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PensionGold implementation approach and related pre-engagement deliverables. The 
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identify potential risks, gaps, and dependencies, and provide recommendations to inform 
SCERS’ planning and decision-making. Gartner’s final report accompanies this item, and 
Gartner representatives will present their assessment to the Board. 
 
ATTACHMENT 
 

• Board Order 
• Gartner Final Independent Advisory Report 
• Gartner Independent Advisory Report Readout—Presentation

 
 
Prepared by:     
   
/S/ 
_____________________________ 
Timothy Taylor 
Chief Technology Officer 

 
 
Reviewed by:    
   
/S/       
______________________________  
Eric Stern     
Chief Executive Officer

 

Board of Retirement Regular Meeting 
Sacramento County Employees’ Retirement System 



 
 

Retirement Board Order 
Sacramento County Employees’ Retirement System 

 
 

 

 
Before the Board of Retirement 

October 21, 2026 
 

AGENDA ITEM: 

Pension Administration System Review 
 

THE BOARD OF RETIREMENT hereby approves the Staff recommendation 
to receive and file the report on Gartner’s independent review of the LRS 
PensionGold Pre-Engagement Analysis and Implementation Proposal. 

 

I HEREBY CERTIFY that the above order was passed and adopted on 
October 21, 2026 by the following vote of the Board of Retirement, to wit: 

 
 
 

AYES: 
 

NOES: 
 

ABSENT: 
 

ABSTAIN: 
 

ALTERNATES (Present but not voting):   
 

 
 
 
 
 

Chris Giboney Eric Stern 
Board President Chief Executive Officer and 

Board Secretary 
 
 
 
 
 
 
 

 

Item  14 



 

 

© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. 
or its affiliates. This Report, including all supporting materials, is proprietary to Gartner, Inc. and/or its affiliates 
and is for the sole internal use of the intended recipients. Because this Report may contain information that is 
confidential, proprietary or otherwise legally protected, it may not be further copied, distributed or publicly 
displayed without the express written permission of Gartner, Inc. or its affiliates. 

 

 

 

 A Report for 

Sacramento County Employees' 
Retirement System 

Final Independent Advisory Report 

08 October 2026 

Engagement Number: 660015303 | Version 2.0 

 



Engagement Number: 660015303 — Version 2.0 
Final Independent Advisory Report  

Report for Sacramento County Employees' Retirement System 
08 October 2026 — Page i 

 

© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. 
For RESTRICTED use of Sacramento County Employees' Retirement System only.  

Table of Contents 
1.0 Executive Summary ................................................................................................................... 2 
2.0 Key Strengths .............................................................................................................................. 4 
3.0 Key Risks and Recommendations .......................................................................................... 5 

3.1 Data ................................................................................................................................................. 6 
3.2 Project Management ................................................................................................................... 8 
3.3 Requirements Management .................................................................................................... 10 
3.4 Quality Assurance ....................................................................................................................... 12 

 



Engagement Number: 660015303 — Version 2.0 
Final Independent Advisory Report  

Report for Sacramento County Employees' Retirement System 
08 October 2026 — Page 2 

 

© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. 
For RESTRICTED use of Sacramento County Employees' Retirement System only.  

1.0 Executive Summary 
Gartner's assessment concluded that Sacramento County Employees' Retirement System 
(SCERS) has established a strong foundation for pension modernization and that LRS's 
PensionGold solution is a viable platform to support SCERS's long-term business and 
operational objectives. Based on our review of the pre-engagement deliverables, 
implementation approach, and solution capabilities, Gartner did not identify any material 
concerns that would preclude SCERS from proceeding with Levi, Ray & Shoup, Inc. (LRS). 
Rather, our assessment indicates that the proposed solution aligns well with SCERS's 
modernization goals and provides an appropriate foundation for replacing the organization's 
legacy pension administration environment. 

Areas of Strength 
Several factors increase the likelihood of program success. SCERS demonstrates a strong 
commitment to informed decision-making through the use of advisors (Gartner and LRS) who 
bring subject-matter expertise that can be leveraged by SCERS during its evaluation process 
and eventual implementation. Stakeholders consistently exhibited openness to 
recommendations and a willingness to adapt processes to support modernization objectives. 
SCERS has also adopted a pragmatic implementation strategy by sequencing major 
technology initiatives to reduce organizational disruption and implementation complexity. 
Finally, LRS brings significant public pension administration experience, including 
implementations within California county retirement environments, providing relevant 
knowledge of regulatory, operational, and stakeholder requirements. Collectively, these 
strengths position SCERS favorably for a successful transformation effort. 

Areas of Focus 
While Gartner considers PensionGold a viable solution that supports SCERS’s modernization 
objectives, our review of the pre-engagement deliverables and proposed implementation 
approach identified several risks. Some of these risks may be addressed through more detailed 
implementation planning; however, we have highlighted them here because of their potential 
significance. Although these risks are not unusual for public pension modernization programs, 
addressing them proactively will help improve implementation outcomes and reduce the 
likelihood of schedule delays, operational disruptions, or user adoption challenges. 

• Data - Data readiness represents the most significant implementation risk area. The pre-
engagement effort identified legacy data quality issues that remain unresolved, and full 
conversion testing of key data sources, including Compass retiree data and FileNet 
documents, could not be completed because of data-access constraints. Without a 
structured approach to data remediation, governance, ownership, and conversion 
validation, data-related issues could impact conversion timelines, testing effectiveness, 
and operational readiness. 

• Project Management - The overall implementation approach would benefit from 
greater clarity regarding organizational change management, stakeholder readiness, 
employer onboarding, and SCERS resource commitments. The success of the 
modernization effort will depend not only on technology delivery but also on effective 
preparation of SCERS staff, participating employers, and other stakeholders. In addition, 
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SCERS should validate that sufficient internal staffing capacity and governance 
mechanisms are in place to support the implementation effort. 

• Requirements Management - The Requirements Traceability Matrix provides an 
extensive requirements baseline; however, it does not consistently document how 
individual requirements will be fulfilled through standard functionality, configuration, 
customization, integration, or manual operational processes. Greater transparency 
regarding the intended delivery approach for key requirements will reduce 
implementation ambiguity, strengthen governance, and help avoid misunderstandings 
during design, testing, and change-control activities. 

• Quality Assurance - The proposed implementation approach currently lacks clearly 
defined quality gates, acceptance criteria, and testing accountability mechanisms for 
major implementation milestones. Additional focus is needed to establish measurable 
readiness criteria, strengthen interface and external-party testing approaches, and 
ensure shared accountability between SCERS and LRS for validating end-to-end 
business processes and critical pension administration functions before go-live. 

Recommended Next Steps 
To further strengthen implementation readiness, Gartner recommends that SCERS: 

• Confirm staffing, resource commitments, and executive governance structures 
necessary to support a multi-year transformation program. 

• Develop a formal data remediation and governance strategy, including ownership, 
staffing, and early validation of Compass and FileNet conversion activities. 

• Require greater transparency regarding how significant requirements will be delivered 
and documented throughout the implementation lifecycle. 

• Define objective quality gates, acceptance criteria, testing accountability, and 
implementation readiness measures for major project milestones. 

• Request additional details from LRS regarding organizational change management, 
employer readiness activities, testing responsibilities, and implementation governance. 

 

In summary, Gartner found that PensionGold is a viable solution capable of supporting SCERS's 
pension modernization objectives and did not identify any material concerns that would 
preclude SCERS from proceeding with LRS. SCERS enters this initiative with several important 
strengths, including engaged leadership, a willingness to embrace change, a phased 
implementation strategy, and an experienced implementation partner. By proactively 
addressing the identified risks in the areas of data, project management, requirements 
management, and quality assurance, SCERS can substantially improve implementation 
readiness and increase the likelihood of achieving its desired business and operational 
outcomes. 
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2.0 Key Strengths  
Gartner’s assessment identified several organizational and programmatic strengths that 
position SCERS favorably for a successful transformation. Most notably, SCERS has 
demonstrated a willingness to engage external expertise (Gartner and LRS) to inform key 
decisions, an openness to recommendations and change, and a pragmatic implementation 
strategy that emphasizes phased delivery to reduce organizational burden. Combined with 
LRS's relevant California county pension administration implementation experience, these 
factors establish a strong foundation for program execution and increase the likelihood of 
achieving intended business outcomes. 

SCERS's use of external advisors reflects a commitment to informed decision-making and risk 
mitigation. By seeking independent perspectives and specialized expertise, the organization 
has strengthened its ability to evaluate options, challenge assumptions, and align strategic 
decisions with long-term operational objectives. This approach not only improves governance 
and decision quality but also helps identify potential implementation risks earlier, allowing for 
more effective mitigation planning. 

The organization's demonstrated receptiveness to recommendations further enhances its 
ability to execute transformational change. During our assessment, SCERS stakeholders 
showed a willingness to consider alternative approaches and take action based on findings and 
insights. This culture of collaboration and continuous improvement is a critical success factor in 
large-scale technology implementations, as organizations that actively incorporate feedback 
are generally better positioned to address emerging challenges, sustain stakeholder alignment, 
and drive user adoption. 

SCERS's decision to sequence implementation activities by deploying the accounting system 
separately from the Pension Administration System reflects a disciplined and practical delivery 
approach. By reducing the number of major organizational changes occurring simultaneously, 
SCERS can better manage resource demands, limit implementation complexity, and allow 
teams to focus on achieving success within each phase. This phased strategy also supports 
incremental value realization, enabling the organization to capture benefits earlier while 
applying lessons learned to subsequent implementation efforts. 

Finally, LRS's experience supporting pension administration system implementations within 
California county environments provides an additional advantage. Familiarity with the 
operational, regulatory, and stakeholder considerations common to California county 
retirement systems can help accelerate decision-making, reduce execution risk, and leverage 
proven implementation practices. This experience can be particularly valuable in anticipating 
challenges and adapting approaches based on lessons learned from similar organizations. 

Collectively, these strengths provide SCERS with a solid foundation for successful program 
delivery. The combination of informed leadership, organizational receptiveness, a measured 
implementation strategy, and experienced implementation support should help reduce 
execution risk, improve stakeholder adoption, and increase the likelihood of realizing the 
intended operational and business benefits of the transformation initiative. 

 

 

 



Engagement Number: 660015303 — Version 2.0 
Final Independent Advisory Report  

Report for Sacramento County Employees' Retirement System 
08 October 2026 — Page 5 

 

© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. 
For RESTRICTED use of Sacramento County Employees' Retirement System only.  

3.0 Key Risks and Recommendations 
Public pension organizations face unique operational and regulatory challenges when 
modernizing their legacy systems. Legacy pension administration environments are often 
characterized by fragmented data sources, inconsistent business rules, and outdated 
application architectures. These issues require a structured transformation approach that 
includes a robust data strategy, meticulous requirements traceability, rigorous quality 
assurance processes, and disciplined project management. 

To assist us in identifying findings to highlight, we leveraged Gartner’s Business and Technical 
Insights (BTI) to examine how organizations that successfully completed modernization efforts 
addressed these areas. These insights helped validate our conclusions and provided additional 
insight into why the risks identified are important to SCERS’s success.  

Based on our evaluation, we found that focusing on the following four areas can help mitigate 
implementation risk, enhance accountability, and improve the chances of a successful pension 
administration system modernization: 

• Data - Successful organizations established a comprehensive data strategy early in the 
program, including governance, ownership, data profiling, remediation, conversion, 
reconciliation, and validation activities to ensure legacy pension data is accurate, 
complete, and fit for migration.  

• Project Management - Effective project management requires strong executive 
sponsorship, proactive risk and issue management, disciplined scope control, realistic 
scheduling, resource capacity planning, stakeholder engagement, and organizational 
change management to ensure the solution is successfully adopted and delivers the 
intended business value. 

• Requirements Management - Requirements should be clearly defined, prioritized, and 
maintained within an end-to-end traceability framework that links business objectives to 
system configuration, integrations, testing, and deployment outcomes, providing 
transparency and reducing the risk of unmet business needs.  

• Quality Assurance - A robust quality assurance approach should incorporate 
independent oversight, risk-based testing, defined quality gates, and continuous 
validation of deliverables to identify defects and implementation risks before they 
impact members or operations.  

 

Following are some of Gartner’s Business and Technology Insights (BTI) articles that were 
referenced to enhance our assessment: 

How to Plan for a Successful Government ERP Modernization 

15 Best Practices for Successful Data Migration 

Foundations for Enterprise Applications Modernization Success 
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3.1 Data 
Modernizing a public pension administration system is a complex, multifaceted endeavor that 
hinges on effective data conversion and migration. Public pension organizations must 
recognize that data migration extends far beyond a simple “lift-and-shift” exercise. It requires a 
strategic alignment between IT transformation and business outcomes, a rigorous focus on 
data quality, and a meticulously planned, phased approach that minimizes risk. 

In the complex environment of public pensions — with regulatory obligations, multi-source 
legacy data, and high stakeholder expectations — robust data management practices are 
essential to ensure continuity, maintain data integrity, and safeguard operational performance. 
Drawing on Gartner’s insights into data migration, ERP transformation, and public sector 
modernization trends, the following activities are critical to successful data migration: 

• Comprehensive Data Inventory, Mapping, and Business Requirements Alignment - 
establish a complete, business-aligned inventory and mapping of legacy data to ensure 
that all critical pension data elements are identified, classified, and aligned with future-
state business processes.  

• Rigorous Data Cleansing, Enrichment, and Quality Assurance - Execute a systematic 
data cleansing and enrichment strategy to enhance data quality, ensuring that legacy 
data meets the quality standards required for efficient operation and future analytics in 
the new COTS environment. 

• Phased Data Migration and Risk Mitigation with Pilot Testing - Implement a phased 
migration approach with initial pilot testing and integrated risk mitigation strategies to 
manage complexity and ensure seamless cutover of critical pension data. 

• Establish a Robust Data Governance Framework - Legacy pension administration 
systems often suffer from siloed data and inconsistent standards that hamper data-
driven decision-making. To address this, organizations should adopt a centralized data 
strategy and implement a comprehensive data quality management plan. 

Considering the data best practices outlined above, Gartner has identified the following key 
risks for SCERS to address: 

• Legacy Data Access: Although the LRS pre-engagement initiative included data 
conversion analysis, trial conversions could not be completed for Compass retiree data 
and Filenet imaging data because SCERS relies on Sacramento County Department of 
Technology (DTech) for access to the systems where this data resides. Consequently, 
SCERS has no validated conversion process for these sources and limited visibility into 
potential conversion issues. 

– Recommendation: SCERS should coordinate with Sacramento County DTech early 
in Phase 1, or sooner, to establish a formal agreement for direct, repeatable access 
to complete Compass and FileNet source data needed for pilot conversions. The 
LRS implementation plan should also include sufficient contingency to address 
potential delays that could result from access issues. 

• Legacy Data Quality Issues Remain Unaddressed: Although the LRS pre-engagement 
initiative included a trial conversion of MBASE data that identified numerous validation 
errors, no formal data-cleansing effort is currently staffed or underway. 
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– Recommendation: In compliance with the activities highlighted above, SCERS 
should develop a formal data remediation plan that includes adequate staffing, 
assigned data ownership, and governance processes to address legacy data quality 
issues before migration. 
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3.2 Project Management 
The modernization of a public pension administration is a complex undertaking that requires 
disciplined project management. The activities outlined below address core challenges that are 
unique to the public sector and the pension industry, such as regulatory compliance, legacy 
system integration, and diverse stakeholder requirements. By ensuring strong leadership from 
the outset, aligning technical capabilities with business needs, and instituting a resilient risk 
mitigation process, a public pension organization can significantly enhance the likelihood of a 
smooth and successful modernization effort. 

• Robust Governance and Stakeholder Engagement - Establish a robust, multi-tier 
governance structure that secures executive sponsorship and ensures cross-functional 
stakeholder alignment through clear roles, responsibilities, and upfront commitment. 

• Robust Resource Capacity Planning and Allocation - Developing an accurate, 
portfolio-level resource plan that details current and projected capacity is crucial. This 
activity sets the foundation for all subsequent management actions, ensuring that the 
organization is appropriately staffed and that resources are not overcommitted. 

• In-Depth Requirements Analysis and Data Integrity Assessment - Perform a 
comprehensive analysis of existing operational processes, data quality, and business 
requirements to secure a solid foundation for transitioning from legacy systems to an 
integrated COTS solution. 

• Comprehensive Change Management and Process Reengineering - Deploy a 
structured change management strategy that includes workforce training, business 
process reengineering, and continuous communication to effectively transition from 
legacy systems to the new COTS-based environment. 

• Proactive Risk Management and Post-Implementation Planning - Develop and 
continuously update a dynamic risk management framework that includes real-time 
performance tracking, contingency planning, and structured post-implementation 
support to address project complexities and operational challenges. 

Considering the project management best practices outlined above, Gartner has identified the 
following key risks for SCERS to address: 

• Lack of Organizational Change Management (OCM) Program Detail: The LRS 
Implementation plan does not include a formal OCM workstream, stakeholder readiness 
assessments, change impact analyses, adoption metrics, or resistance management 
activities. Additionally, it lacks details on communication planning, such as identification 
of stakeholder groups, communication frequency, messaging strategies, or governance 
structure. Roles and responsibilities are also not specified. Clarifying these elements is 
essential for effective and accurate planning. 

– Recommendation: SCERS should ask LRS to provide additional details about the 
Organizational Change Management (OCM) plan and communication strategy. This 
should include a clear definition of which activities LRS will manage and which 
responsibilities will fall to SCERS. 

• Lack of Employer Change Management Efforts: Successful implementation of 
EmployerDirect requires coordination across multiple independent employers whose 
systems, priorities, and timelines that are outside of SCERS's direct control. The LRS 
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Employer Reporting Analysis deliverable seems to treat employer readiness primarily as 
a SCERS responsibility, assigning employer outreach, communication, file updates, and 
onboarding activities to SCERS with limited vendor participation. This approach 
understates the complexity of organizational change and employer adoption required 
to support the new reporting model. 

– Recommendation: SCERS should consider establishing an Employer Onboarding 
and Readiness Workstream (or similar governance approach) to coordinate 
employer outreach, readiness activities, file updates, and implementation timelines 
across participating employers. 

• Undefined SCERS Resource Requirements: Apart from specifically recommending that 
SCERS allocate the equivalent of 3 full-time employees (FTEs) in subject matter expert 
(SME) roles for the duration of the project, the plan provides little detail about expected 
SCERS staffing commitments, estimated effort, or reliance on key personnel - beyond 
generally identifying required roles such as Product Owner, Business Analyst, and Data 
Owner. 

– Recommendation: SCERS should assess and document the staffing commitments 
required to support implementation activities and determine whether sufficient 
capacity exists to meet those demands. SCERS should also identify backup 
resources for key roles to help ensure continuity and adequate coverage throughout 
the project.  
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3.3 Requirements Management 
For public pension organizations embarking on a modernization journey, the success of the 
initiative hinges on robust requirements management and traceability processes, and the clarity 
of requirements is vital. Given that pension systems often have legacy functionalities deeply 
intertwined with regulatory mandates and internal business rules, detailed elicitation is 
necessary. 

Documenting how each business requirement will be delivered by the COTS solution is 
particularly important since pension systems often must replicate specialized legacy processes. 
Ambiguity can lead to potential risks such as misalignment between the vendor's solution and 
the organization's needs, unexpected costs due to necessary customizations or configurations, 
delays in project timelines, and challenges in meeting regulatory or compliance requirements. 
Without clarity on whether a requirement will be met through the base solution, configuration, 
customization, or business process changes, the organization may face difficulties in planning, 
budgeting, and ensuring that the final solution aligns with their strategic objectives. By focusing 
on the following critical activities, organizations can navigate the complexities of public sector 
modernization: 

• Comprehensive Requirements Blueprint and Stakeholder Engagement: Establishing a 
detailed requirements blueprint that captures business objectives, technical 
specifications, and regulatory mandates is essential for aligning the modernization 
strategy with organizational needs. 

• Establishing a Robust Requirements Traceability Framework: A meticulously 
maintained traceability matrix ensures that all requirements remain visible and validated 
throughout the project lifecycle, mitigating risks related to scope creep and misaligned 
functionalities. 

• Detailed Integration and Interface Requirements Analysis: Conducting a thorough 
evaluation of integration requirements between the proposed COTS solution and 
existing legacy systems is pivotal for a seamless transition and uninterrupted operational 
functionality. 

• Requirements Validation and Prioritization: Systematic validation and risk-based 
prioritization of requirements ensure that the modernization initiative focuses on 
delivering the highest business value while addressing critical risk areas upfront. 

• Ongoing Requirements Governance and Change Management: Establishing 
continuous governance, monitoring, and change management processes safeguards 
the alignment between evolving requirements and project objectives, ensuring that the 
modernization effort remains agile and controlled. 

Considering the requirements management best practices outlined above, Gartner has 
identified the following key risk for SCERS to address: 

• Limited Transparency into Requirement Delivery Method: Gartner acknowledges that 
the Pre-Engagement SOW directed LRS to focus requirements discussions on what the 
solution must achieve and to defer detailed implementation design decisions until later 
project phases. Consistent with that direction, the RTM does not describe how 
individual requirements will ultimately be implemented. However, the RTM also does 
not consistently identify the anticipated treatment for each requirement, such as 
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whether the requirement is expected to be satisfied through standard PensionGold 
functionality, configuration, customization, integration, or operational processes 
performed outside the application. Without a documented record of the anticipated 
treatment for significant requirements, differences in expectations may emerge during 
requirements confirmation, design, testing, support planning, or change-control 
discussions, potentially resulting in avoidable rework, schedule impacts, or disputes 
regarding project assumptions. 

– Recommendation: SCERS should request that LRS formally document, within the 
RTM or another controlled implementation artifact, the anticipated delivery method 
for requirements addressed by the proposal. This documentation should distinguish, 
at an appropriate level, whether a requirement is expected to be satisfied through 
standard PensionGold functionality, configuration, customization, integration, 
manual operational processes, or a combination thereof. SCERS should also seek 
written documentation of significant scope interpretations and assumptions that 
have been communicated during the procurement process but are not currently 
reflected in governing project artifacts. Establishing this transparency before 
implementation begins will strengthen governance, improve traceability, support 
operational readiness planning, and provide a common reference point for 
requirements confirmation, design activities, testing, and change-control 
discussions throughout the project lifecycle. 
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3.4 Quality Assurance 
Public pension organizations undertaking a modernization project must implement a robust 
quality assurance framework to achieve success. The critical activities discussed below are 
essential pillars that support the overall modernization effort and are designed to address key 
elements of risk management, stakeholder engagement, system integrity, and operational 
continuity. By methodically implementing these quality assurance activities, public pension 
organizations can reduce the risk of project failure, maintain compliance with regulatory 
standards, and ultimately deliver a resilient, high-performance pension administration system 
that stands the test of time: 

• Establish a Comprehensive Quality Management Framework - Define quality 
standards, review processes, quality gates, acceptance criteria, and governance 
responsibilities across all phases of the implementation lifecycle. 

• Implement Rigorous Testing and Requirements Traceability Validation - Enforce 
systematic testing - that includes functional, integration, conversion, performance, 
security, and user acceptance testing-to ensure all pension administration requirements 
are fully validated and implemented as intended and to guarantee the functional 
integrity, security, and performance of the COTS solution under real-world operational 
scenarios. 

• Ensure End-to-End Vendor and System Integrator Oversight - Maintain strict oversight 
of vendor deliverables and system integrator work through comprehensive 
documentation, service-level agreement (SLA) monitoring, and periodic performance 
reviews to mitigate risks of cost overruns and loss of configuration continuity. Well 
defined Stage gate and exit criteria. 

• Implement disciplined defect management processes - that prioritize issues based on 
business impact, track remediation through resolution, and provide leadership with 
transparent reporting on quality trends and deployment readiness. 

• Integrate Rigorous Data Quality and Migration Governance Protocols - Incorporate 
robust data cleansing, migration testing, and master data management practices within 
the QA framework to preserve data integrity, ensure seamless integration, and support 
ongoing operational accuracy and regulatory compliance. 

Considering the quality assurance best practices outlined above, Gartner has identified the 
following key risks for SCERS to address: 

• Missing Quality Assurance Milestones and Exit Criteria: The LRS proposal does not 
include defined quality gates, stage-gate reviews, or formal acceptance criteria for key 
implementation milestones, including User Acceptance Testing (UAT), Parallel 
Processing, and production readiness. While testing activities are identified, the criteria 
for determining successful completion and progression between phases are not clearly 
defined. Without objective quality gates and acceptance criteria, there is an increased 
risk of inconsistent decision-making, unresolved issues carrying forward between 
phases, and challenges in assessing implementation readiness. 

– Recommendation: SCERS should establish objective quality gates and acceptance 
criteria for software deliverables, UAT, Parallel Processing, and go-live readiness. 
These criteria should be incorporated into implementation planning and used to 
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support consistent project governance, issue resolution, and implementation 
decision-making throughout the project lifecycle. SCERS may also consider 
additional quality assurance resources or oversight mechanisms, as appropriate, to 
support adherence to these criteria. 

• Testing Accountability and UAT Acceptance Risk: The LRS implementation testing 
approach places primary responsibility on SCERS to develop and expand test cases 
needed to validate end-to-end business processes and acceptance criteria. While LRS 
proposes multiple testing phases, the proposal does not clearly establish shared 
accountability for ensuring test coverage is sufficient to validate business requirements, 
complex scenarios, and retiree payroll calculations. 

– Recommendation: Require a shared testing responsibility model that clearly defines 
LRS's role in developing, reviewing, and validating test scenarios, acceptance 
criteria, and end-to-end business process coverage. Establish joint sign-off on test 
plans and coverage to reduce the risk of disputes during UAT and ensure critical 
functionality is adequately validated prior to acceptance. 

• External Testing Challenges: Finally, the LRS implementation testing approach does 
not recognize the challenges organizations face when testing involves interacting with 
external entities like employers and other third parties such as banks, actuaries, print 
vendors.  This testing requires coordination with external parties, which adds complexity 
and may extend timelines. Upfront planning is necessary to prevent delays to the 
implementation schedule. As interfaces are often the highest-risk component of large 
system implementations, the absence of defined testing and acceptance processes is a 
gap that SCERS should address. This gap increases the risk of undetected defects, 
integration failures, payment processing issues, and significant operational disruption 
during go-live. 

– Recommendation: SCERS should request that LRS develop specific interface and 
employer reporting testing plans as part of implementation activities. These plans 
should define shared responsibilities as well as address the specific challenges 
related to testing with external parties (testing readiness criteria, coordination, etc.). 
This will help establish accountability and reduce the risk of schedule delays 
resulting from these challenges being addressed late in the implementation process. 

Conclusion 
While the proposed solution and implementation approach provide a strong foundation for 
SCERS's modernization initiative, the observations outlined in this section highlight areas where 
additional planning, governance, and clarity can further strengthen implementation readiness. 
The recommendations are intended to help SCERS proactively address common risks 
associated with large-scale pension system transformations, particularly in the areas of data 
management, project governance, requirements traceability, and quality assurance. By 
addressing these considerations before and during the early stages of implementation, SCERS 
can reduce uncertainty, improve accountability, support more informed decision-making, and 
increase the likelihood of a successful, sustainable modernization outcome. 
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Gartne r de live rs  ac t ionab le , ob je c t ive  insights  that  d rive s smarte r 
de c isions and  st ronge r pe rformance
• Founded  in 1979, Gartne r de live rs actionable, objective insights to  executives 

and  the ir teams in eve ry major function, industry, and  marke t sec tor around  the  
world

• More  than 20,000 associate s in approximate ly 85 g lobal offices
• Deep  g lobal business and  technology insight into  eve ry major business function 

in the  ente rp rise  with ~2,500 business and technology experts de live ring  
strateg ic  advice  in more  than 500,000+ client interactions each year

• ~1,000 consultants performing 2,0 0 0 + technology-driven strateg ic  consult ing  
and  contract  op timization engagements annually with CIO s and  o the r senior 
executives through our Consulting  business

• Thousands of new business and technology insights reports published  
annually, enab ling  faste r, smarte r decisions and  stronge r pe rformance  on an 
organization’s mission-crit ical p riorit ie s

Clie nts  We  Se rve

• More  than 13,000  c lient 
ente rp rise s in approximate ly 
90  countrie s and  te rritorie s

• Executives and their teams 
across all ente rp rise  functions 
in eve ry industry around  the  
world

• Deep  g lobal business and  
technology insight into  every 
major business function

AI Communications Customer Service 
& Support

Finance Human 
Resources

Legal, Risk & 
Compliance

Marketing Product 
Management

Research & 
Development

Sales Supply 
Chain

Technology
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Gartne r’ s  Approach to  Inde pe nde nt  Advisory Support  

LRS Pre -Engageme nt  
De live rab le  Revie ws

In-Pe rson SCERS 
Workshops

Evaluat ions & 
Gartne r Busine ss and  
Te chnology Insights

Final Re commendations

Pro je c t  Ove rvie w
Gartne r was engaged  to  p rovide  an independent assessment of 
SCERS's p roposed  implementation of LRS PensionGold . The  ob jective  
was to  he lp  SCERS make  an informed , risk-conscious decision by 
evaluating  the  so lution's implementation approach, data conve rsion 
strategy, integration requirements, gove rnance  mode l, and  ove rall 
implementation read iness.

• Validate  the  comple teness and  feasib ility of the  LRS PensionGold  
implementation approach.

• Assess alignment be tween the  p roposed  so lution, implementation 
strategy, and  SCERS proposal documents and  ope rational requirements.

• Identify assumptions, dependencie s, and  potential gaps that  could  
affec t  p ro jec t  success.

• Provide  ac tionab le  recommendations to  strengthen implementation 
read iness and  support  SCERS's decision-making  p rocess be fore  
executing  a final implementation agreement.

Pro je c t  Goals
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Gartne r’s  Ove rall Asse ssme nt

PensionGold  is a viable solution that aligns with SCERS's mode rnization 
ob jective s. Gartne r d id  no t identify any mate rial conce rns that would  
preclude  SCERS from proceed ing with LRS.

Identified risks are manageable but require  p roactive  leade rship  
attention.  SCERS posse sse s seve ral o rganizational strengths that support 
successful implementation and  will assist  them in this endeavor.
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Sequenced Delivery ApproachLeveraging of External Expertise

Obse rve d  st re ng ths posit ion the  p rogram for succe ss

Implementing  Accounting  system 
separate  from and  prio r to  the  PAS to  
decrease  re source  strain and  realize  
incremental bene fits

SCERS engaging with outside  
expe rtise  to  gain insights and  

improve  decision-making

LRS’s expe rience  implementing  
pension administration systems for 
o the r Califo rnia countie s enab le s 
them to  be tte r antic ipate  challenges 
and  reduce  risk

Receptive to Recommendations
SCERS has demonstrated  an 

openness to  conside ring  
recommendations and  taking action

Relevant Pension Experience

The se  st re ng ths p rovide  a so lid  foundat ion fo r succe ssful p rog ram de live ry
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Quality Assurance

Our evaluat ion highlighte d  four are as that  can influe nce  
imp le me ntat ion succe ss fo r SCERS

Data 

Effective  data gove rnance  
and  read iness p rovide  the  

foundation for accurate  
conve rsions, re liab le  

ope rations, and  long-te rm 
confidence  in the  new 

system.

Pro je c t  Manage me nt

Strong p ro ject  gove rnance , 
decision-making , and  

organizational read iness 
he lp  keep  implementation 

e fforts aligned , accountab le , 
and  posit ioned  for success. 

Re quire me nts

Well-de fined  and  traceab le  
requirements he lp  ensure  

the  so lution mee ts business 
needs while  reducing  

implementation risk and  
rework.

A d isc ip lined  quality 
assurance  approach 

validate s system read iness, 
mitigate s risk, and  supports 

a successful transit ion to  
p roduction.



7 RESTRICTED © 20 26 Gartne r, Inc . and / or its affiliate s. All rights re se rved .

Re comme nde d  next  s te ps

Focusing  on the se  ac t ions will he lp  SCERS furthe r s t re ng the n imp le me ntat ion re ad ine ss  and  improve  
mode rnizat ion outcome s.

Advance data readiness efforts by prio rit izing  data quality, conve rsion p lanning, and  gove rnance  
activit ie s early in the  implementation. 

Maintain disciplined requirements management  through traceab ility, stakeholde r validation, and  
contro lled  change  processe s.

Embed quality throughout the program  using  de fined  quality gate s, te sting  ove rsight, and  
proactive  issue  management.

Focus on organizational readiness  to  support adoption, ope rational transit ion, and  long-te rm 
so lution success.

Strengthen governance and executive oversight to  support t ime ly decisions, risk management, 
and  program accountab ility.
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Key take aways

 PensionGold  is a viab le  so lution that aligns with SCERS' mode rnization ob jec tive s.

 SCERS has e stab lished  a strong foundation for implementation succe ss.

 Gartne r's re commendations are  p rac tical ac tions intended  to  furthe r strengthen 
re ad ine ss and  reduce  implementation risk.
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Appe nd ix
Find ings and  Re comme ndat ion De tail
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Data 

Find ings & Re comme ndat ions - Data

Gartner Recommendations:
• Establish formal data governance and ownership structures  with c lear accountab ility for 

data quality and  migration outcomes.
• Secure access to all conversion source systems to  support  data p rofiling , conve rsion 

analysis, and  validation activit ie s.
• Develop and execute a data remediation and migration readiness plan that  inc ludes 

c leansing , reconciliation, conve rsion te sting , and  business validation activit ie s.

Gartner Findings:
• Data readiness remains a key implementation risk area, with gove rnance , ownership, 

remediation, and  validation activit ie s requiring  furthe r maturity. 
• SCERS does not have direct access to all conversion source systems, limiting  the  ab ility 

to  comple te  comprehensive  conve rsion analysis and  te sting .
• Legacy data quality issues were identified during pre -engagement activities , and  a 

comprehensive  remediation strategy has not ye t  been e stab lished . 
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Find ings & Re comme ndat ions – Pro je c t  Manage me nt

Gartner Recommendations:
• Assess and document the staffing commitments required to support implementation 

activities and  de te rmine  whe the r suffic ient capacity exists to  mee t those  demands.
• Develop a comprehensive stakeholder, employer, and organizational readiness 

strategy  encompassing  communications, training , engagement, and  adop tion p lanning .
• Strengthen governance and implementation readiness processes  through c lear 

accountab ility, decision-making , and  executive  ove rsight.

Gartner Findings:
• Implementation readiness activities require further maturation, inc lud ing  gove rnance , 

stakeholde r engagement, employe r read iness, and  organizational change  management 
p lanning .

• Organizational change management and employer readiness planning require 
additional definition and coordination  to  support  stakeholde r adop tion.

• Internal resource requirements should be further refined to  support  sustained  
commitment from SCERS business and  sub ject  matte r expe rts throughout the  
implementation lifecycle .Pro je c t  

Manage me nt
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Find ings & Re comme ndat ions – Re quire me nts

Re quire me nts
Gartner Recommendations:
• Document the anticipated delivery approach for significant requirements  to  improve  

transparency, gove rnance , and  implementation p lanning .
• Enhance requirements traceability by linking requirements to  design, te sting , 

ope rational read iness, and  change -manage me nt ac tivit ie s throughout the  p ro ject  lifecycle .
• Formalize and maintain key scope assumptions, interpretations, and implementation 

decisions  within contro lled  p ro ject  art ifac ts to  support  alignment and  reduce  de live ry risk.

Gartner Findings:
• Requirement delivery approaches are not consistently documented, limiting  

transparency into  how business requirements will be  addressed  by the  p roposed  so lution.
• Requirements traceability and governance processes require further maturity to  

support  alignment across design, te sting , and  change -contro l ac tivit ie s.
• Key scope assumptions and solution interpretations should be more formally 

documented to  reduce  implementation risk and  stakeholde r misalignment.
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Find ings & Re comme ndat ions – Quality Assurance

Quality 
Assurance

Gartner Recommendations:
• Establish objective quality gates and acceptance criteria for deliverables, User 

Accep tance  Testing  (UAT), paralle l p rocessing , and  go-live  read iness.
• Implement a shared testing responsibility model with jo int  ownership  of te st  scenarios, 

accep tance  crite ria, and  business p rocess validation.
• Develop formal interface and external -party testing plans that  de fine  re sponsib ilit ie s, 

read iness crite ria, coord ination ac tivit ie s, and  accep tance  p rocesses.

Gartner Findings:
• Quality assurance governance requires additional definition, inc lud ing  quality gate s, 

stage -gate  reviews, and  accep tance  crite ria for key implementation mile stones.
• Testing ownership and accountability should be further clarified to  ensure  suffic ient te st  

cove rage  of business requirements, end-to-end  p rocesses, and  crit ical pension 
calculations.

• Testing and acceptance planning for external parties and interfaces requires additional 
coordination to  mitigate  integration, ope rational, and  go-live  risks.
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