reporting period. IV&V noles Ihat there Is one 1. aoser collaboration between divisions 10 review reponed defects, belngaddressed by the project team. While progress comlnues on higher-priority defect remedlailon (see Appendix E), resolution of lower• 
lmpaetful system defects. remaining defect still being evaluated thal affects a limited number of dalms. OVerall, t he ensurlns a shared understanding and allgnmenl, partlcularfy regarding severity Issues remains deferred due to ongoing resource foct1s. IV&V comlnues to monllorcode quality closely, with particular attem1on 

Project Team has responded with a commitment 10 increase project qual/ty and ls 1n the 
proces.sofldentify1ng lmprovementsIoassoclatedtestlngprocesses.These current lylndude: 
PerformlngRevenue Neutral1tyTesl1ngIoensureexpectedrevenuestreamsare largely 
unchangedfromoneperlodtothenext. ConductlngS',"Stem lntegratlonTestfng.User 

theseverityandprlorltyofproductlondefects. on the resolution ofremalnlns R4.13 defects, upcoming release readiness, and any Mld•Sprlnt Deployments {MSDs). 

2.Conslderexplorlngtoolsandpractlcesthaisupportcontlnuouscode 7/31/2S-At lhetloseofthlsreportlngperlod,one(l)hlgh-severityproductlondefectremalnsopenand lsactlvelybelnsremedlatedby 
quality Improvements that could help to establish quality standards the project Ieam. Fixes for two high-severity defects were deployed In R4.13. While remediation effom for existing production defects 

AcceptaneeTesting.Per1ormanceTesl1ng.andRegresslonTestlngforRelease3.10. IV&Vwlll andassurehlgh-qualltycodethallssecureandcanbeeaslly continue (see Appendix E), resolution of lower-priority Issues has been delayed as BHA focuses on higher-priority tasks. The R4.13 went 
l1veon7/30/25.IV&Vwillcontlnuetomonllorkeyareas,lncludinjR4.12defectresolutlon,futurereleasesandanyMld-Sprlnt eontinuetomonltorthe IestlngeffomthroughoutthebalanceofRelease3.1Dandvallda1e maintained. 

thatenhaneedqualltyproces.ses,lndudinslndustrystandardregresslontesilng.contlnuefor Deployments(MSDs). 
AgileRelease3.11forward. Flnally, IV&Vrev1ewed andprovldedfeedbackontheHelpDesk 3.Theprojectincreasescomprehenslve testlngprlorto)olnttestinsto 
andSemantklayerdeslgndocumentsperrequestandfoundthatbothdocumenIslacked reducethe burdenonBHAtestersandreducepost-productlon 6/3D/2S-SlncetheR4.12deploymenttoproductlononS/29/202S,usershavereportedflve(5)productlondefects(two(2)hlghseverlty 

and three (3) medium severity) which the project team ls ac1lvely remedl.itins. While remediation of exist ing production defects {see 
Appendix E) Is onsolng. resolution of lower-priority Issues has been delayed due to Ihe project's focus on higher-priority Iasks. IV&V wlll 

design details. defects. 
Theldentlfledqual1tylssueshavenegatlvelyaffectedOOHblll1ngprocessesandOOHhas 
statedthesearethemostlmpaetfuldefectsdlsooveredtodate. 4. The SI vendor add a "Found In" column 10 the daily scrum file to continue 10 monitor key areas, lndudlng R4.12 defect resolution, FHIR Implementation, any Mld-Sprlnl Deployments {MSOs), and progress 

Indicate the environment where eacll defect was ldemifled. on the AER solution. 
/31/25 - R4.12 was deployed to produetlon on S/29/25, followed by successful smoke lestlngon S/30/202S. Users h.ive reported three {3) 

s. The SI vendor provides the lotal number of defects in production production defects which the project t eam Is analyzing. During May 202S, one new medlum•severity production defect was reponed. The 
andreportsthesenumbersregularlytoBHA. project Ieamcontlnuesremedlationof exfstlngproductlondefects(seeAppendixE),thoughresolutlonoflower-prloritylssueshasbeen 

delayedasBHA focusesonhlaher-prloritylasks. Additlonal productlondefectsmayemergeasuserscontlnuetoengagewlththeR4.12 
6.Theprojectevaluateexlstlngprojectstaffsklllsandexperleneelevel functlonalltypost-go-liYe. 
toensuretheymHtBHAsupportrequlremenu. 

7.TheprojectperfomiCAMHDrevenueneutralltyflsealbalanee 
test lnsonaquanerlybaslstoensurerevenuesareasexpected. 

4/30/25 - R4.11 was successfully deployed on 4/3/2025, with Smoke Testing successfully completed on 4/4/25. A Mld·Spo1nt Deployment 
{MSD) was also perfomied on 4/18/25, which Included four(◄) User Stories. 
One of Ihe Iwo previously reported hlgh•severtty defects was resolwd and deployed with R4.11. The second Issue appeared to be related 
to a Microsoft service error and was resolved on 4/11/25, when Microsoft perlormed a rollback. Additional unresolved production defects 

g_ The project assign dedleated resources to provide oversight of have bHn Identified following the R4.11 deploymem, and the project team Is currently workln, to confirm Ihe number of new defects. 
CAMHOFiscalProcesses. Theproject team contlnuestoaddress otheroutstandln,productlondefects{seeAppendlxEfordetalls). BHAlscurrentlyprtorltiiln, 

higher-severity tasks, which have delayed the the resolution of lower-priority Issues; however, remedlallon efforts remain onsolng. IV&V 
9. The project monitor implemented Improvements for effectiveness. will closely monitor R4.11, FHIR lmplemenlation, any Mid-Sprint Deployments (MSOs), and the AER solution. 

10.PerformlnsanRCAln collaborationwith theSlafterallfuture 3/31/25-TheAERsolutlonisinproductlon.TheprojectteamdoselymonltoredthesolutlonIoensurestablllty,qulcklyresolvelssues, 
release deployments for continual quality Improvement. and help users adjust to the newsvstem (also known as Hypercare); Hypercare ended on 3/21/25 and Ihe project Is prlorttlzlnj the 

Shortile of Behavioral Health Key BHA project resources have reponed constraints on how much I/me they can devole 10 IV&V retommends: 1/31/25- BHA Is in the process of recl\litlng for;, supervlSOfY role to help balance worklo;,d and support various team functions, Including Resource 
Administration (BHA) project the project. The departure of the Ch ild and Adolescent Mental Health Division (CAM HO) l.Conslder identifyfng key seturity-relaied activities such n policy security-relaIed responsibilities. In the Interim, Histing staffwlll eontinue to manage certain security toordination tasks. This pp may Management 
resources tould lead to reduced Sy5tem Manilement Office Manager and CAMHO Inspire Project Lead could further Impact development, monitoring. or atcess oversight thal tould benefit from Impact the t imeliness ;,nd coverage of seturity-relaled activities until dedicated resources are In place. 
productivity ;,nd project delavs. the project If OOH eannot acquire suit;,ble resources. The lack of capacity of the OOH test addit ional support. This could help provide darity for distussions 

seript developer has slowed OOH's autom.rted test script development. 
lfBHAlsunabletofullystafftheprojectandthelr exlstlng resourcesconlfnuetobe 
eonstralned, theprojectcouldeKperience ;, reductionlnproductlvity;,ndprojectdelays. 

reg;,rd ingthepotential adjustmentofexlstingrolesorexplorat lonof 7/31/25-BHAcontlnuestoaddressitsresourceconstralntsby;,ctivelyrecl\litlng asupervlsoryrolefortheproJectteam.Additionally, 
altemaIive solutions. A high-level overview of these activities mav they ;,re pursuing a Business Analyst position. They ;, re exploring areas around security wh ich toold help with monitoring user activity 
assist leadership in evaluating and addressing any potentiill p ps over along with PMP and third-party riska»essmenu. These developments mark progress In building Internal capacity, and the team remains 
time. fot:usedonenh;,ncingboth support;,nd;,ccounIabilitywithintheproject. 

2. BHA Implement a structured knowledge transfer process when key 6/30/2S- BHAcontlnues to face ongoing resource constraints. The project has ldentlf!ed eybersecurity woot that would benefil from 
personnel retlre,illdudlngcross-tralnlnganddocumentlngcritical supportby lndlvldualswlth .irelevantbackground. Theprojecthas proactlvelyldentlfledtaskssuo:hasdraftlngsecurltypolicles,revlewlng 
knowledge in the Dynamics Help Desk system. Regular updates to the procedures, and Implementing protocols and security monitoring as functions that are currently handled alongside regular workloads. 
knowledgebasewill mi!lntain ltsaccuracy,preserveessentlal 
lnformaIlon,andsupportsmoothoperal1onalconIlnulty. 

These t.isks could be strengthened by the Involvement of resources with a eybersecurity background. While el(!emal teams, such as 
Enterprise TechnolOIY SeMCes (ETS) and the Health Informat ion Systems Office (HISOI, provide valuable support, there is currently no 
tenlrallzedownershlporaccountabllityforcybersecurltywlthlntheprojectteam.BHA fs lmplemenllnga-oss-tralningtobetterbalance 

3. Ut ilizing PHMo-peer knowledge sharing, allowing experienced workloads and Increase team fleKiblllty, while also Hplorlng additional resources to address eapaclty eonslralnts and mi!lntaln focus on 
teammemberstolnformallysharethelrexpertlsedurlngteam critlcalprojectactlvltles. 
mHllngs. Addltlonally,creatingintemaldocument.il1onIhaIoutllnes 
bestpractlcesandprocessesfordeveloplngsecuritypolicieswould 
serveasaself•servkeresourcefortheteam. S/31/2S-8HAlscurrentlyfacingresourcechallenges lnsecuritymonltoring. lncludingllmltedstaffformilnaglngsecurltytasks,no 

dedleatedpersontoreviewauditlogs,andalackofIoolsfor effldentloganalysls. ToaddressIheselssues, theteamlsexplorlngseveral 
4. DODandCAMHOhawfurtherdlscusslonstooptlmizeresource opt1ons,such asengaglnsacybersecur1tyconsultantandrequest1nsadditlonalfundlngforsecur1tysuppon. ln theshortterm,theyare 
utlllatlon betweenthetwodMslons. ,Isoexplorlnsthe incorporat1on ofcybersecurlty Iasksintoexlsdngadmlnlstrat1veroles. 

5. BHAshould explore options for offloading project team members' 4/30/25 -To address a few of the resource challenges the project has faced, in early April 2025, DOD onboarded a Tosca Automattd 
dally responsibilities to other staff. Regression Testing Subject Matter Expen (SME). To support a successful onboarding. DOD provided system demos, tralnlns materials, and 

facilitated collaboration ...Uh the CAM HO and SI team. Internal DOD resources have been ldentlf!ed for knowledge transfer related to 
6. BHAshould work qulckly lo create new positions and receive State regression lestlnj. This will enable an effecliW! transition for maintaining the automated testing suite. Addit ionally, CAM HO and DOD are 
, pproval. ,ctIvelyworklngtoidentifyandsecureresoun:es10supporttheBuslnessAna1ystroles. 

7. BHAshould Identify tasks and duties !hat they can ask the SI to 3/31/2S - BHA Is actlwlydacumentlng knowledge lo manage staff lranslt lons and reduce resource strain. The leam Is creating knowledge 
assume, as permitted by the contract, which are presemly belnj transfer articles lo capture key Information, but some pps remain. A key challenge Is converting Issues Imo clear, documented articles, as 
handled by BHA members. informal eommuni~tian (emails, ealls, or ad hoc disctJssionsl ean bypass the help desk system. To improve (Onsisteney and visibility, BHA 
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-- ---- -- -
Due to on-going deployment Sevflral post-production bugs have bet1n tneounttr~ in the Phase 4 release, R4.4. l. The p,ojeet ttam is l'('(Ommended to devf/lop and do,;ument a 8/31/2025- Following the R4.13 deployment, one (1) critie;i,I and three (3) higll-stW!rity production d~cts remain unresol~. The Reluse{Oeployrnent Issue 
pl'O(~t and technical «ecution Regarding the bus, "Human Serviets Research Institute (HSRI) Row is hiiling in production" formal Root Cause Analysis (RCA) protocol that ineludes defin~ project team has compltt~ root cause analysis {RCA$) for these four(4) def~, and none are related to the deployment. lV&V Planning 
i$$U~, tile Proj&t may continue to (bug# 34886 tri~rs for initiating an RCA such as severity 1 or 2 production dtre<U, recommends the team continue petlonning RCA$ to determine root causts. lV&V will continue to monitor l'fllt ase outeomts and tile 
ericount~defecu and challen~s, https;//dev.azure.eorr,/OOHBHA/DOH"20BHA%20INSPIRE/_workitt ms/edit/34886J, what is in recurring i$$Uts, orstaktholdtr-rtporttd impacts. The p,ot<><:ol should projtct's progress toward a mature, SV$1tmic approach to dtftct managtmt nt and dtplovment. 
t .g., wlltn releasts are in production dtvtlopmtnt and deployed is vastly diffettnt from what was dtploved to production. 
orinmeetingprojectedtimtlinesfor 
production and non-production Therooteaustforthtseerrol"$iscurreritlybting investigated. 
deployments. 

Rtptatable documented release and deployment and resourcts e,cperien(t(I with 
deployments will help ensure that mistakes are minimized and that functionality is not 
mistaktnlydeprecatedwhendeploymtntstakeplaee. 

alsoestablishdearroltsandresponsibilititsfor condu,:tingRCAsand 
revitwing out(Otl'lts, along with sttting timtlrames for completin, 7/31/25-The R4.13 went live'on 7/30/25. As of this reportina ptriod, ont (1) higll-stverity production dtftct remains unrtsolved. 
RCAsfollowingdefeetidentilicationorreleast.Additionally, Althoughthisfindin,isfoeusedondeploymt nts,thecontinuedabsence ofdefinedrootcauseanalysis(RCAJprotocols includingcriteria 
incorporating standardizt<:I templatts or tools ford<><:umentina RCA such as dtftct stverity, rewrrenee, and business impact reflects a bto;1derand ongoing gap across the project. TlwJ project team has 
findings and aMOciatt<:1 corrective actions, as wtll as impltmentina a acknowltdged this deficieney and is prioritizin, RCA processts for certain ealculatordtftcts. The presence of multiple high-stverity 
tradins mechanism to ensure those actions are carritd out and dtlects highlights the importanee of proactively impltmentin, a fomlal RCA framewort<; to prevent recurrenet, ensure consistent 
monitored foreffectivtness, will st rengthen tht proeess. fom,alizin, remediation, and reduce lon,·term risk exposure. IV&V will continue to monitor deployment quality across releast s and Mid-Sprint 
thtsetltmentswillhelpensureRCApr.ictieesareapplitdconsistently, Deploymtnts(MSOS),withpartiwlar;tttentiontoemergingdtlecttrendsandthe projtet'sresponsivenesstosysttmici$$UtS. 
improvevisibilityintorootuuses,andsupportlonl·ttrmdefeet 
reduction aero» future releases, ineludin, those relattd to FHIR, 6/30/25-A Mid-sprint deployment (MSOI with two (2) dtftct fiKts was suceessnilly deployed on 6/2B/2025. IV&V has not yet reeeivt<:I 
MSOs, and AER. doeumtntation of a formalized Root cause Analysis (RCA) proeess, includin, fordeploymtnt-related i$$Uts. The project t eam has 

acknowltdged the importance of RCA. While this finding highlights deployments, the abstnct of defintd RCAprot<><:ols and criteria such 
2. lmpltment a streamlined Root cause Analysis (RCA) proeess to as sevtrity, recurrerice, o,- busintss impact of dtftcts tl(tends aero» tile broader project. Tht projtct ttam has acknowledgt<:I these gaps, 
idtntify dtploymtnt eauses and prevent recurrenee. To manage thtv havt indicattd that efforts to address them are still tv0lving. and thtv may considerprioritizint RCAtfforts at a late.- dateonee 
resouree constraints, consider timeboxing RCA tfforts-e.g., 1-2 hours higher priority f,,,nctionality has been implemtnted. Establishing this framework eould htlp t nsureconsistent application, support 
ptr defect Of" a set number of houl"$ weekly. Within this timtlramt, tllectivt remtdiation of rewrrin, issues, and reduce lon,-ttrm risk. lV&V will continue to monitordt ploymtnt quality aeross R4.12, FH llt 
focus on gatllerin, conte)lt, analyzing eauses, and proposin, corrective Mid-Sprint Otployments (MSOS), and the AERsolution for any tmersina dtlect trends. 
actions.ProjeetPMsuntraektheseactionstotnsurefollow-throuah. 

5/31/25-R4.12wassuccessfully deployedtoproductiononS/29/2025.However,therewasamisundel"$tandingaboutwllethtroneofthe 
3. The Project should considtr automating deployments fOf resouree items on the deploy list was actually deployed. lV&V is having diseu"ions with tht deployment team on how the process can be improved 
savings, inereased efficiency, eonsisteney, fasttr time to mart<et, to avoid such misul\derst;indings from recurring. While the project ttam reports that a Root cause Analysis (RCA) proce»exists, IV&V has 
improved collaboration and reliability, sealability, vtrsion control not reeeivtd d<><:umentali<>rl of a formalized proeess. Additionally, fomlal protocols and defintd critt ria fOf initiatin, RCAs have not yet 
inttsr.ition,androllbaekeapability. beentstablished.Speeifieally,thereisnodocumentedguidaneeoutliningthe trigers,thresholds,orcondilions under whichanRCAis 

required (e.a., stverity, rewrrenee, or business impact of defects). This pp limits t he eonsisttnt and tffeetive appliealion of RCA practices, 
4. Ensurethtreareadequateandqualifiedresoureestosupportthe reducing their utilityin addressingandprtvenlingrecurring productionissues. lV&Vtncouraies timt lyadoptionoftllesepr.icticesto 
e3urrerit deployment proeesses. This may require the support from support lon,-ttrm quality improvement and will continue monitoring deployment quality across R4.12, FHIR, MSOs, and the AERwlution 
RSMresourcestoprovide ;,ssistilnceandknowledgetrarulerforsome foranyrelilteddefecttrends. 
of the more complex deployment components. 

4/30/25- R4.11 was successfully deployed on 4/3/2025, with Smoke Te51ingsuccessfully completed on 4/4/25. A Mid-Sprint Deployment 

Umlted testing processes can lead 10 There Is a lim!ted understanding of 1he testing processes and the roles and responsibilities of 1. IV&V re(Otl'lmends enhancing the testlnsscrlptS across testing 08/31/25 - In addition to the ongoing automated regression tesl development fOf DOD and the annual performance l estlns, IV&V 
poor-quality software, project delays th05e Involved In t he pr<><:ess. There Is no formal process for the development, review, and overall to bttter align with high-risk and buslness-crltkal world'lows. As recommends 1ha1 BHA Identify high-risk areas where enhanced l est coverage would be beneficial. A phased approach Is recommended to VaHdatlon 
and extended user acceptance 
testing. 

approvalof testscenarlos, l est cases,andtestresultstoensureadequatepart!clpatlonand 
approval from state staff. 
Whentestlnguserstorles34S64and347S6onl/31/24,thetesttasbdldnotreflectlhereal 

partofthlseffort,ltmaybehelpfultorevlewrecen1productlon gradually expand new and/« existing testing processes while working within resource constraints. 
defectstoldentlfyareaswheretesteoveraiecouldbe lmproved. This 
maylndudelncorporatlngabroaderranseoflestlns technlquessuch 7/31/25-Wh11eregresslontestlngforRelease4.13wasexecutedsuccessfullyasscheduledf1/21/2025-7/29/2025),thecontlnued 

usecasestoglvestakeholdersadequateconfldencethattheuserstorycouldbelested.Asa asnegatlvetestlng(e.g.,lnvalid lnputsoredgecases),boundary rellanceonmanualtestlng.especlaliydurlngToscalicense renewal,underscoresbroaderllmltatlonslntestcoverqeandexecutlon 
efflcleney. Currentpractlcesmaynotfullyexerelsehlgh-rlskW<lftlflows«captureedge-caseconditlons,lnaeaslngthepotential for result, time was expended by l est lns resources, testing was Inadequate, and a user story may test Ins, role-based scenario testing. and end-to-end workflow 

havebeendeemedtomeetfunctionalitywhenitdldnot. validation. Expanding t he scope of lestlns In t his way will help uncover undetected defects to reach produetlon. IV&Vencourages BHA 10 enhance Its overall testing strategy to Improve both the breadth and 
hidden defects, Improve system robustness, and reduce the likelihood depth of lest coverage, with a lotus on crhlcal business scenarios and high-Impact funetional paths. 
of post-deployment issues. 6/30/25-

Slnce1heR4.12deploymenttoproductlonon5/29/202S,usershavereportedflve(5)productlondefects(1wo{2)hlghseverltyandthree 
As part of this effort, It may be helpful to review recent production (3) medium severity) which the project team Is actively remedlatlng. This underscores the risk associated with Insufficient test coveraae 
defects to Identify areas where test eoveraie could be Improved. across buslness-crltical workflows. Regression lestlns for R4.13 is scheduled for7/21/2025 to 7/29/2025 and Is expected to Include both 
Expanding smoke test scenarios to Include key functional paths with a manual and automated testing. The Tosca Automated Regression Testing SME continues to automate DOD test scenarios an Important 
history of defects, along with cxplorlngopportunltles for automation, Hep toward Improving test reliability and reducing manual effon. However, overall test coverage remains limited. Without broader and 
can contribute to more efficient and consistent post-deployment more comprehensive testing. the risk of post-deployment l$$Ues remains elevated. Expanding the scope and depth of testing paotlcularty 
valida1lon.Theseenhancemcntsare!ntended1osupponstronger acrosshlgh-rlskandbuslness-crftlealworkflows,lsessential toensuresystemstabllityandreducedefectrecurreneeinfuturereleases. 
rele.isereadlness andhelp m!nlm!ze therlskofpost-deployment 5/31/25-
1$$!.Jes. R4.12 was deployed to production on 5/29/2025, followed by successful smoke testing on 5/30/2025. However, users subsequently 

reportedthreeproduttlondefettsthatwerecxpected1ohavebeenldentifledduo1ngsmoketestlng.R4.12regresslon tesilngwas 
2. Make efforts to implement a streamllned Root cause Analysis (RCA) conducted from 5/19/2025 to 5/21/2025 and completed successfully. CAM HD and DOD focused on manual regression testing. 
process to Identify the causes of defects and prevent recurrence. Due Additionally, the Tosca automation expen Is reviewing current functionality to identify optimization opportunities and Is developlns 
to project resource constraints, propose l lmeboilng RCA efforts for recommendations and effort estimates to enhance the automated regression testing framewori<. The project team continues to work on 
eac:hdefectlntroducedlntoproductJon.Timeboxlnglnvolves resolvlngoutstandlngproduetiondefects(seeAppendlxE).IV&Vwlllcontlnuetomonltorkeyareas,lncludlngR4.12,FHIR 
allocating a foo!d period (e.g., 1-2 hours per defect or a set number of Implementation, any Mid-Sprint Deployments (MSDs), and t he AER solution for quality Issues. 
hoursptrweek) fOffocusedRootcauseAnalysls(RCA)actlvlties. 
Theseactlvltiesmay indudequlcklygat:herlngdefect context, 4/30/25-R4.11wassuccessfullydeployedon4/3/2025,withSmokeTestlngsucc:essfullycompletedon4/4/25.AMld·SprlntDeployment 
analyzing potential causes, and proposing corrective actions, all within {MSD) was also performed on 4/18/25, which Included four (4) User Stories. Additional unresolved production defects have been 
the specified timeframe. Project PM(s) ean oversee 1he track ing of Identified following the R4.ll deployment, and lhe project team Is rurrentlyworklng to confirm the number of new defects. The project 
corrective actions to ensure completion. team continues 10 address other outstanding production defects (see Appendix E for details). The project team has enhaneed smoke test 

scrlptStoprovldemorecomprehenslvecoverage,lndudlngfunctlonalltysuchaslheProvlderPonal.Tofurtherstrengthenquallty 
3. IV&V recommends that, after fixing a defect, the SI lncorporale assurance, the project onboarded • Tosca automated regression testing expert In early Aprll 2025, with wort< scheduled to btgln shortly 
relevantlest casestovalldatetheseflxeslnsubsequentreleases. thereafter. ThlsregresslontestingeffortisexpectedtospanAprilandMay2025. Theexpenwlllfoc:usonrepalrlngexlstlngToscasalptS 

Theabse1Keofseparateded1ta1ed Currefltly,productbitc:klogrevlewsaredoneduri11J1designmeetlngsand/orweeklylssues 1/31/25- BHA hn lniti;,ted ;, redistribution of dtvelopmenl responsibilities aero» the 1eam 10 reduce wori<load concentration and 
produet bilddog review meetings meetings. This can lead to, e.g., scattered focus, limited staktholder enppment. difficulty In l. BHA continue to conduct these meetings regularly and m;,ture lhe maintain project momentum. The team has addressed the bottleneck. ;ind access provisioning for addition;,! members Is in progress to 
can leadtoundearprioritles, mamqing(Otl'lple•lty,anddelayeddeclslonmaking. practlte over time, as they provide tangible v;ilue In sust;,inlng project support th is transition. Some development activities m;,y be experiencillJI delays, potentially related to known l$$Ues lhilt are actively 
misalignment with stakeholders, A product baddog review Is an essential p,;,n of aJlile project management, particularly In velocity ;,ndreducingreworil. belngaddressedthroUJ1hexistlngsupportchannels. 

lnadequatereflnement,and 
lncreasedriskofscopecreep. 

Strum. It's a collaborative meeting where l he Strum te;,m, indudlng the Product Owner, 
Strum Master, and development leam members, Inspect and ;id;,pt the product bitc:klog. 2. CAM HO ;ind ODO implement a structured feedback m;,n;,gemenl 7/31/25- BHA hn Identified ;, bottleneck In backlog processing, primarily due to a single te;,m member mamqlng the review, estimation, 

process with a prioritization framewori< to ensure that all new requests 11nd assignment of tasks. While baddog Items are prioritized, some from lhe current release ~le have been carried over, indieatlnga 
The product backlog review Is an Important Scrum ceremony that helps keep the backlog 11re thoroughly ev;,luated and aligned with project goals before being need for additlon;il suppon in this area. The BHA team Is ;,ctivelywofti111 to streamline the process by Identifying synergies across backlog 
relev;,nt,up-to-date.andallgnedwlththeproject'sgoalsandprlorities. Here's;,summaryof 11ddedtolhe1Ncklog. (temsandreflnl1111hedistribu1ionof responsibili1iestoenhanteefflciencyandthroughput . 

whattyplcallyhappensdurlngaproductb.icklogrevlew: 
3. Separate dedicated product bitc:klog review meetings (during 6/30/2S- BHA Is actively (Otl'lmitted to managing 115 backlog effectively, fott1si11J1 on align Ing development efforts dosely wllh business 

L Inspecting Baddog hems: The team reviews l he Items on the product bitc:klog. This Involves sprints) would allow darifylngany ambiguities Of" uneertalnties, re- priorities. The produet owner of DOOwori<s closely with team members to understand business needs and prioritize user stories. Requesls 
dlscusslngeach lttm,understandlngitspoiorlty,value,andac:teptantecriterla. prioritization, estimation, and reflnemenl of backlog Items. This would come from business leads and are then translaled Into development tasks. There are challenges with vlslbllity Into available user Slory 
2. Ensurl111 aarity: The 1eam ensures that each backlog Item is clear and wtll-understood. My allow the project team to avoid situations where decisions about points and the assignment ofwortac:ross ln1ernal and external resources, which may make It difficult to accurately assess the capadty of 
amblgultlesoruncertalntiesareclarlfledalthisstage. 

3. Estimation: Estimation of backlog Items may occur duri111 lhe review. The 1eam may use 
lncludlllJI Items mid-sprint would have 10 be taktn. the1eamandeffectlvelyasslgnwort.Prioritlzat1onlsbasedonbl.lsinessneedsratherthanjuS1storypolnts,wlthanefforttogrouprela1ed 

tasks for Improved efficiency. CAMHD's backlog meetings are held monthly. Overall, there Is room for Improvement In planning and 
techniques like story points or relative sizing to estimate the effort required for each item. 4. IV&V re(Otl'lmends scheduling separate dedicated product INcklog coordlnallon to optimize the use of available capacity. 
4. Re-prlontlzatlon: Based on new Insights, changes in requirements, or stakeholder feedback, review meetlllJIS (during Sprints I where all relevanl stakeholders are S/31/2S-8HA 
theteammavneedtore-prlorltlzeltemsln1hebaddog. 
S. RemovillJI or Adding hems: hems Iha! are no longer relevant or necessary may be removed 
from the bilddog. New Items that ,merg, or are Identified a5 important may be added. 
6. Reflnement : Badlogrellnem,ntmayal50<><:rurdurlngtherevlew. Thlslnvolve5breaklng 
down large items Into smaller, mort managtablt ones, o,- adding more detaJI to Item$ as 
needed. 
7. Collaboration: Tht review Is a collaborative effon Involving the entire Scrum team. lt '5 an 
opportunltyforoptndlscusslonandsharlngofldtas1oensuretveryonel5allgnedonthe 
goal5andprlorltles. 
8. UpdatingDocumentatlon:Anyupdatesorchangesmadedurlngtherevlewshouldbt 
documentedtoensure transpareneyandvlslbilityforallstakeholders. 
9. Feedback l oop:Thtrevlew olttngtntrates feedbackthatcanbeusedto lmprove the 
badlogmanagementproc:essorrellntfuturebackloglttms. 
10.Sprlnt Plannlng PreparatJon: TheoutcomesoftheproductbiM:klogrevlewhelplnformthe 
upcoming $print plannins meeting, where the tellm select$ items from the backlog 10 wort< on 

lnvltedtorevlewtheproductbitc:klogandscheduledatthe 
appropriatetime{s)suo:htllattherelssufflclenttlmetoplanthe 

contlnues1oholdbacklogrevlewmeet1ngs,withlhemos1retenlsesslonconductedlnApril202S.Theseeffortsrepresentapos(tlveSlep 
toward aligning prlontles, managing technical dependencies, and deartv defining bitc:klog Items to support development and testing. 

design, dtvelopment, and impltmentatJon (DOI) of t he next release($). While no 5essions have yet hen scheduled for May, IV&V understands that the team Is 51111 acclimating to rolt$ and processes. IV&V plans 
toatttndfuturebacklogprlort11za1lonmee1lngs105upportlhl5effort. 

4/30/25 - IV&V wa5 Invited to ;tttend the DOD Backlog Priorit ization Meeting. Stveral k~ Items were discussed, Including: 
-AppltHtalth 
-calculator 
- Provldtr and Customer Portal Dotumtnts 
While t he meeting addressed these items, many of t he backlog Items still require tS!lmatlon. DOD Is currently wori<lng to complete these 
estimations. IV&V Is reducing the risk rating from medium to low due to the progress made In backlog prioritization and ongoing efforts to 
completeesilmatlons. 

3/31/25- Product Backlog meetings are being scheduled, and t he IV&V team has bten Invited to ;tttend. Thest meetings are esstntlal for 
,li(ning prioritits, managing technieal dependeneie,s, and ensuring that baeklog item$ an! well-defined fordev<!lopment and ttSling. 
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Ntgl~ngthewablishedd~ct Failuretofollowtheesblblished defect managtmeritproc::essean resultind~etsbeing IV&Vl'f/eomm,nds: 
mana,emtntproc::eueould lead to 0Vffl00ked,inconsistentlytn1cked,orunresolved-leadingto intl'f/ased user frustrat ion and l. The p,oject r~stlle historyofadefect'ssevf/rity in tile 

8/31/2025- IV&V notts continued progress in adheririt to establishtd Help Desk and de«'ct management processts, as dt monstrated by Project Management Issue 
theloggingandactivetradingofhigh-andcritical-iewiritydefects.This indicatestheproject teamisefff/ctivelycapturingandmanaging 

lost/forgottendefects,user 
fnistratiOn,andcould$IOw 

reduced trust in the system. This bl'f/akdown also impairs the project team's abil ity to ar'lalyit eorl'f/sponding t icket's desi;riptior,/notes section in ADO. Foreic.imple, issuts through fotmal channels. IV&V eru:ourages continutd atttntion to field-reportt<:1 issues, such as those involving the Provider portal, 
trerids, implement root cause fiires, and priotitize effectively. Overtime, neglecting structured when a hotfut is deployed to mitigate a defect initially classified as to further support continuous improvement and enhance end-user W:isfaction. 

resolution of similar defects in the defect handling may slow resolut ion cycles, introduce rework, and degnide overall software "Critical." the deseription/notes section should document that the 
hiture. quality and service reliability. defect originally had a "Critii;al " severity Ming. 7/31/25 - IV&V will continue to assess the project's adherence to Help Desk and defect manaaement processes. IV&V en(OUrages the 

projectteam topro;ictivelycaptureandaddressfeedbackfrom thefieldsuch as issuesreportedwiththeProviderportalstosupport 

BHA lads a streamlined report to While BHA can determine the number of active AER analytles solution users In production 
ldentllyacthleAERusers,whlch basedonuseremall addres.ses,theprocessismanual andlacksastandardlzedreport. 

Althoughtheneedforareportlngfeaturehasbeendlscussed,noformalrequesthasbeen 
adoption, plan features, and support made to Implement it. This limits efficient user monitoring and may Impact future efforts to 

trackadopdonorsupportplannlng.BHAplanstosubmltanewrequest. 

2.BasedonBestPractiees,updatingthe defectmanagement 
dOC\lmentationandhavingregularrefreshertr.iiningonthe defeet 

eontinuousimprovementandend-usersatisf.letion. 

management process. 6/30/25- IV&Vwi ll eontin...eto monitor the adherence to the Help Desk and defect manaaement processes. 

3. Send eommuniaitions to the project stakeholdenc to clarify the 5/31/25- IV&Veontinues to observe project !«us on the Help Desk and defect manaaement processes. BHA is actively reviewing the 
defect management process and the importance of logging all defects. submitted Help Desk documentation to assess the adoption and enforcement of the documented defect management procedures. IV&V 

willprovidefeedbaekandrecommendationstosupportalignmentwith induSll'ybestpraetices. 
3.Takestepstoassurewrrentandnewusencundenctandhowto 
report and/or log defects. 4/30/25- IV&V has reviewed thedowmentation outlining the Help Desk proce». IV&V eontinues to observe inereased project: lows on 

both the Help Desk and defect management processes, and will monitor adllerenee to these processes wh ile providing feedbaek and 
4. consider designating a defect management lead or ehampion to recommendations b.lsed on best practkes . . Meanwhile, BHA is reviewing the previously provided Help Desk documentation and 
overseeadhereneetotheproeessandassurealldefeetsarelogged. eonsideringadoptingand enfordngtheoutlineddefectmanagementproeedures. 

5. Keep stakeholders informed about defect status, priority, impacts, 3/31/25- In March 2025, the SI provided documentation that was originallyereated in 2019, outlining the Help Desk proce». IV&V is 
and resolutiontimelines. Thiseould inereaseawarenes5ofthe eontinuingitsreviewoftheproeess and will providefeedbaekand reeommendatlonsbased on bestpractiees in~ril2025. Hotably,the 
importaneeof logg:ing defects. project has placed increased attention on this area, whieh is a positive development. As a result of th is heightened foeus, IV&V has 

6. Oiseuss ways to improve the defect logging and management 
processwiththeSlandwmeupwithaplan to improve. 

observedaeom-spondingriseinthenumberofdefectsbeingloggedinAzureDevOps(AOO),indieatingstrongeradher~ee toreporting 
protoeolsandgreatertransparency inissuetr.ieking.Productivediswssionsareunderw;tytoaddresseritiealdefeets.Byreviewingthe 
Help Desk process and addressing any gaps, IV&V anticipates improvements in the overall defect management approaeh. BHAusually 
receives issues by email orhelpdesk calls, with most reports submitted by email. Depending on the severity of the defect, BHA personnel 
may eonsult with other team members and flag high~erity defeets, reporting them to the SI. While the eurrent process is generally 
effective, there is room to speed 1JP howeritical defeets are handled, partieu larly by enhaneing how these issues are initially logged. 

2/28/25-Ahigh-prioritydefectoteurredon2/6/2025,bringingto liJ!;htanopportunitytostrengthen theproject'sdefectmanagement 
process.8HAencounteredsomechi1llengesthatresultedinadelayinaddressin1thedefect.lnFebruary,therewereproductille 
discussions on addressing critical defeets. The SI has provided ;i document outlinins the Help Desk process, which IV&Vwill review in 

8/31/25-Theproject team hasflnallzedrequlrementsfortherelateduserrequest.TheplanlstocommencewlththedesiJ!;n. 

07/31/25-TheprojectteamlsreviewlngtheUserRequest.TheplanlstoprioritlzetheUserRequestdurlnsthebacklogrevlewmeetlngs. 
IV&VwlllmonltortheprogressoftheUser Requesttocompletion. 

6/30/25-BHAsubmittedaformal requesttodevclopa reportlng featuretoldentllyactlvcAERanalytlcsuserslnproductlon.Theproject 
hascreated aUserRequestlnAzureOevOPs{AOO). 
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