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SECTION 1:  Introduction 
  

The Oregon Health Insurance Exchange Corporation (ORHIX) recognizes the value of an 
independent, third-party to provide formal quality assurance (QA) services.  To meet this need, 
ORHIX has engaged MAXIMUS to provide the following QA services: 

• Initial Risk Assessment - identification of initial risks facing ORHIX 
• Quality Management Plan (QMP) – recommended activities and tasks to address risks 
• Monthly Quality Status Reports – monthly tracking of progress of managing risks 
• Quarterly Quality Status Reports – quarterly summaries of monthly status reports 

  
This document represents the Initial Risk Assessment Report.  This initial report is a “snapshot” 
in time and forms a baseline from which to begin work with ORHIX on key areas of concern.  
Based on this analysis, MAXIMUS will work with ORHIX to develop a comprehensive Quality 
Management Plan (QMP), which will define specific recommended activities and tasks to 
address each of the identified risk areas. 
 
MAXIMUS conducted an Initial Risk Assessment of the HIX Corporation from May 15, 2012 
through July 1, 2012 to determine the current status of the project, to identify an initial set of 
issues and risks facing ORHIX, and to make a set of initial recommendations. 
 
 

Report Organization 
 
The ORHIX Initial Risk Assessment Report is organized into the following Sections: 
 
 
Section 1: Introduction Brief introduction to the document, as well as a summary of its 

content. 

Section 2: Executive 
Summary 

Executive-level summary of ORHIX and the methodology used 
by MAXIMUS in the compilation of this report 

  Table 1: Summary Quality Standards Scorecard - Summary of 
findings from the initial assessment period, including risk rating 
(red, yellow, or green) for each Quality Rating Category and 
priority QA recommendations 

Section 3: Methodology 
and Approach 

Description of the methodology used by MAXIMUS in the 
compilation of this report 

Section 4: Initial Risk 
Assessment Findings 

Sixteen key quality standards which were evaluated during the 
assessment, including findings, risks and recommendations 
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Table 2: Detailed Quality Standards Scorecard – 
Detailed findings from the initial assessment period, 
including risk rating for each Quality Rating Category, 
as well as detailed QA findings, risks, and 
recommendations 
 

 

Section 5: ORHIX 
Management Comments 

Comments or action plans from ORHIX project management in 
response to the QA Report findings 

Section 6: Legend Details of the risk rating criteria and assessment roll-up 
methodology. 

Attachment 1: Quality 
Standards 

Detailed Assessment Guidance for each Quality Standard 
Category used as a guide to help ensure complete coverage of 
all relevant areas of ORHIX and associated risk rating for each. 
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SECTION 2:  Executive Summary 

ORHIX Background 
 
The design and implementation of an insurance exchange is a key part of Oregon’s current 
health reform efforts aimed at improving the health of Oregonians by increasing the quality and 
availability of medical care, and controlling costs.  Once implemented, the Oregon Health 
Insurance Exchange will be a central marketplace where consumers and small employers can 
shop for health insurance plans and access federal tax credits to help them pay for coverage. 
 
As required by the Affordable Care Act (ACA), the Exchange will offer a variety of services.  
Through the Exchange website, Oregonians will be able to easily compare plans, find out if they 
are eligible for tax credits and other financial assistance, and enroll for health coverage. They 
also will be able to shop and enroll by calling a toll-free number and working with community-
based navigators and insurance agents. 
 
Individuals will be able to use the Exchange to make “apples-to-apples” comparisons of health 
insurance plans and costs. The plans offered through the Exchange will meet specific 
requirements and will be graded in areas such as quality, care coordination, and network 
adequacy. Through one seamless application process, individuals will be able to enroll in 
commercial insurance plans or programs such as the Oregon Health Plan. They also will be 
able to find out whether they are eligible for tax credits to help them pay for coverage. 
 
Small employers with 50 or fewer employees will be able to use the Exchange to provide 
expanded choices of health plans to their employees.  Under a defined contribution model, 
employers could contribute a set amount to premiums and allow their employees the choice of 
all plans offered on the Exchange.  The Exchange also will provide employers with 
administrative efficiencies by coordinating premium payments. 
 
The Exchange must also serve the insurance carrier community, as these entities offer the 
underlying insurance programs to be coordinated by the Exchange.  State programs, including 
Oregon’s Medicaid and Children’s Health Insurance Program (CHIP) will also be accessible 
directly through the Exchange. 
 
In September 2010, the Oregon Health Authority (OHA) received a grant from the Center for 
Consumer Information and Insurance Oversight (CCIIO), a part of the Center for Medicare and 
Medicaid Services (CMS), to begin the design and implement the Exchange.  In June 2011, the 
Oregon Legislature enacted Senate Bill 99, which established the Oregon Health Insurance 
Exchange Corporation (ORHIX) as a public corporation to operate the Exchange.  Senate Bill 
99 also created an administrative fee to cover costs once the Exchange is operational. 
 
As a brand new organization, ORHIX staffed a variety of its key positions in early 2012. 
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Since July 2011, the OHA has led the design and implementation of the Health Insurance 
Exchange – Information Technology (HIX-IT) solution, building upon the Oracle products and 
Enterprise architecture envisioned by the State of Oregon.  Over the past few months, the 
ORHIX-IT project team has been working very closely with a variety of ORHIX staff. 
 

Summary of Assessment Methodology 
 
The MAXIMUS risk assessment methodology began with the identification and analysis of initial 
risks that face the ORHIX project from a number of different perspectives. This initial risk 
analysis included a variety of confidential interviews with ORHIX staff and Board members, as 
well as other State and HIX-IT project stakeholders.  Over the course of the six-week effort, 
there were 35 individual interviews conducted.  In addition to these interviews, numerous HIX-IT 
project and ORHIX management meetings were attended and 46 documents were reviewed. 
 
Detailed quality standards, which are included in Attachment 1 of this report, were used as a 
guideline for this work.  The information that was collected from the interviews and documents 
discussed above were analyzed and an initial set of findings, risks, and recommendations were 
identified.  During the course of this work, 86 individual recommendations have been identified.  
In order to assist ORHIX in prioritizing its immediate work, a small set of “priority 
recommendations” were also identified and are included in the Executive Summary of this 
document. 
 
Based on this analysis, MAXIMUS will work with ORHIX to develop a comprehensive Quality 
Management Plan (QMP), which will define specific recommended activities and tasks to 
address each of the identified risk areas.  ORHIX progress will be tracked over time through the 
monthly and quarterly quality status reports. 
 

Summary of Findings and Recommendations 
 
As mentioned earlier, there are 86 individual findings and recommendations documented in this 
report.  The detailed findings, risks, and recommendations are presented in Section 4 of this 
report. 
 
Overall, the risk level for ORHIX is HIGH (red). 
 
It is important for these findings and recommendations to be viewed in a larger context.  ORHIX 
faces some unique challenges due to the nature of the larger health system transformation 
within the State of Oregon and Nationally.  For example, in order to meet the federal 
requirement that the Exchange be up and running by January 1, 2014, the system must be 
completed and ready to accept enrollments by October 2013.  This is clearly a very aggressive 
timeline.  And this work must be achieved in an environment of evolving federal requirements 
and user expectations. 
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The environment within which ORHIX operates is changing rapidly and involves a number of 
state and federal government agencies, insurance companies, community organizations and 
public interest groups.  In addition, ORHIX is a relatively small public corporation that is fully 
dependent on the Oregon Health Authority (OHA) for the initial development of the Exchange 
Information Technology (IT) system. 
 
As a result of this dynamic and complex situation, it is not unexpected that many of the risk 
levels evaluated were determined to be high (red).  In fact, there was broad consensus by the 
individuals interviewed that this is a high risk initiative, operating in an uncertain and fluid 
environment, under a very aggressive timeline.  With 86 specific recommendations contained in 
this report alone, it is widely acknowledged that there is a lot of work that needs to be done.  
The important exercise at this point, is to carefully prioritize these recommendations and then 
demonstrate progress as quickly as possible.  For example, while a comprehensive Work 
Breakdown Structure (WBS) and schedule is required to manage the overall ORHIX effort, 
defining the work that will be performed over the next 30-60 days is a critical first step.  Over the 
coming weeks, MAXIMUS looks forward to working with ORHIX, as well as DAS and the LFO, 
to carefully prioritize the recommendations we have identified and develop a comprehensive 
Quality Management Plan (QMP) to focus the limited ORHIX resources on the most critical 
activities. 
 
While there have been many challenges that have faced ORHIX, the organization has made 
significant progress in a number of areas.  ORHIX has: 

• Established a work location and initial office infrastructure 
• Staffed the entire organization and established initial roles and responsibilities. 
• Defined an initial ORHIX Charter and Business Plan (which was approved by the 

Legislature in Feb 2012 – HB 4164). 
• Established a Board of Directors. 
• Published an initial Board Policy Manual, as well as initial drafts of a variety of 

operational “foundational” documents. 
• Continued regular meetings with various key stakeholders, including OHA and LFO. 
• Identified a number of policies that need to be addressed in the state and taken a 

leadership role in addressing these items. 
• Hired a number of qualified staff and consultants to assist in defining key areas of the 

insurance landscape as well as the Exchange. 
• Working closely with HIX-IT project, ORHIX has adopted the Oracle Unified Method 

(OUM) and have made significant progress in elaborating the requirements for the 
Exchange. 

• Completed a majority of the requirements definition and required design work for the 
required Small Business Health Options Program (SHOP) functionality of the Exchange. 

• Conducted an independent audit of ORHIX financial operations with no material 
deficiencies found. 

• Formed several stakeholder working groups and external committees. 
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The following table summarizes the highest priority recommendations.  Additional details for 
each of these recommendations, including the underlying findings and risks, are included in 
Section 4 and Attachment 1 of the report.  Please note, that while the risk scores for several of 
the Quality Rating Categories are currently Medium (yellow), several of these areas will become 
High (red) if significant progress is not made in the next 30 days. 

Table 1: Summary Quality Standards Scorecard 
Summary Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 Priority Recommendations 

OVERALL 
HEALTH High 

• Carefully review the summary and detailed findings of this report. 
• Identify specific individuals at ORHIX who will be responsible for 

implementing the recommendations in each quality rating category. 
• Develop a detailed task list to demonstrate immediate progress on 

each of the priority recommendations, below. 
• Identify lower priority work that can be delayed so that resources are 

available to address these issues. 
• Leverage the progress that has been achieved in SHOP.  Use the 

experience gained in SHOP to drive detailed planning going forward. 

Business 
Mission and 

Goals 
High 

• Gain concurrence of a detailed table of contents of an updated 
Exchange Business Plan and model. 

• Compile updated business market data, potentially from Wakely 
Group. 

• Update the Business Plan and model. 

Roadmap High 
• Expand the existing high-level roadmap documents and develop 

additional levels of detail regarding the overall scope and operation of 
the Exchange. 

• Develop one integrated set of roadmap documents. 

Scope High 

• Develop a single, comprehensive Work Breakdown Schedule (WBS), 
which contains all work required for the establishment and operation 
of ORHIX and the Exchange. 

• Clearly define all required status and oversight reporting requirements 
and expectations. 

Schedule High 
• Develop a single, comprehensive schedule, which contains all work 

required for the establishment and operation of ORHIX and the 
Exchange. 

• Clearly define the dependencies with other related efforts. 

Budget Med 

• Document and implement a budgeting process for ORHIX.  
• Update the budget projections for ORHIX.  
• Work with OHA to jointly review cost allocation methods, estimates of 

future expenditures, and associated financial controls.  
• Work with OHA to extend the independent financial audit to include 

the OHA HIX-IT accounting practices and Grant reporting. 

Funding Med • Work with OHA to develop a joint grant funding reporting mechanism 
to ensure that priorities and goals are aligned and well articulated to 
the Board, OHA executive management, and LFO. 
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Summary Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 Priority Recommendations 

Board 
Governance Med • Update and republish the Board Policy Manual, including adequate 

processes and controls related to potential conflicts of interest. 

Inter-Org 
Coordination High 

• Define clear roles and responsibilities for each major organization 
involved in ORHIX. Establish formal Interagency Agreements or 
Memorandums of Understanding. 

• Define specific status- and quality-related reporting requirements. 
• Ensure ongoing and frequent executive level communication 

Organizational 
Management Med 

• Define the ORHIX organization chart, including roles and 
responsibilities 

• Consider entrepreneurial resources to assist the ORHIX executive 
management team 

Human 
Resources Med • Complete, publish, gain approval of, and implement a comprehensive 

ORHIX HIX-IT staffing plan 

Stakeholder 
Management Med • Complete, publish, gain approval of, and implement a comprehensive 

ORHIX stakeholder management plan 

Communication Med • Complete, publish, gain approval of, and implement a comprehensive 
ORHIX communication plan. 

Project 
Management HIgh 

• Develop and implement a complete set of project management 
processes and controls, including all applicable “foundational” 
documents. 

Contract 
Management Med 

• Conduct an independent assessment of all contractor activities and 
proposed deliverables. 

• Determine the impact of the UX2014 work on the current UI 
contractor SOW and deliverables. 

Product 
Content Med 

• Organize and prioritize requirements by functional areas and within 
each functional area. 

• Implement a product validation and requirements change 
management procedure.  

• Require all BA work to use industry standards whenever possible. 

Testing High 

• Create a comprehensive test plan that outlines the strategy for 
iteration and UAT testing to be conducted by ORHIX  

• Confirm that a dedicated test environment will be available to ORHIX 
such that they have sufficient time to review the design of the system 
as it is being built, allow demonstrations and focus groups to view the 
design, train, conduct IV&V testing, etc. 
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SECTION 3:  Methodology and Approach 

Initial Risk Assessment Methodology 
 
The MAXIMUS risk management methodology begins with the identification and analysis of 
initial risks that face the ORHIX project from a number of different perspectives. This initial risk 
analysis included a variety of confidential interviews with ORHIX staff and Board members, as 
well as other state and HIX-IT project stakeholders.  Over the course of the six week exercise, 
35 individual interviews were conducted, including representatives from: 

• ORHIX Board of Directors 
• ORHIX Executive Management Team 
• OIS Leadership 
• ORHIX staff 
• ORHIX contractors 
• HIX-IT project staff 

 
A variety of technical (IT) and business staff were interviewed, as well as line staff and 
executives.  In this way, the assessment provides a 360-degree view of the organization.  In 
addition to these interviews, numerous HIX-IT project and ORHIX management meetings were 
attended and 46 documents were reviewed. 
 
MAXIMUS conducted the Initial Risk Assessment of the HIX Corporation from May 15, 2012 
through July 1, 2012.  The information that was collected from the interviews and documents 
discussed above were analyzed and an initial set of findings, risks, and recommendations were 
identified.  During the course of this work, 86 individual recommendations were made.  In order 
to assist ORHIX in prioritizing its immediate work, a small set of “priority recommendations” 
were also identified and included in the Executive Summary of this document. 
 
In the development of this report, MAXIMUS used an assessment methodology modeled on the 
Oregon Department of Administrative Services (DAS) QA roll up approach.  MAXIMUS 
identified and tailored a set of DAS Quality Standards (QS) that have been used as a framework 
by which a variety of project and operational areas are evaluated.  This list, which is included as 
Attachment 1 of this report, is not exhaustive and was used as a guide to measure the 
organization during the assessment. 
 
This document represents the Initial Risk Assessment Report for ORHIX.  This initial, 
independent report is a “snapshot” in time and forms a baseline from which to begin to work with 
ORHIX on key areas of concern.  This assessment will enable executive management to get a 
sense of where significant risks to the project exist and aid in mitigating of the risks and 
improving project operations. 
 
Based on this analysis, MAXIMUS will work with ORHIX to develop a comprehensive Quality 
Management Plan (QMP), which will define specific recommended activities and tasks to 
address each of the identified risk areas. 
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Section 4:  Initial Risk Assessment Findings, Risks, and Recommendations  

 
As described in the Assessment Methodology Section of this report, the detailed ratings and findings are presented below. 

Table 2: Detailed Quality Standards Scorecard 
Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

Business Mission 
and Goals High    

 

   

Findings: 
• An initial Business Plan was developed for the purposes of defining the high-level 

ORHIX business case.  This Business Plan was approved by the ORHIX Board and 
delivered to the legislature. 

• The Business Plan is based on a set of business market data provided by Wakely 
Group, This data indicates potential High, Medium and Low “take rates” or enrollees 
for the exchange. The Business plan utilized the medium take rates to develop its 
revenue projections.  In addition, as part of the analysis, ORHIX identified the 
minimum take rate required to cover the estimated cost of operating the exchange.  
This number corresponds to the Low take rate from the Wakely data. 

• The ultimate adoption of the Exchange by the public is relatively uncertain.  Other 
state’s experience with similar exchanges is very limited. 

• A full set of assumptions for the model are not clearly articulated within the Business 
Plan. 

• We understand that some detailed business modeling is currently being conducted, in 
anticipation of the Level 2 grant application. 

• The state received an email from Terence Kane (from CMS/CCIIO), dated May 31, 
2012, which specifically requested the following information, by July 15th: 

o … an initial plan discussing financial stability by 2015 and a Spend Plan (ie 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

monthly drawdown for now until the end of the project period) for each 
Exchange grant 

o … an updated project management structure for both the Oregon Health 
Insurance Exchange (ORHIX) and HIX-IT Exchange team in the Oregon 
Health Authority 

o … an updated outline of grant funding that includes the recently awarded 
Level One and activities that will be completed under the Early Innovator grant 
and the Level One award in June 2011 

• There are a variety of relevant business case examples, templates, and guidelines 
available from DAS, LFO, and NASCIO. 

 
Risks: 

• Without out a fully developed Business Plan and analysis ORHIX may set the wrong 
expectations with the Board and various stakeholders. 

• Without a fully developed Business Plan and analysis, the Corporation may not have 
sufficiently robust model upon which to define the financial sustainability of the 
Exchange. 

• Without a thorough understanding of the exchange operation the Board may not be 
able to fully appreciate the Business Plan. 

 
Recommendations: 

1. Define the data requirements for a detailed financial business model.   
2. Define the table of contents for an updated Business Plan and gain concurrence of 

relevant parties.  
3. Compile updated business market data, potentially from Wakely Group and use this 

to enhance the Business Plan document with more detailed analysis. 
4. Update the detailed business model for the Exchange.  Document in detail all 

relevant assumptions, risks, constraints and contingency plans.  Update in detail, all 
revenue projections with justification of why they are valid. Update, in detail all 
costs with justification of their validity.  This information should be used to model 
and determine long-term sustainability in a variety of circumstances. This 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

information should be appended to the updated Business Plan. 
5. Clearly identify the business roadmap and ensure that it is connected with the 

business modeling and Business Plan. 
6. Use the detailed business model to communicate with the CMS/CCIIO, as 

requested in May 31st email, as well as HIX-IT project, ORHIX staff, ORHIX Board 
of Directors, and other stakeholders. 

7. Periodically update the business model and Business Plan as more information 
comes available and assumptions are validated. 

Roadmap  High    

 

  

   

Findings: 
• There is considerable uncertainty regarding the overall project scope and “how all the 

pieces will fit together”.  While there are a variety of project roadmaps and functional 
decomposition documents, there is no one, single, comprehensive, and authoritative 
roadmap for the exchange 

• Project leadership developed an initial, one-page, high-level ORHIX scope diagram.  
This document is an excellent example of the type of documentation that is clearly 
needed by the project, especially with regard to providing a clear and comprehensive 
description of the overall scope of the project.  The document was presented to the 
Board of Directors on June 18th and was well received. 

• Other artifacts that are available are in varying levels of detail and completeness, and 
none offers a holistic view of the project, including relevant deliverables, JADs, 
functionality tied to releases and iterations. 

• Currently there is no clear process for setting the scope and priority of the exchange 
features. 

 
Risks: 

• Without a clear, comprehensive, and authoritative description of the Exchange 
roadmap, the project will likely continue to suffer with a variety of vision and 
communication issues. 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

• Without a clear understanding of the high-level priorities of the Exchange, ORHIX will 
suffer from “overdevelopment” in certain functional areas. The over development can 
result in features that may not be require at launch. These features take up time and 
effort from the development staff that could be put to better use developing core 
functionality for the initial launch of the exchange.   

 
Recommendations: 

1. ORHIX executive management should initiate and lead a scoping exercise with the 
Subject Matter Experts to clearly identify all items expected in the Exchange and 
timing of these features.  It is our understanding from a previous LFO meeting that 
ORHIX was using the Zachman Framework which should generate a number of 
different elaborated views and perspectives (drill downs).  These views and 
perspectives can be useful in capturing the scope and priority of the various 
functions. Other models exist like TOGAF and the Oracle Unified Method (OUM) 
which is based on the TOGAF and Zachman Frameworks.  In addition, these views 
and perspectives can be very useful basis for the Marketing organization in 
developing educational and outreach material for various purposes.  This exercise 
should result in a clear, comprehensive, and authoritative description of the 
Exchange roadmap. 

2. Develop comprehensive diagrams to aid in the communications of key ideas to 
various stake holders. The initial one-page, high-level ORHIX scope diagram that 
was developed and recently presented to the Board of Directors was a great start.    
For example, a similar high-level process flow of how the major actors interact with 
each other via the Exchange would have broad appeal and educate at a glance a 
large group of stakeholders and the public.  A diagram of how “all the pieces fit 
together” including DHS, ORHIX, DCBS, as well as CCOs and other major 
stakeholders will help various Agencies see how they have a connection to Exchange 
functions.  Mapping of the Exchange high level process flows and components to the 
various stakeholders, releases, iterations, and Oracle technology components can 
aid in connecting the dots for persons that are not deeply involved in the day to day 
work of the Exchange but need to validate the organization of the project.  As 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

described in the Communication Section of this report, all of these examples will help 
communicate different perspectives of the exchange to different audiences.  

3. The process of defining and prioritizing the scope should be identified in the 
Requirements Management Plan. This plan should be updated, approved and 
implemented within the project. 

4. Create an integrated set of roadmap documents to communicate with the HIX-IT 
project, ORHIX staff, ORHIX Board of Directors, and other stakeholders. 

Scope High    

 

  

   

Findings: 
• According to the Project Management Institute (PMI), a work breakdown structure 

(WBS) is the foundation for defining work as it relates to project objectives.  It 
“organizes and defines the total scope of the project.”A clearly documented and well 
understood WBS is essential for the success of the overall effort. The WBS must 
include all relevant deliverables, artifacts, and outcomes associated with the project.  
Without this basic definition of all project work, no detailed planning or accurate 
progress reporting can be accomplished. 

• The HIX-IT project is critical to the overall success and operation of the Exchange.  
The HIX-IT project is being managed and led by OIS, with the ORHIX Corporation as 
the “client” or “customer” for the project.  As such, it is necessary that OIS develop 
(with significant ORHIX input) a single, comprehensive, authoritative WBS for all HIX-
IT project work. 

• While progress is being made, ORHIX continues to operate without a comprehensive 
WBS for its non-HIX-IT project-related work.  This WBS should include work required 
for the establishment of appropriate internal processes, such as human resource 
management, contract management, and grant administration, as well as the 
implementation of PeopleSoft and ongoing operations.  A clearly documented and 
well understood WBS is essential for the success of the overall effort. Without this 
basic definition of all project work, no detailed planning or accurate progress reporting 
can be accomplished. 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

• ORHIX has defined a set of requirements validation deliverables.  The first set of 
which are being used by Oracle in the construction of the SHOP functionality. 

• Despite the lack of clearly defined roles, the staff appears committed to the success 
of ORHIX.  There are excellent working relationships and all parties are working hard 
to coordination and communication on a day-to-day basis. 

 
Risks: 

• Without a clear understanding of the HIX-IT project WBS, including the work 
elements specifically assigned to ORHIX, there is a risk that the project will not be 
completed on schedule. 

• Without a clearly understood and agreed-upon non-HIX-IT project WBS, ORHIX will 
continue to primarily focus on immediate work, without the benefit of a longer term 
plan or sense of progress.  Without these as a basis, accurate planning and progress 
reporting is impossible. 

 
Recommendations: 

1. Develop a single, comprehensive, authoritative WBS for all ORHIX work.  This WBS 
must include, at least at a high-level, all required HIX-IT project work required for the 
successful implementation and operation of ORHIX and the Exchange.  The WBS 
should include high-level work packages that represent all required ORHIX work, with 
more details captured for near-term work.  This work including the establishment of 
appropriate internal processes, such as human resource management, contract 
management, and grant administration, as well as the implementation of PeopleSoft 
and ongoing operations.  All   ORHIX deliverables, artifacts, and outputs, including 
those related to ongoing operations, as well as all required status and oversight 
reporting, should be explicitly included.  Clearly define assumptions, dependencies 
and constraints.  It should also include references to other efforts, including HIX-IT, 
as well as other relevant DHA, OHA, or DCBS Initiatives. 

2. Confirm OHA intention to develop (with significant ORHIX input) a single, 
comprehensive, authoritative WBS for the HIX-IT project.  This WBS must include, at 
least at a high-level, all required HIX-IT project work required for the successful 
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design and implementation of the HIX-IT solution.  This HIX-IT project WBS should 
include all project deliverables, artifacts, and outputs, including those related to OUM 
and Federal Gate reviews, as well as all required status and oversight reporting.  It 
should also include references to other efforts, including relevant OIS Enterprise 
Initiatives, as well as the ORHIX.  Any specific work that is required by the HIX-IT 
project to be completed by ORHIX, including requirement definition and testing, must 
be clearly and explicitly defined. 

3. ORHIX executive management should request a formal review of the HIX-IT WBS 
with QA present. In this meeting HIX-IT should explain the process they utilized to 
develop their WBS. 

4. Define and implement clear project management processes and controls for 
maintaining the ORHIX WBS, including “rolling wave” elaboration of near-term work.  
See the Project Management Section of this report for more details on this topic. 

5. Clearly define roles and responsibility for all organizations and entities involved with 
ORHIX.  Define these relationships and duties, as described in the Inter-Org Section 
of this report. 

6. Clearly define all required status and oversight reporting requirements and 
expectations, including those from Department of Administrative Services (DAS), 
Legislative Fiscal Office (LFO), and Joint Committee on Legislative Audits and 
Information Management and Technology (JCLAIMT).  Verify that all fiscal budget 
note items are adequately addressed.  Define an integrated, meaningful dashboard 
report, with appropriate drill-down functionality. 

7. Based on the WBS, develop clear duties and assignments for all ORHIX staff, 
including all current and anticipated contactors. 

Schedule High    
 

 
   

Findings: 
• According to PMI, a project schedule defines the due dates, durations, dependencies, 

and required resources for performing the work defined in the WBS. 
• A clearly documented and well understood schedule is essential for accurate 
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progress reporting. 
• The HIX-IT project is critical to the overall success and operation of the Exchange.  

The HIX-IT project is being managed and led by OIS, with the ORHIX Corporation as 
the “client” or “customer” for the project.  As such, it is necessary that OIS develop 
(with significant ORHIX input) a single, comprehensive, and authoritative project 
schedule for the HIX-IT project. 

• While progress is being made, ORHIX continues to operate without a comprehensive 
schedule  .  There are a variety of project roadmaps, schedules, and timelines, but 
there is no single, comprehensive, authoritative project schedule being used to 
manage all work. 

• ORHIX has implemented a Joint Application Design (JAD) scheduling tool.  This 
schedule was developed under PointB leadership and is printed and hangs on the 
wall of the ORHIX offices.  It is used as a common vehicle for discussions and 
resolution of issues and schedule conflicts.  The JAD schedule is constantly being 
updated and currently includes an estimate of % complete for each JAD area.  
However, the process by which ORHIX will accomplish the prioritization of 
requirements is not defined. 

• The process by which project will accomplish testing, including User Acceptance 
Testing, (UAT), and Independent Verification and Validation (IV&V) testing is not 
defined. 

• There are not clear roles and responsibilities and authorities defined for the various 
organizations and teams involved in the project.  For example, project management 
responsibilities are not clearly defined and are informally shared between OHA and 
ORHIX.   

• Despite the lack of clearly defined roles, the staff from these entities remains 
committed to the success of the project.  There are excellent working relationships 
and all parties are working hard to coordination and communication on a day-to-day 
basis.  This situation is further complicated by the intended introduction of additional 
contractor resources in the next few weeks. 

• There are a variety of inter-related projects and initiatives which affect the HIX-IT 
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effort.  Many of these efforts are evolving and there is considerable uncertainty 
regarding the scope and schedule for each.  These initiatives include the Department 
of Human Services Modernization (DHSM) Program, including Initial Win (IW), 
Master Data Management (MDM), Eligibility Automation (EA), and the Consolidated 
Automation Project (CAP).  Other related efforts include a variety of OIS enterprise 
infrastructure / enterprise initiatives, including security and environment management, 
as well as Community Care Organizations (CCO) support efforts.  To some varying 
degrees, these initiatives share clients, stakeholders, resources, technologies, and 
data.  There is widespread concern that resource allocation between these efforts is 
neither adequately transparent nor sufficient for project needs, especially in regard to 
resources required to support project testing and the deployment of Business 
Analysts (BAs). 

 
Risks: 

• Without a clear understanding of the HIX-IT project schedule, including the activities 
and tasks specifically assigned to ORHIX, there is a risk that the project will not be 
completed on schedule. 

• Without a clearly understood and agreed-upon non-HIX-IT project schedule, ORHIX 
will continue to primarily focus on immediate work, without the benefit of a longer 
term plan or sense of progress.  Without these as a basis, accurate planning and 
progress reporting is impossible. 

• While clearly unintentional, the potential overall and/or dependencies between the 
inter-related projects and initiatives may cause significant duplication of effort and/or 
rework.  Decisions may be made in one area without proper consideration of the 
implications to other efforts.  Effort may be duplicated or require unplanned rework. 

• Each of these risks, if not addressed, will likely have an increasing impact on staff 
morale and may result in increased turnover. 

 
Recommendations: 

1. Develop a single, comprehensive, authoritative schedule for all non-HIX-IT ORHIX 
work, using the WBS described in Scope Section of this report.  This schedule must 
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include all required activities and tasks (at least at a high-level), as well as all 
durations, resources, and dependencies, required for the successful implementation 
and operation of ORHIX and the Exchange.  Clearly define assumptions, 
dependencies and constraints.  It should also include references (links) to other 
schedules, including HIX-IT, as well as other relevant DHA, OHA, or DCBS Initiatives. 

2. Confirm OIS intention to develop (with significant ORHIX input) a single, 
comprehensive, authoritative schedule for the HIX-IT project.  This schedule must 
include all required activities and tasks (at least at a high-level), as well as all 
durations, resources, assumptions and dependencies, required for the successful 
design and implementation of the HIX-IT solution.  It should also include 
dependencies (links) to other schedules, including relevant OIS Enterprise Initiatives, 
as well as ORHIX (see below).  Any specific activities and tasks that are required by 
the HIX-IT project to be completed by ORHIX, including requirement definition and 
testing, must be clearly and explicitly scheduled. 

3. ORHIX executive management should request a formal review of the HIX-IT 
schedule with QA present. In this meeting HIX-IT should explain the process they 
utilized to develop their schedule and where they see the integration points between 
the HIX and HIX-IT schedules.  

4. Define and implement common project management processes and controls for 
maintaining the schedule, including “rolling wave” elaboration of near-term activities, 
as well as reporting project progress and status.  See the Project Management 
Section of this report for more details on this topic. 

5. To the extent possible, leverage the experience and progress of SHOP. Having 
largely completed components of the Exchange, the SHOP will enable UAT and IV&V 
to be conducted at specified intervals prior to final completion of the product, i.e., 
testing can be conducted prior to the whole system being built. 

Budget Med    

    Findings: 
• ORHIX has retained an interim CFO Jon Jurevic. He has guided the organization in 
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developing their Accounting cost controls and had recommended that ORHIX have 
an independent audit. 

• ORHIX was audited by an independent auditor in December of 2011. 
• The audit concluded there were no material deficiencies. One significant deficiency 

was noted in the area of Segregation of Duties. ORHIX has taken steps to mitigate 
the issue by 1.) Employing an outside accountant to close the books each month. 2.) 
Ensuring the Deputy Administrator maintained physical control of the checks ensuring 
two people were involved in each transaction. 3.) The review of the books by the 
interim CFO to also ensure that proper accounting practices are adhered to.  

• ORHIX is significantly under spending according to the current budget plan by 
approximately 43%. 

• Detailed tracking of expenses appears to be in place for spending by ORHIX , 
although there was concern expressed regarding the transparency of OHA spending. 

 
Risks: 

• The significant under spending is a symptom of an issue within the organization, 
either in the planning or execution of the business plan. 

• Lack of full transparent accounting practices and spending by HIX-IT will continue to 
cause suspicion between ORHIX and HIX-IT. This will result in increased tensions as 
more money is spent and deadlines near. 

 
Recommendations: 

1. Document and implement a budgeting process for ORHIX. This process should 
include the tracking of assumptions and dependencies. 

2. Update the budget projections for ORHIX. Ensure the Budget projections are aligned 
with the roadmap items that will be established. 

3. ORHIX should work with HIX-IT and/or OHA to jointly review cost allocation methods, 
estimates of future expenditures, and associated financial controls.  

4. ORHIX should work with HIX-IT and/or OHA to extend the independent financial audit 
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to include the HIX-IT accounting practices and Grant reporting. This will give the 
Board a clear and complete picture of the Health Insurance Exchange financial 
operations in the State of Oregon. 

 
Funding Med    

 

 

 

 
  

Findings: 
• The current grants are an $8.9M, Level 1 (L1), Tier 1 (T1) Establishment Grant that is 

in effect from 8/15/2011 to 8/16/2012 and a $6.68 M, Level 1, Tier 2 (T2) 
Establishment Grant that is in effect from 5/15/ 2012 to 5/15/2013. At the current rate 
of spending and the lack of WBS it is impossible to determine if the funding is 
sufficient for the development and operation of ORHIX. 

• ORHIX intends to apply for $2.195 M Supplement to its Establishment Grant. This 
application cannot be made until the current L1, T1 grant is 50% spent. The grant 
duration will be to 8/15/2012. 

• ORHIX also intends to apply for a $47 M, Level 2 (L2) Establishment Grant in 
November of 2012. The grant duration is expected to last through 12/31/2014. 

• Grant reporting has stopped due to CMS re-organizing how they want the reporting to 
take place in the future. 

• The state received an email from Terence Kane (from CMS/CCIIO), dated May 31, 
2012, which specifically requested the following information, by July 15th: 

o … an initial plan discussing financial stability by 2015 and a Spend Plan (i.e. 
monthly drawdown for now until the end of the project period) for each 
Exchange grant 

o … an updated outline of grant funding that includes the recently awarded 
Level One and activities that will be completed under the Early Innovator grant 
and the Level One award in June 2011 

 
Risks: 

• Lack of Grant reporting requirements makes it difficult to validate if the Grant is being 
administered to CMS’s expectations. 
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• Lack of a WBS and clear budget estimations may lead to additional requests for 
funding at a later date. 

• Lack of a concerted and fully transparent grant financial reporting between ORHIX 
and HIX-IT may cause confusion among the stakeholders and oversight entities. 

 
Recommendations: 

1. Formerly inquire to CMS as to when the reporting will resume and ask for draft 
reporting documentation if CMA has it available. 

2. Work with OHA to develop a joint grant funding reporting mechanism to ensure that 
priorities and goals are aligned and well articulated to CMS, the Board, OHA 
executive management and LFO. 

Board Governance  
Med    

 

 

   

Findings: 
• A Board of Directors for ORHIX was confirmed by the State Senate in September 

2011.  Members of the Board were appointed by the Governor. 
• Board membership includes individuals with a variety of experiences and leadership 

styles.  
• The Board has adopted the Carver Governance Model.  Most members of the Board 

have limited experience with the model. 
• The Board is relatively new and is still working out how exactly it will operate. 
• A Board Policy Manual, dated February 2012, has been produced, but needs to be 

updated. 
• There are potential conflicts of interest with several members of the Board. 
• The board is not updated on the performance of the effort is a systematic way, i.e., 

through performance measures of both HIX Corporation and HIX IT. 
 
Risks: 

• Without an updated Board Policy Manual, the Board will continue to struggle with its 
specific roles and responsibilities, including duties defined by the Carver Model. 
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• Without clearly documented and enforced procedures regarding conflict of interest, 
the Board may become subject to criticism and scrutiny. 

• Without a set of metrics with which to gauge the performance of the organization it 
will be difficult for the Board to determine what the status of the project is at any 
particular point until the launch of the exchange. 

 
Recommendations: 

1. Update and republish an updated version of the Board Policy Manual.  Define clear 
roles and responsibilities, in accordance with the Carver Model.  Ensure adequate 
processes and controls related to potential conflicts of interest. 

2. Define a Board schedule which includes time for overall education of Board members 
with respect to board procedures and exchange functionality.  Consider an off-site 
retreat or other focused orientation session(s) prior to or after board meetings. 

3. Define specific metrics by which the Board will measure the performance of ORHIX, 
as well as the HIX-IT project. 

Inter-Org 
Coordination 

 
High 

 
   

 

 

   

Findings: 
• A strong, professional, and collegiate working relationship between OHA, DHS, 

DCBS, and ORHIX, is critical to the overall success of the effort.  This relationship 
must include all levels, from the highest levels of executive management to the 
working relationships of staff. 

• There is a very strong, professional relationship between these entities at the staff 
level.  However, there appears to be some fundamental issue with trust between 
these entities at the highest levels of executive leadership. 

• There are a variety of inter-agency executive meetings between these entities that 
are currently underway or planned.  Despite these meetings, there is continuing 
uncertainty regarding how inter-agency issues are begin resolved and decisions are 
being made. 
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• There are ongoing discussions and decisions being made regarding the OIS 
Enterprise Architecture and related project support responsibilities and processes. 

 
Risks: 

• Without a professional and collegiate working relationship between agencies at the 
highest executive level, conflicts and communication issues will continue and likely 
worsen. 

• Without close cooperation, decisions made without appropriate analysis of the impact 
on ORHIX. 

 
Recommendations: 

1. ORHIX should lead the effort to clearly define roles and responsibilities for each of 
the major organizations involved in ORHIX, including both the HIX-IT project and 
ongoing operations. MOU’s or Interagency Agreements should be put in place to 
clearly identify the working relationships, boundaries, expectations and governance 
for the development and the operation of the Exchange.  

2. ORHIX should lead the effort to clearly document, approve and implement the 
governance process between ORHIX and HIX-IT. This document should include a 
clearly defined set of tactical and strategic governing meetings, including scope, 
intention, and membership. Governance should include immediate project work, as 
well as ongoing operational responsibilities.  ORHIX should enlist the assistance of 
the LFO as required. 

3. Ensure ongoing and frequent executive level communication regarding potential 
issues and coordination point between various projects and initiatives. 

4. ORHIX should request from the OHA CIO a clear definition of all related IT projects, 
including scope, schedule, and dependencies. 

5. ORHIX should create a list of all MOU agreements that are and will be established. 
This list should identify/track any inter-agency agreements and/or decisions, including 
those related to the communication/outreach, processing of paper eligibility 
applications, and call centers. 

6. Establish formal Interagency Agreements or Memorandum of Understandings 
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(MOUs) with each of the organizations and/or projects in the Interagency Agreement 
Plan so that clear boundaries and expectations are established.  Projects include the 
Department of Human Services Modernization (DHSM) Program, including Initial Win 
(IW), Master Data Management (MDM), Eligibility Automation (EA), and the 
Consolidated Automation Project (CAP).   Other related efforts include a variety of 
OIS enterprise infrastructure / enterprise initiatives, including security and 
environment management, as well as Community Care Organizations (CCO) support 
efforts. 

            The following is a recommendation of elements to include within the MOU’s. 
a. A clear definition of project support responsibilities and processes, including 

how enterprise-level shared services will be defined and testing will be 
conducted. 

b. To the extent feasible, link project schedules to allow ongoing visibility 
regarding dependencies. 

c. Define specific ORHIX dependencies and ensure they are reported to 
stakeholders and oversight groups including OHA, LFO, and JCLAIMT. 

d. Confirm cross-project participation in all respective steering committees to 
ensure ongoing communication and coordination. 

e. Ensure that all resource decisions, including staff allocation and 
technical/operational support is clearly articulated and transparent to all 
parties. 

f.  Consider a holistic approach to ensuring coordination and quality across all of 
these initiatives. 

7. ORHIX should formally request from the OHA CIO a transparent budget reporting 
process, as described in Budget Section of this report. 

8. Communicate the appropriate inter-agency agreements and processes to the Board 
and staff. 

Organizational 
Management Med    
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Findings: 
• A strong culture and shared vision are important as ORHIX continues to grow. 
• The members of the ORHIX executive management team are all relatively new in 

their positions.  While several members of the exec team have worked with each 
other in different organizations, they have never worked together, as a team, in their 
ORHIX roles.  The exec team is working well together, although they each have 
different operational and communication styles. 

• Members of the ORHIX executive management team offer a variety of relevant 
public- and private-sector experiences.  However, they have had very limited 
entrepreneurial experience. 

• The Executive Directory, Mr. Howard “Rocky” King, is very experienced in the 
required domain.  He is a critical element to the team and the success of the overall 
enterprise.  However, he has been out of the office over the past few months due to 
health issues. 

• Roles and responsibilities of the executive team are evolving. 
• The ORHIX executive management team recently conducted an off-site retreat.  An 

all-hand ORHIX meeting was held in late June. 
 
Risks: 

• If not addressed, the unclear, and continually evolving, roles and responsibilities of 
the ORHIX executive management team will cause challenges with internal project 
communication and staff coordination.  This will result in duplication of efforts and 
inefficiencies across the entire operation. 

• While clearly unintentional, the potential overall and/or dependencies between the 
ORHIX executive management team areas of responsibility may cause significant 
duplication of effort and/or rework.  Effort may be duplicated or require unplanned 
rework. 

• Lack of startup experience within a government non-profit organization may affect the 
ability of the organization to execute its mission as effectively as possible. This may 
result in missed opportunities for leadership within the State, and gaps in the 
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execution of the Business Plan. 
• Each of these risks, if not addressed, will likely have an increasing impact on staff 

morale and may result in increased turnover. 
 
Recommendations: 

1. As the ORHIX Roadmap, WBS and Schedule are completed, Executive Management 
should create a presentation that communicates the roadmap and internal 
organizational plan to the staff. 

2. Identify key internal processes and assign these processes to the specific executive 
management for development.  These processes should be developed using process 
flows, approved and implemented and placed under change control so the staff and 
QA can clearly understand how the organization is operating.  This will relieve the 
executive management of having to recreate the process each time it is required.  
This is especially important in areas where experienced contract staff are currently 
augmenting inexperienced line staff, since this arrangement is temporary. 

3. Define the ORHIX organizational chart, including roles, responsibilities, expectations, 
and authorities. 

4. Consider some entrepreneurial resources to assist the ORHIX executive 
management team in moving toward a more entrepreneurial operating model. 

5. Clearly define the organization’s vision, purpose, priorities, and plans 
6. Communicate this information to the Board and staff. 

Human Resources Med    
 

 

   

Findings: 
• The organization is operating in a very dynamic environment.  The team has grown 

very quickly over the past few months and is planned to continue to grow in the near 
future. 

• As discussed in Contract Management Section of this report, ORHIX is currently 
utilizing a variety of contracting staff to fill key positions within the organization. 

• Members of the ORHIX team have a variety of relevant public- and private-sector 
experiences.  However, they have had very limited experience working in an 
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entrepreneurial environment. 
• Skill sets of many of the staff are currently incomplete for the work that is to be 

undertaken. 
• A Human Resource Management Handbook is currently under development. 
• Staff job descriptions are currently in development. 

 
Risks: 

• The dynamic nature and fast organizational growth of ORHIX may create significant 
staff stress and frustration.  Communication and HR support systems will be severely 
taxed. 

• Staff with gaps in their skill sets can create schedule delays, rework and/or incorrect 
planning and execution for the organization. 

 
Recommendations: 
1. Continue to focus on defining and implementing the required HR support processes.  

Complete job descriptions for all filled and anticipated staff positions. 
2. Review all current placements to ensure that that appropriate mix of employees and 

contractors is achieved and maintained. 
3. Continue to support team building and informal support structures for staff. 
4. Complete, publish, gain approval of, and implement a comprehensive ORHIX staffing 

plan that includes a required skills matrix.  
5. Inventory the skills of the existing staff and perform a gap analysis to the required skills of 

the organization. The gaps should then be prioritized and either staff should be 
augmented with consultants, trained or new employees should be sought out with the 
proper skill sets. 

Stakeholder 
Management Med    

 
    

Findings: 
• Stakeholder management plans are under development. 
• A variety of stakeholders, including OIS, DHS, and DCBS, as well as brokers, agents, 
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  carriers, providers, CCOs, and the general public, are required for a successful 
Exchange. 

• Some concerns were expressed regarding the extent of effective, positive 
communication that was being directed to the users of the Exchange. 

 
Risks: 

• Lack of proactive communication with Exchange stakeholders may limit early 
participation and/or public support. 

 
Recommendations: 
1. Complete, publish, gain approval of, and implement a comprehensive ORHIX 

stakeholder management plan. 
2. Develop scenarios to clearly communicate the benefits of participating in the Exchange. 
 

Communications Med    
 

  

    

Findings: 
• Communication management plans are under development. 
• ORHIX was asked by LFO to produce graphics that better represent how the 

exchange will operate at a macro and micro level. In addition, LFO requested to see 
the functionality mapped to specific phases of the roadmap.  

• The communications to date are clearly not presented from a typical exchange 
perspective. A typical exchange has a supply and demand side, as well as an 
intermediary. 

 
Risks: 

• Inability to communicate the Exchange functions in a consistent manner that required 
for a variety of audiences will result in confusion and frustration for entities that need 
to oversee, interface with, purchase or supply services to the exchange. 

• Inability to communicate the exchange functions in common exchange terms will 
affect ORHIXs management credibility. 
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Recommendations: 
1. Complete, publish, gain approval of, and implement a comprehensive ORHIX 

communication plan. 
2. The internal marketing function of ORHIX should work with the IT, SME’s and executive 

management to identify areas where specialized high level communications need to take 
place. The Marketing organization can and should utilize the information that should have 
been produced from the Zachman model identified in the Roadmap Section of this report 
to begin to articulate the functionality of the exchange. 

3. As described in the Roadmap Section of this report, comprehensive Exchange diagrams 
should be developed to aid in the communications of key ideas to various stake holders. 

4. The Marketing organization should establish consistent messaging for the organization 
that reflects the roadmap of the Exchange. 

5. Design and implement a specific external marketing / education program, including the 
clear purpose and benefits of participation in the Exchange. 

Project 
Management High    

 

 

   

Findings: 
• Both the HIX-IT project and ORHIX are working on, but have not completed, a full set 

of “foundational” project documents, including scope management, schedule 
management, change control, project governance, test management, and risk/issue 
management plans. 

• ORHIX is working on, but has not completed, a full set of “foundational” operational 
documents, including human resource management, contract management, grant 
administration, ORHIX governance, staffing plan, stakeholder communications, and 
accounting management plans. 

• These documents are not completed, nor approved or implemented. 
• These critical project and operational processes have not yet been fully defined, 

approved, implemented and placed under change control. 
• Metrics for progress are not clearly articulated, Report ratings (red, yellow, green) are 
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not based on any particular criteria. 
• There are a variety of organizations involved with ORHIX, OIS, DHS, and DCBS (or 

“Insurance Division”) are some of the key players from the state.  There is also a 
variety of external stakeholders and interested parties, including brokers, agents, 
carriers, providers, CCOs, and the general public. Relationships, responsibilities and 
roles are not clearly understood among the various stakeholders. 

 
Risks: 

• Without a full set of “foundational” project processes and controls, the project will 
likely suffer from ad hoc and inconsistent execution of the project work. 

• Without a full set of “foundational” operational processes and controls, ORHIX will 
likely suffer from duplication of work and/or significant rework. 

• Without all of these foundational documents being clearly completed, approved, and 
enforced by executive management they will not be institutionalized. 

• Without proper documentation of processes that are under change control, processes 
will continue to be ad hoc. This will directly affect the operation and quality of the 
project and product. 

• Without a clear set of metrics from which to track and report progress to the executive 
management of ORHIX, HIX-IT, the Board, and LFO ORHIXs project management 
will continue to react to requests for a variety of status information. 

• If not addressed, the unclear, and continually evolving, roles and responsibilities of 
the various organizations and staff involved in ORHIX will cause challenges with 
internal communication and staff coordination.  This can result in duplication of 
efforts, sporadic business results and inefficiencies across the entire operation. 

• These risks, if not addressed, will likely have an increasing impact on staff morale 
and may result in increased turnover 

 
Recommendations: 

1. Confirm OHA intention to develop (with significant ORHIX input) a full set of 
“foundational” project documents, including scope management, schedule 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

management, change control, project governance, test management, and 
risk/issue management plans.   

2. Develop a full set of “foundational” operational documents, including human 
resource management, contract management, grant administration, ORHIX 
governance, staffing plan, stakeholder communications, and accounting 
management plans. 

3. Publish, gain approval of, and implement all foundational processes and controls. 
4. Utilize flow diagramming techniques to describe internal operational processes. 

The use of diagrams will make the processes more easily adopted by the 
organization. All processes can be easily posted on a single wall in the 
organization for quick reference. 

5. Design and implement a comprehensive change control process for all of these 
foundational documents, as well as the WBS and schedule, as described in the 
Scope and Schedule Sections of this report, respectively.  Include guidelines 
regarding “rolling wave” elaboration of near-term activities.  Coordinate all change 
control processes with the Project Management Office (PMO).  All documents 
should be placed under formal change control and be available in the Dropbox. 

6. The Dropbox should be set-up on a manner that aligns with the WBS so that 
documents can be easily located.  A process for document revisioning should be 
evident. 

7. Define and publish common weekly and monthly status reporting standards, 
including common risk criteria for reporting risk and status.  For example, the 
probability and Impact criteria should be the same for both the HIX-IT project and 
ORHIX efforts when they report their status (Red, Yellow, or Green) of a particular 
task, activity or item. 

8. Define and publish common guidelines for reporting progress, including % 
complete.  Consider implementation a common earned value management (EVM) 
approach that can be articulated jointly for both the HIX-IT project and ORHIX 
schedules. 

9. Document all project MOUs, as described in the Inter-Org Coordination Section of 
this report. 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

10. Clearly define roles and responsibility for all organizations and entities involved 
with the HIX-IT project.  Communication this information to all project staff, 
including updates as required. 

Contract 
Management Med    

 

 

    

Findings: 
• There are a multiple of contractors supporting ORHIX.  Many of these contractors fill 

key roles within the organizations.  
• All contractors are currently operating under legal agreements. 
• Contractors include PointB and Sandstrom, as well as several others.  Specific roles 

and responsibilities for contractors are evolving and not well documented. 
• ORHIX is currently in discussions with an additional contractor to assist with the 

design of the HIX-IT user interface (UI).  It is unclear how the UI contractor’s Scope of 
Work (SOW) will be affected by the recently published UX2014 design standards and 
how this vendor will be integrated into the project.  

• All of the contracts that were reviewed include brief descriptions of contractual 
deliverables.  However, these deliverable descriptions are not detailed enough to 
provide all parties with a detailed working definition of the specific contents or 
expectations of each deliverable.  Additionally, all of the agreements that were 
reviewed allow the contracting organization to bill monthly for hours expended. 

• Several of the earlier contracts originally justified as “sole source” procurements.  
Subsequent contracts are more current contracts were procured through a 
competitive process. 

• Documentation of the specific competitive process utilized is under development. 
 
Risks: 

• Agreements that allow contractor’s to bill for hours worked, instead of fixed priced 
payments for satisfactory completion of specific deliverables, leave the onus on 
ORHIX to verify that the hours were worked and sufficient value was created by the 
contractors, according to their individual agreements.  It may also be difficult to prove 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

or justify the commensurate expenditures. 
• Without clear contractor procurement and management plans, as well as 

documented contractor deliverable expectations and deliverable-based payments, 
ORHIX may have difficulty extracting the expected tangible value from these 
contractors.  This may also lead to the inefficient use of contractor staff and the 
associated Federal funds. 

 
Recommendations: 

1. Complete a thorough review of all existing contracts.  Document type of agreement, 
term, cost per hour, and deliverables. 

2. Conduct an independent assessment of all contractor activities and proposed 
deliverables.  Identify opportunities to convert contractor payment method to state 
approval of specific contractor fixed-priced deliverables.  Renegotiate agreements, as 
appropriate. 

3. Confirm adherence to Code of Federal Regulations (CFR) Part 92.36, which outlines 
specific federal funding-based contracting process and procedure requirements. 

4. Define specific roles and responsibilities for contractors.  Clearly assign work, as 
defined in the WBS and schedule, to specific contractor staff.  Use this information to 
update the ORHIX staffing plan, as appropriate. 

5. Determine the impact of the UX2014 work with the current UI contractor SOW and 
deliverables.  

6. Complete and publish a comprehensive ORHIX contractor procurement and 
management plans.  Ensure detailed tracking of all contractor work, especially any 
remaining T&M agreements. 

 

Product Content 

 

Med 
   

 

  

 

 
   

Findings: 
• Currently the requirements are not prioritized or organized in any chronological 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

manner, currently all items must be available on day one of the launch. 
• The iteration testing and change processes are not defined or implemented. 
• Shared services requirements (Security, MDM, etc) are currently not being 

elaborated upon. It is unclear when security controls will be overlaid onto the current 
design. 

• It isn’t clear if document are to be uploaded into the system for verification, proof etc. 
If so these need to be identified in the flows and use cases. In addition, a document 
management strategy will need to be identified. 

• It isn’t clear if signatures will be required for documents being developed in the 
system. DOJ should be consulted to assess whether signatures are required or will 
the system account controls be enough to validate a user for attestation purposes. 

• A list of dependencies that effect the elaboration of requirements is being developed 
as part of the scheduling process. 

• An informal Activity Diagram method is currently being utilized by the BA’s for 
developing the process flows. 

• Eligibility and Enrollment for individuals is rich with rule definition and may not lend 
itself well to the current requirements process. 

• Oracle creates a functional design and technical design document that is not kept as 
part of the iteration archive in the Dropbox. The iteration archive should be a 
complete set of design, development and testing documents used for specific 
iteration. 

 
Risks: 

• All requirements have equal weight and require equal effort by ORHIX and HIX-IT 
resources. This may be an inefficient use of time and effort if the requirements are 
not needed on day one of system launch. 

• Validation of the requirements is not formally implemented. Changes requests, if any, 
may be left unattended.  

• The shared services components (Security, MDM) will be implemented later in the 
process, potentially resulting in significant rework. In addition, process flows may 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

need to change and or expected functionality may not be available when shared 
services models are over laid on the existing builds. 

• If documents are required to be scanned and uploaded it will affect the system 
capacity requirements and also ability of some people to use the system. If the 
documents are expected to be mailed or faxed in it may not be realistic. The need to 
review validation documents needs to be clearly identified and challenged as much 
as possible. Managing and matching docs in workflow processes will affect system 
design, customer expectations and HIX staffing requirements. 

• Requiring signatures on documents may be an unnecessary burden for the customer, 
system and customer service organization. 

• If dependencies are not clearly understood, the current roadmap will have items 
move on the schedule without warning. 

• The functional and technical design documents generated by Oracle maybe utilized 
by other HIX technical employees at a future date.  

• Informality in the use of BPM or UML will result in varying degrees of process flow 
quality. 

• Without an Oracle OPA expert eligibility rules may not be properly elaborated for 
Oracle to consume easily and may need reworked. 

 
Recommendations: 

1. The requirements should be organized chronologically or prioritized from two different 
perspectives: 1.) per functional areas and 2.) within each functional area. This will 
enable the staff (both HIX Corp and HIX-IT) to organize their activities with greater 
efficiency.  

2. Implement a product validation procedure and requirements change management 
process to validate the requirements submitted for development. Implement a change 
process to correct any defects of requirements. 

3. Define the process for integrating the requirements from Corporation into the shared 
services components of the development teams early in the requirements process. 

4. Identify all areas where documents are expected to be uploaded, faxed or mailed and 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

review the validity for these documents in the workflow process. Ensure that the 
system architecture has a document management strategy. Ensure that the 
documents requirements are clearly identified in the current JAD session, Data 
requirements, use cases etc. An inventory of all document expectations should be 
identified to assess the magnitude of the effort. 

5. Clearly identify where signatures are required for documentation. Validate if they are 
required by consulting DOJ, IRS, Carriers, etc. 

6. Fully document the details of the existing OUM process (including shared services) 
as it is implemented (tailored) to the Exchange. The process should be approved and 
formally implemented and placed under change control. The process, if not 
controlled, will begin to drift as project managers move their attention to other 
areas/processes of the project that need to be “stood up”. This will also enable QA to 
monitor the process as it continuously improves.  

7. Dependencies and future work should be identified and tracked in the requirements 
elaboration process to 1.) ensure good scheduling practices are implemented and 
2.)potential rework loading can be estimated by the development teams for future 
iterations. The future work and dependencies should be made part of the overall 
scheduling process identified in the scheduling section.  

8. A complete an accurate record of all iteration use case work packages and Oracle 
functional and technical design documents and Corporation testing documents 
should be organized and kept as a complete package in the Dropbox. 

9. ORHIX should require all BA work to be done using industry standards whenever 
possible. This will help ensure that 1.)  the work done by all the BA’s is completed 
with a common language. 2.) this common language can be utilized to communicate 
more effectively with trained developers and 3.) the products can be archived and 
reused at a later date potentially with different BA’s and Developers. 

10. An Oracle Policy Automation expert should be added to the Eligibility Enrollment (EE) 
work so that he/she can guide the team to proper elaboration of the rules for the OPA 
tool. 
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Detailed Quality Standards Scorecard 

Quality Rating 
Category 

June 
2012 

July 
2012 

Aug 
2012 Initial Risk Assessment Finding, Risks, and Recommendations 

 

Testing 
High    

  

    

Findings: 
• A comprehensive testing plan should be completed by ORHIX for iteration testing, 

UAT and IV&V testing.  This plan should provide a strategy for testing from the 
perspective of ORHIX. 

• Dedicated testing environment for ORHIX. 
 
Risks: 

• Current iterations are being accepted without a formal and methodical review of the 
product. This may result in defects being found and fixed at a later point as potential 
issues are found.  

• Lack of a dedicated test environment will limit the exposure of the SME’s with the 
product that is being developed. It is very important that SME’s have ample time to 
play with the design so they may be able to refine the design as necessary. The 
SME’s should also be encouraged to use non-industry personnel, i.e., public users to 
get feedback on the public facing components of the exchange. Lack of a dedicated 
test environment will require significant coordination with the IT testers and a reduced 
amount of time to access the system. 

 
Recommendations: 

1. Create a comprehensive test plan that outlines the strategy for iteration and UAT 
testing to be conducted by the corp. Note: this testing should include security 
requirements. 

2. ORHIX should have their own dedicated test environment to ensure they have 
sufficient time to review the design of the system as it is being built, allow 
demonstrations and focus groups to view the design, train, conduct IV&V testing, etc. 
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SECTION 5:  ORHIX Management Response  
 
The following table provides space for ORHIX management response and/or state action plans 
for each of the Quality Standard sections areas or findings described in Section 4 of this report. 
 

Quality 
Standard 
Section 

 

ORHIX Management Response and/or Action Plan 

Overall Health The ORHIX Corporation concurs that developing a health insurance exchange is 
extremely challenging and brings significant risks. We are working closely with the 
Oregon Health Authority, the Legislative Fiscal Office, and our other partners to 
identify and prioritize risks and issues and develop ways to mitigate them. We look 
forward to working with Maximus to develop a comprehensive Quality Management 
Plan that will contain details about how we are responding to the recommendations in 
this report. We plan to report on progress monthly, to ensure issues are addressed 
quickly so that the Exchange will be available to Oregonians by Oct. 1, 2013. 

Business Mission 
and Goals 

 

The corporation views business planning as a continuous process.  The Business Plan 
approved by the Legislature in February 2012 was a comprehensive view of what was 
known at the time it was published.  The corporation is continuing its work to gain 
more understanding of this emerging – and unprecedented – market. ORHIX is in the 
process of developing a more detailed financial model, which it will incorporate into 
an updated version of the Business Plan (Business Plan 2.0). ORHIX will continue to 
use the updated Business Plan as a tool to communicate with federal and state 
partners, board of directors, and stakeholders. 

Roadmap ORHIX is undergoing a scoping exercise, to identify what services it will offer when 
it opens in October 2013, and what services will be added in subsequent versions of 
the Exchange. ORHIX also needs to better communicate its overall project scope and 
how the various players – such as OHA, DHS, the Insurance Division, and other 
stakeholders – intersect. Documents currently under Executive Team review will help 
achieve this, including a product roadmap, business flow diagram and other IT 
diagrams, a requirements management plan, and a high-level roadmap for the public. 

Scope ORHIX plans to work closely with OHA to develop a comprehensive Work 
Breakdown Structure (WBS) for the project. This will include the work of the 
corporation and the IT project.   

Schedule The development of a detailed project schedule for the corporation is well under way 
and due Aug. 10. Point B brought on an additional team member to create a WBS and 
project schedule, and implement a process for maintaining them (documented in the 
Schedule Management Plan).  

Budget As mentioned earlier, ORHIX is updating its budget projections for the Business Plan 
2.0. It plans to work closely with OHA to identify budget needs for the IT function.  
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A series of 3 IT budget discovery and planning meetings have been set up in August 
with the MAX/HIX-IT teams to help define IT budget needs for the Exchange.  
Internal Exchange work will complete the total Exchange budget picture, which will 
drive upcoming grant requests. 

Funding ORHIX reports regularly to CMS on how it is using its grant funding and will 
continue to respond promptly and thoroughly when the new reporting structure is 
implemented. As stated in the previous Budget section, ORHIX is developing detailed 
budget projections so that it can provide an accurate Level 2 grant request to CMS. 

Board Governance Although the ORHIX board of directors adopted the Carver Governance Model, it is 
still working out how it will operate under that model. The board recently formed a 
Board Development Committee, which is fine-tuning the Board Policy Manual, 
including the Ends and Executive Limitations. The committee also is developing a 
structure for board meetings that will help board members better track the 
performance of the corporation. 

Inter-Org 
Coordination 

Coordination between the ORHIX corporation and HIX-IT has been challenging and 
inconsistent at times; however, both organizations have worked hard to make 
improvements. ORHIX is committed to continuing to improve communication, 
particularly at the executive level, and ensure governance is clear among all agencies 
involved in this project.  

Organizational 
Management 

As a fast-growing start-up organization, ORHIX has had some challenges in 
developing its culture and making sure the staff is clear on roles, responsibilities, and 
expectations as the corporation grows and evolves. The Executive Team is reviewing 
its internal communication and decision-making process and will ensure those same 
standards are applied throughout the organization. ORHIX also is working on its 
organizational chart as well as more formal and frequent internal communications. 

Human Resources Many aspects of ORHIX’s human resources infrastructure, including job descriptions, 
an employee handbook, and a detailed organizational chart, are under development. 
As the Exchange grows quickly in coming months, it will be important to determine 
what skill sets it needs and have the ability to quickly find good people to fill new 
positions.  Imminent hires will add to this internal capability. 

Stakeholder 
Management 

ORHIX agrees engaging stakeholders will be key to its success. A comprehensive 
Communications, Marketing, and Outreach Plan is under development. 

Communications A comprehensive Communications, Marketing, and Outreach Plan to reach 
Oregonians is under development. As mentioned earlier, the corporation also is 
working on many documents that will help communicate its project scope to 
stakeholders. 

Project 
Management 

ORHIX has been focused on project management since late 2011, after its board and 
key staff were hired. Although there is still a lot of work to do, the corporation has 
made significant progress in this area under the guidance of Point B and the LFO. 
ORHIX plans to continue its work to complete foundational processes and documents 
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and focus on reporting.  

Contract 
Management 

ORHIX has chosen to bring on many contractors to provide the expertise needed for 
this challenging project. The corporation agrees it is critical to have a contracting 
process that ensures contractors are meeting their agreed-upon deliverables on time 
and is reviewing its current contracts and process. Contractor duties include role-
based work as well as deliverables to augment staff skills and bandwidth. 

Product Content ORHIX underwent an aggressive push in early 2012 to complete business 
requirements for the Exchange. That process is near completion, and work is now 
focused toward ensuring those requirements are clear, organized, and can be used 
effectively by HIX-IT, Deloitte Digital, and Oracle to develop the system.  

Testing ORHIX agrees testing will be critical to ensure the Exchange system works well for 
Oregonians. The corporation in recent months has hired a staff member dedicated to 
developing a testing plan and creating a dedicated testing environment.  
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SECTION 6:  Risk Rating Criteria  

Risk Criteria  
 
MAXIMUS uses the following risk rating criteria to evaluate the probability or likelihood of 
the risk occurring and the impact of the risk if it were to materialize. Some items have 
already occurred and they would be considered issues, i.e., a risk realized is an issue. In 
these cases MAXIMUS will automatically identify these items as a high probability of 
occurrence and the impact will be the gating factor for the overall rating.    

 
Probability 

H 

Probable/eminent 
Occurrence 

 

If the finding is probable or eminent based on the circumstances found 
the rating should be considered High. 

M 
Possible/likely 
Occurrence 

If the finding is possible or likely to occur based on the circumstances 
found the rating should be considered Medium. 

L 

Possible/unlikely 
Occurrence 

 

If the finding is possible, but unlikely to occur based on the 
circumstances found the rating should be considered Low. 

Impact 

H 
High Impact 

 

If the finding is considered to affect the schedule, cost, security, 
project organization or significantly affect the success of meeting the 
project goals it should be rated as High Impact. 

M 

Medium Impact  If the finding is considered to affect the schedule, cost, security, 
project organization or generally affect the success of meeting the 
project goals it should be rated as Medium Impact. Note: Multiple 
Medium ratings that are found in similar areas can result in an 
aggregate rating of High Impact. 

L 

Low Impact 

 

If the finding is considered to minimally affect schedule, cost, security, 
project organization or generally affect the success of meeting the 
project goals it should be rated as a Low Impact. Note: Multiple Low 
ratings that are found in similar areas can result in an aggregate rating 
of Medium Impact. 
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Overall rating of a finding 
Li
ke
lih
oo

d  H          

M          

L          

 

L   M   H 
Impact 

 
 

     
 
 

Risk Rating Rollup Methodology 
 

Risk Ratings in the Quality Standards Section (attachment 1) findings based on a set of 
common criteria used as a basis of evaluating the project.   These ratings are the basis for the 
roll-up to the QA Assessment Findings and ultimately to the Executive Summary section in this 
report.  Following is a description of how these rating roll-up to the higher, summary level 
sections. 

       
The general rule of thumb with regards to rolling up and rating the QS into the mid level findings 
are if 25% of a rating area is rated higher than low (green), the roll-up rating will be assessed as 
medium (yellow) or high (red) level. The rating assessed to the roll-up is equal to the highest 
level represented by 50% of the rating area. For example, the if the project management quality 
standard has six elements which roll-up to the project management quality standard rating and 
one element was rated as medium (yellow) or high (red), the project management quality 
standard rating roll-up would be assessed a low (green) rating.  If two elements are rated as 
medium (yellow), the project management quality standard rating roll-up would be assessed a 
medium (yellow) rating.  If one element was rated as medium (yellow) and one rated as high 
(red), the project management quality standard rating roll-up would be assessed a high (red) 
rating. 

 
"tbd" ratings are not normative.  They denote work not assessed or work not yet started per 
schedule.  Because they are not assessed, they must be excluded from the algorithm used to 
roll-up risk rating.  A "tbd" rating will be changed when quality standard, process, or deliverable 
activities commence, or should have commenced based upon normative project practices and 
PMI standards, and the QA process has been executed. [Note: As part of an on-going QA 
process, the project would be notified in the preceding month when the QA Analyst intends to 
rate an area previously assessed a "tbd" rating.] 
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Attachment 1:  Quality Standards 

Detailed Quality Standards Risk Ratings 
 

As described in the Assessment Methodology Section of this report, the Quality Standards are 
utilized as a framework for assessing the organization. This section has the detailed Quality 
Standards used to ensure complete coverage of all functional areas of the project. This section 
also incorporates a risk rating for each of the Quality Standards used in developing the mid-level 
and executive summary risk tables. 

Category QA 
ID 

Quality 
Standard Assessment Guidance 

Lo
w

 

M
ed

iu
m

 

H
ig

h 

N
/A

 

N
ee

d 
In

fo
 

TB
D

 

Business Mission 
and Goals 

          X       

  BMG-1 Mission Are the business mission and goals well 
defined and approved by the board? 

 X           

  BMG-2   Do the mission and goals clearly map to 
the operation plan? 

    X       

  BMG-3   Do HIX-Corp and HIX-IT have aligned 
mission and goals? 

   X         

  BMG-4   Are there metrics established to monitor 
that the goals are being achieved? 

     X       

Roadmap            X       

  Rd-1 *Definition of the 
Project 

Are scope planning, scope change control 
being accomplished? Are they effective? 

     X       

  Rd-2   Is the scope prioritized? Is that priority 
communicated to the organization and 
HIX-IT? 

    X       

  Rd-3   Is there a product road map that clearly 
identifies releases of the exchange over 
time? 

   X        

  Rd-4   Will the system be delivered with the 
intended requirements? 

    X       

  Rd-5   Is contingency planning taking place? Is it 
sufficient? 

    X       

  Rd-6   Are changes to scope reviewed and 
approved by the board? 

       X     

Scope       X       

 Sc-1  Is there a clear, authoritative description / 
Work Breakdown Structure (WBS) which 
defines the scope of the Corp.’s work? 

   X       



Oregon HIX Corporation (ORHIX) 
Initial Risk Assessment Report  

 
 

CONFIDENTIAL  Page ‐ 44 

Category QA 
ID 

Quality 
Standard Assessment Guidance 
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h 

N
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 Sc-2  Is the date for delivery set by reasonable 
project commitment process? 

   X       

 Sc-3  Is schedule control being accomplished? Is 
it effective? 

   X       

 Sc-4  Are delivery dates firm and remaining 
stable? 

  X       

 Sc-5  Is the schedule integrated/aligned with the 
HIX-IT schedule? 

   X       

Schedule            X       

  Sch-1 Schedule 
Development and 
Monitoring 

Is the schedule created using proper inputs 
(WBS, Scope and roadmap priority, 
sequencing, dependencies etc)?  

     X       

  Sch-4   Is the date for delivery set by reasonable 
project commitment process? 

     X       

  Sch-2   Is schedule control being accomplished? Is 
it effective? 

     X       

  Sch-3   Are delivery dates firm and remaining 
stable? 

          X 

  Sch-5   Is the schedule integrated/aligned with the 
ORHIX schedule? 

     X       

Budget           X         

  Bud-1 *Budget Size Is there a current budget plan up to the 
launch of the exchange? Is it based on 
reasonable assumptions? 

   X         

  Bud-3 Total Cost 
(Budget) 

Is the actual budget expected to be within 
10 percent of target? 

   X         

  Bud-2 *Cost Controls Are cost estimating, budgeting and cost 
controls being accomplished? Are they 
effective? 

   X         

Funding           X         

  Fun-1 Grant Funding Is additional grant funding available for 
project launch if necessary? 

 X           

  Fun-2 Business Model Has the business model (post go live) 
clearly articulated the potential risks and 
realistic mitigation strategies?  

   X         

  Fun-3   Has the business model (post go live) 
clearly shown revenue projections for a 
variety of take rates or sales?  

   X         
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Category QA 
ID 

Quality 
Standard Assessment Guidance 
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  Fun-4   Has the business model (post go live) 
clearly shown cost projections for a variety 
of take rates or sales?  

  X          

  Fun-5 Business Plan Is the business model (post go live) been 
vetted and approved by the board? 

 X           

Board Governance           X        

  G-1 Board Is the board of directors in place and is it a 
well rounded board? 

   X         

  G-2   Does the board have written policies on its 
operation and responsibilities? 

   X         

  G-3   Are there any obvious conflicts of interest 
between the board members and any 
vendors, management or staff?  

   X         

  G-4   Is there an operational governance 
structure that is well documented and 
followed? 

   X         

Inter-Org 
Coordination 

          X       

  IOC-1 Steering 
Committees 

Are the strategic and tactical steering 
committees in place and functioning? 

     X       

  IOC-2   Are roles and responsibilities b/w agencies 
clear and well defined?  

     X       

  IOC-3   Is there a mechanism to resolve 
disagreements within the tactical and 
strategic steering committees? Is it 
effective? 

     X       

Organizational 
Management 

         X         

  OM-1 Organization 
Roles and 
Responsibilities 

Is the organization set up functionally, 
WMS matrix or by project? Are roles and 
responsibilities well defined and 
understood? 

   X         

  OM-2   Do policies, standards and procedures exist 
for the organization?  

   X         

Human Resources         X         

  HR-1 *Executive Skill 
Set 

Is the executive team skill set 
commensurate with the requirements of the 

   X         
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operation? 

  HR-2 Human Resources Is Human Resource Planning being 
accomplished?  

   X         

  HR-3   Is the project acquiring, developing and 
managing the project team effectively? 

   X         

  HR-4   Are there skill set gaps with the current 
staff that need addressed? 

   X         

  HR-5   Do team members believe they are being 
utilized effectively and have good morale? 

   X         

Stakeholder 
Management 

       X         

  SM-1 Stakeholders Is there an ongoing stakeholder 
consultation plan? 

 X         

  SM-2   Are the stakeholders clearly identified for 
the exchange and are they involved in an 
organized way? 

 X         

  SM-3   Is there a process to identify the needs of 
the stakeholders and have their input 
validated and incorporated into the 
requirements? Is it effective? 

 X         

Communication         X         

  CM-1 Planning Is planning for communications, 
information distribution, and performance 
reporting accomplished in a consistent and 
reliable? Is it effective? 

  X         

  CM-2   Is the communication and reporting to 
staff, stakeholders, the public, legislature, 
and CMS consistent? Is it effective? 

  X         

Project 
Management 

           X       

  PM-1 *PM Approach Are project planning, plan execution and 
project change control being 
accomplished? Are they effective?  

     X       

  PM-2   Is the Project being controlled and 
monitored? Is it effective? 

     X       

  PM-3   Is there a clear roadmap for releases and is 
this roadmap integrated into the 
development schedule of HIX-IT? 

     X       

  PM-4 Risk/Issue 
Management 

Are risk management planning, risk 
identification, and analysis mitigation 
being accomplished? Are they effective? 

     X       
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Contract 
Management 

         X        

  CM-5 Contracts Are the vendor(s) contracts 
written/coordinated in a manner that 
ensures that the deliverables are 
complimentary to the project plan? 

   X        

  CM-6   Is there a formal process to review vendor 
deliverables per SOW's? Is it effective? 

   X        

Product Content           X         

  PC-1 Requirements  Is there an organized process for gathering, 
defining, identifying changes and updating 
the requirements? Is it effective? 

 X           

  PC-2   Do requirements exhibit the following 
characteristics: 
Are the requirements organized by 
functional and non-function categories? 
 
Are the requirements uniquely identified? 
 
Are the requirements clear and specific 
enough to be the basis for detailed design 
specs and functional test cases? 

   X         

  PC-3   Are all non-functional requirements 
defined, such as for performance 
constraints, user connectivity, scalability, 
safety, availability, and maintainability? 

   X         

  PC-4   Do the system requirements identify 
financial controls? Are the controls based 
on a industry standard framework? 

     X       

  PC-5 *User 
Involvement 

Does a plan exist to identify the needs, 
goals and requirements of the user 
community and to gain involvement and 
guidance from user groups?    

   X         

  PC-6 *User Acceptance Does the project encompass activities for 
requirements validation with users (internal 
and external)? 

   X         

  PC-7 Policy and rule 
change 
Management 

Are policy and/or rule changes identified as 
they arise and is there a process for 
tracking and ensuring they get acted upon? 

   X         

Testing            X       

  Test-1 *Testability Are requirements acceptance test plans 
defined and reviewed?   

     X       

  Test-3 Test Plan Is there a test schedule with resources 
identified for planned testing? 

     X       
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  Test-5   Have test results been reviewed and all 
issues resolved? 

     X       

 

 


