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Unemployment Insurance System Modernization 
The evaluation focused on the status of Workforce Solutions Department’s 
implementation of its $48 million Unemployment Insurance (UI) system, including 
planning, project management and oversight, budget allocation and expenditures, and 
system functionality.   

KEY FINDINGS: 
1) Workforce Solutions 

Department’s professional 
services contracting 
practices fail to control 
costs. 

2) Workforce Solutions 
Department lacked external 
oversight, including 
deficient independent 
verification and validation 
for a $48 million project. 

3) The new UI system is 
complex and can be 
difficult for users to 
navigate. 

4) High call volumes resulted 
in claim determination 
delays and longer call 
times. 

 
 
 
 
The agency’s new chief 
information officer is 
proactive in implementing 
new procedures to enhance 
accountability and ensure the 
continuous improvement of 
the UI system. 
 
 
 
 
Until WSD can demonstrate 
all critical defects are 
remediated, it should limit all 
application enhancements to 
those required by the federal 
government. 
 
 
 

 
Background.   
Workforce Solutions Department (WSD) plays the critical role of providing 
temporary financial assistance to individuals who meet state eligibility requirements 
for unemployment insurance (UI) benefits financed by employer-paid UI taxes.  In its 
attempt to overhaul the UI Tax and UI Claims systems simultaneously, the WSD 
faced challenges with the scope, budget, and project schedule.  Lack of external 
oversight, limited system testing, data conversion issues and the lack of a disaster 
recovery and business continuity plan all represent risks to the new UI system.  WSD 
and Deloitte have continually been fixing defects and adding enhancements to the 
application.   
 
Key Recommendations. 
• WSD should modify its invoicing requirements to identify which tasks are 

complete and the percentage complete for each deliverable and establish a 
standard process and acceptance criteria for all contract deliverables. 

• WSD should ensure Deloitte corrects all defects identified during the warranty 
period, limit additional enhancements until all outstanding defects are remediated, 
and conduct extensive application functionality testing to include unit, 
integration, and regression testing. 

• WSD should conduct a customer survey on use of the new system and website 
and make improvements accordingly. 

• WSD should create a disaster recovery and contingency plan associated with the 
UI tax and claims application. 

• WSD should conduct a workflow analysis at the operations center to determine 
the root cause for delays in wait times and identify areas for improvement. 

• The Department of Information Technology (DoIT) should establish criteria for 
granting independent verification and validation (IV&V) waivers. 

 
Agency-reported Progress to Date. 
• WSD is establishing a standard invoice process describing requirements, 

schedule, and responsibilities for documenting deliverables produced during an 
invoice period.  The requirements will substantiate the contractor’s invoicing to 
WSD for services and deliverables according to the terms of the contractor’s 
respective contracts.     

• WSD reported Deloitte completed its warranty work and all outstanding defects 
were remediated.  At the end of the warranty period Deloitte reported 713 defects. 
Of the 713 defects 71 percent were remediated during the warranty period from 
January 5, 2013 to May 1, 2013.  WSD accepted all work associated with the 
defects under the warranty period.  WSD and Deloitte indicate they have been 
working diligently to confirm remediation was complete.  However, there are 28 
pending defects; 13 reopened due to failure, seven ready for retesting by WSD 



 
 
 
 
 
 
 
 
Reducing the warranty period 
from 12 months to 4 months 
because of cost overruns put 
the state at a disadvantage, 
and WSD will now pay 
additional costs to remedy 
179 defects identified during 
the warranty period that were 
not fixed. 
 
 
 
 
 
 
 
In FY13 the average time to 
complete a transaction with 
the UI call center was 36 
minutes, more than twice the 
average time in FY12 and well 
below the target of less than 
five minutes. 
 
 
 
 
 
 
 
 
 
Although DoIT regulations 
require an IV&V for all 
certified IT projects, the 
secretary of DoIT did not 
authorize a waiver for the 
IV&V for the UI modernization 
project.   
 
 
 
 
 
 

and already tested by Deloitte and eight were not defects but instead required 
enhancements.  These items do not impact the overall functionality of the UI 
system.  WSD currently uses ClearQuest as a tracking tool for software change 
requests for defects and enhancements and to track testing results and status of the 
request.  During the LFC validation there were inconsistencies for dates in 
ClearQuest when actions were completed, making it unclear when defects were 
remediated.  WSD’s method for validating whether the defects were fixed does 
not appear to be accurate.  Although WSD accepted all the work associated with 
the defects under warranty, the LFC could not validate if all defects were fixed. 

• Since June 2013, WSD has reached out to employer organizations and third-party 
administrators for round table discussions on the usability and features of the UI 
System.  WSD has also established an email address for submitting feedback, 
concerns, and suggestions about the new system.  Information in the emails will 
be compiled to help guide decisions about priority enhancements.  WDS plans to 
obtain the individual claimant’s perspective by holding focus groups through the 
first quarter of 2014.  A survey is the planning stages and WSD is on track to 
meet its corrective action target date of March 31, 2014. 

• WSD has improved the website by providing a drop down menu with an option 
for selecting Spanish as language.  However, the improvement is limited to a 
translation service offered by Google rather than embedded in the website design. 

• WSD is now doing regression testing that should have occurred when the code 
was delivered.  Retesting all scripts will ensure other defects do not occur. 

• The disaster recovery plan for the UI system is on track for the December 31, 
2013 target completion date.  The disaster recovery site will be in Santa Fe at the 
Simms building.  Documentation for the business continuity plan is scheduled for 
completion by March 31, 2014. 

• WSD upgraded the interactive voice response system to improve customer 
service. WSD has conducted extensive workflow analysis and identified five 
enhancements.  Two of the five enhancements have been completed and the 
remaining three are in progress with an estimated completion date of December 
31, 2013.  The impact to the average time to complete a transaction with the call 
center (operations center) should be available by the third quarter of FY14. 

 
Outstanding Issues. 
• Under post-warranty maintenance and support WSD allowed Deloitte to work on 

approved enhancements and modification requests prior to remediating all 
defects.  WSD indicated it prioritized the work items for Deloitte based on 
operational impact. 

• WSD is in the process of transitioning to a different tracking system in January 
2014, the third tracking system in one year.  This provides potential risk for 
defects to be lost and requires additional staff training.  WSD plans to track items 
in ClearQuest in parallel with the new system through December 2013. 

• DoIT has not provided the LFC an implementation plan for establishing criteria 
for granting IV&V waivers. 

 
Emerging Issues. 
• The warranty clause in the state’s IT professional services contract template may 

be too general to ensure deficient items under warranty are fully remediated. 



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Agency Reponse. 
WSD asserts the prioritization of the work and release schedule requires the 
department to be responsive to the impact on the community is serves.  WSD ensures 
the work is managed based on the specific severity levels which include not only the 
federal and regulatory mandates, but also the number of clients affected and financial 
impact that the defined defect or enhancement intends to resolve.  Additionally, the 
conclusion that WSD has to pay additional for the defects listed in the warranty was 
actually balanced by those WSD did not have to pay for those items deemed a priority 
at the time.  This kind of balance is typical of system development and post-
implementations operational management.  
 
WSD determined the ClearQuest system tracking defects and issues was not effective 
and has moved to Team Foundation Server (TFS) managed by Deloitte and used by 
the department.  Movement to TFS in January 2014 is part of our knowledge transfer 
process to enable the WSD staff to manage the process life cycle. 
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