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SSD integration is key to the successful design and implementation of a modernized financial management 
and provider management solution that takes into consideration the diverse needs of stakeholders in the State. 
Various groups of key stakeholders must be engaged across vendors and caseworkers. With many counties 
operating differently and a vast array of connection points between core systems, it is critical to develop an 
SSD Integration Plan that enables clear and concise decision-making between stakeholders and a framework 
to enable the application rationalization process. An SSD Integration Plan that accounts for the complexity of 
New York is key to the mitigation of potential risks that could arise throughout implementation. 

OUR APPROACH 
Taking into account the diverse FM needs of all SSDs in the State, including NYC, our team works closely with 
the IES team to devise an integration approach designed to increase efficiency and improve FM 
implementation outcomes. With diverse operating environments in SSDs spanning from Erie County to NYC, 
our team tailors its approach, integrates representative stakeholders in planning and design sessions, and 
provides resources to support SSDs throughout the SDLC. Given the currently limited SSD integration, precise 
actions are involved to use time efficiently, minimize duplication, and make sure the right information gets to 
right people. Early input into the design process from FM stakeholders is critical to gain buy-in around 
streamlined processes.  

 
 

 It also outlines an approach for how issues that arise between the 
SSDs and the State are identified, reported, escalated, and resolved. The SSD Integration Plan describes how 
the IES team can leverage the statewide engagement network for information sharing, readiness assessments, 
and training with the SSDs, including how Deloitte can support the IES OCM team to help create relevant 
materials and support trainings (Deloitte’s training support is described in detail in Section D.11, Support State-
led Organization Change Management and Training).  

Deloitte’s SSD integration approach incorporates three core components listed below.  

SSD INTEGRATION PLANNING 
Leveraging the Stakeholder Analysis, we deliver a cross-section of relevant stakeholders to participate in each 
phase of the SDLC to enable solution development that considers workers, providers, and end-user 
requirements.  

 
  

HCD FRAMEWORK 
 

 

 

 
o enable SSD 



 
 
 

 

 
Attachment 2 – Vendor Proposal Technical Response Page 499 of 706 
Group 73600 Award 22772 Systems Integrators Tier II Assignment 

CONFIDENTIAL 

alignment across the SDLC, Deloitte utilizes a collaborative approach to facilitating working groups and 
stakeholder meetings to discuss critical decisions, change readiness activities, and training in the SSDs  

 
 

IMPLEMENTATION SUPPORT IN NY’S ENVIRONMENT  
We work closely with the State to implement decision-making, escalation, change control, and reporting 
processes that enable SSD integration. In addition to leveraging the governance structure in place at the IES 
program level, we suggest the IES team collaborate with SSDs to develop further governance at the district 
level to facilitate change control processes and decision-making. We also provide an Application 
Rationalization framework and materials to guide SSDs, recommend functional and streamlined change control 
processes to monitor alignment and change success throughout the implementation, and provide advisory 
support on how to establish clear decision-making processes and responsibilities between all stakeholders 
involved.  

KEY FEATURES AND BENEFITS OF OUR APPROACH 
Features  Benefits to ITS 
A design approach that 
emphasizes IES-FM solution 
configurability  

• Better ability to configure IES-FM modules for different SSDs without costly 
customization 

• Key stakeholders and the diverse nature of all SSDs accounted in the IES-FM 
configuration capabilities 

Integrates Deloitte and NY HCD 
and OCM specialists throughout 
the SDLC  

• Better design that increases buy-in and productivity and accelerates use of the 
new system using an HCD approach that is user-centered 

• Minimizes disruptions and delays in implementation 
• Increases sustained adoption by prioritizing what matters most to end users 

Recognizes the diversity and 
demographics of each district 

• Directs the right stakeholders to participate in each phase of the SDLC  
• Enhances communication at every level and the governance structure within 

and between SSDs 
• Enables increased coordination, shared service opportunities, reduced costs, 

and lessons learned across SSDs 
Leverages stakeholder analysis 
to design a cross-section of 
relevant stakeholders participate 
in each phase of the SDLC  

• Increases user adoption of new IES-FM solution when stakeholder preferences 
and criteria are incorporated into the development of the solution and real-life 
scenarios specific to individual SSDs are tested during UAT 

• Enhances the worker and provider experience resulting in increased retention 
and better service delivery 

Figure D-168. Features and Benefits of Our Integration Plan and Approach. 
 

DELIVERABLES PRODUCED 
The following figure provides the list of the deliverables that are created during this Task, the components of 
those deliverables and the frequency. The deliverables comply with the guidelines and templates for the 
project using state provided tools. 
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RFP #, Deliverable Description Submission  
Format/ 
Medium 

6. SSD Integration 
Plan  

The SSD Integration Plan provides guidance and 
support to the IES Program based on a structured 
process for collaboration, including in-person, 
interaction, and communication between the SSDs 
during all iterative phases of the SDLC. The Plan 
must also describe how issues that arise between the 
SSDs and the State will be identified, reported, 
escalated, and resolved. Please note, the IES OCM 
team will establish a statewide engagement network 
for purposes of information sharing, readiness 
assessments, and training with the SSDs, and the 
Contractor is expected to work closely with the IES 
OCM team to help create relevant materials and 
support trainings based on the SSD Integration Plan 

By the end of the 
Planning Phase 

PowerPoint 

Figure D-169. Deliverables Produced for Our Integration Plan and Approach. 
 

OUR EXPERIENCE  
In our experience of integrating ancillary systems for county-administered systems, we have found that early 
engagement of stakeholders in the process, sustained communication to increase understanding of the 
changes, and well-established change control processes are critical to a successful IES-FM system 
implementation. The experiences below are illustrative of our experience and broader approaches our team to 
applied to IES implementations. 
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STAKEHOLDER ENGAGEMENT PLAN AND COMMUNICATIONS PLAN  
The Stakeholder Engagement Plan guides how we engage workers who operate in varied environments 
across the State. This plan is designed to reach staff across all work sites and decentralized SSDs, including 
staff located in small offices to those working from the county’s executive offices. Together with the IES team, 
we leverage the Stakeholder Engagement Plan and Communications Plan to define the most effective way to 
collaborate, interact, and communicate across SSDs using regional coordinators to help distribute and 
consolidate information in each phase of the SDLC.  

Deloitte supports the IES team in understanding, planning for, and communicating the impact of new IES-FM 
solutions to stakeholders and the people they serve. Our approach lowers risk through targeted, innovative, 
and impactful engagement utilizing existing communication channels and building on them to continuously 
improve collaboration as increased communications are implemented closer to go-live. 

Additionally, Deloitte uses the information from the Stakeholder Engagement Plan to develop detailed SSD 
profiles and stakeholder personas that highlight changes and preferred engagement channels at the SSD level 
and by stakeholder group. Personas are detailed, role-based representations of workers and New Yorkers. 
They are an amalgamation of “real” people that are presented as fictional user biographies, which include key 
processes they complete and interact with, day-in-the-life descriptions, opportunities, challenges, and other 
relevant attributes. Personas help inform functional, operational, and design activities across the SDLC 
resulting in better user-centric designs that increase user adoption of the new FM system in the SSDs. 

IES GOVERNANCE STRUCTURE  

Our SSD Integration Plan reinforces existing governance structures, leverages the IES team’s regional 
structure, utilizes established working groups and committees, aligns with the Communications Management 
Plan, and enhances decision-making processes. Building on the existing IES governance structure and OCM 
stakeholder engagement model, Deloitte supports the implementation of additional governance structures 
within and between the SSDs through the IES SSD Workgroup, which meets monthly and includes 
commissioners from a select number of representative SSDs across the State. This workgroup is a critical part 
of the IES governance process and provides regular strategic guidance and specific feedback on draft 
deliverables. The geographic dispersion and diversity of stakeholders makes it even more critical that the new 
processes and changes be well-known across SSDs, so that each SSD has the opportunity to participate in the 
functional and design process of the new IES-FM solution. To enhance the integration of SSDs across SDLCs, 
the SSD Integration Plan focuses on how IES Program Office and OCM teams can implement communications 
and management activities.  

OCM SDLC ALIGNMENT  

Throughout each stage of the SDLC, Deloitte supports the IES OCM team to enable SSD integration 
throughout the DDI (OCM Framework Exhibit R). Our goal is to help the IES team bring together OCM, 
stakeholder engagement, communications, the SDLC, and training activities into a cohesive approach that 
builds on existing inputs and enables the IES team to achieve its IES-FM solution goals. Leveraging our HCD 
templates, tools, and methods, our experienced team supports the IES Program Office and OCM teams as 
well as the functional, technical, and design work-streams by tying together multiple design inputs from the 
Stakeholder Analysis, Journey Maps, and Personas. Utilizing our HCD experience, we work with the teams to 
translate how user stories and process changes impact the day-to-day functions of workers and providers. 
Deloitte’s approach instills confidence in the coming changes for staff through highly effective documentation 
and clickable prototypes that communicate application triggers and screen flows.  
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Next, we describe how SSDs are integrated throughout the phases of the SDLC. 

Assess & Plan 
Initiation 

 
 

 
 

 
 

 
 

 
 

Rules and Extraction, Requirements and Functional Specification 

 
 

 
 

 
 

 
 
 

 

Design & Develop 
Technical Design 

 
 

 
 

Code and Unit Testing 
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System and Functional Testing and User Acceptance Testing 

 

 
 

.  

Deploy & Monitor  
Deployment and Pilot 

 
 
 
 

 
 

 
 
 

 
 

 
 

 
Rollout 

 

 
 

 
.  

Implementation Support  
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country specific themes, insights, process mapping and county segmentation. For the 
New York’s IES-FM solutions implementation, our team facilitates robust discussions to 
understand current performance outcomes, areas district leadership are targeting for 
improvement, and areas of impact. Additionally, we unpack our findings and combine 
insights to identify stakeholder user stories and document the behavior changes required 
to transition stakeholders into IES-FM. This in-depth analysis enabled us to reframe 
challenges at the district level and collaboratively design an effective OCM approach to 
help guide each district through changes in their technology, processes, organizational 
structure, and culture. The outputs of discovery sessions are captured and synthesized 
into personas, process maps, and county-specific documents in the following step. 

 

2. Establish the Change Vision: Working shoulder to shoulder with district workers and the 
OCM Team, we use a series of county visits, interviews, and surveys to create worker 
personas and define the “to-be” journey and roadmap. In support of this principle, we answer 
a few key questions such as: What must to change in your SSD? Which processes and 
procedures can stay the same? Can some processes and procedures be shared across 
SSDs? The answers to these questions inform SSD cohort creation. SSD cohorts are 
integrated together based on similar size, scope, and complexity of operating environments. 
Specific activities that support this process include: 

– User Personas and User Journey Roadmaps – Our team designs general user 
personas and journey roadmaps alongside role and demographic specific personas and 
roadmaps tailored to each district. This enables for prioritized changes, current and future 
state process visualizations, and feedback and iteration with districts. 

– Gap Analysis – Once the baseline “to-be” processes are designed, we support the IES 
OCM team in conducting a Gap Analysis between the “as-is” and “to-be” processes to 
determine what must change withing each district. In follow-up sessions, we work with the 
SSDs to review identified gaps and prioritize them while discussing mitigation 
strategies/change options and how to address them. 

– Process Compatibility – We use system testing environments available to simulate 
processes and think through the day in the life of a worker, such as how they use data 
fields and new report formats. We work with the IES OCM team and districts to 
collaboratively determine the specifics of which processes are compatible with the “to-be” 
state and where can SSDs learn from each other. Together, with the IES OCM Team, we 
support each district in redesigning their policies, practices, processes, and procedures 
that must change in the near and long-term to move to the new FM solution. 

 

3. Build the Community: Integrating New York SSDs is important for enterprise-wide 
efficiencies, and it is also important to foster a sense of community amongst the SSDs, who 
are all performing similar and critical worker for New Yorkers.  

– Implement “To-Be” Vision – The heart of Implementing the SSD integration plan is 
working with the IES OCM Team, change agents, and district leaders to adopt the “to-be” 
state. Implementing this state involves advanced digital and oral communication around 
changes and leveraging relationships build throughout process definition to execute 
change. Here SSD cohorts work together to merge processes, share best practices, 
troubleshoot issues, and ultimately build a statewide community of financial management 








































