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Glitches with Federal Health Care Exchange Website Cause Concern

CauseEffect

Why?

NOTE:  Read the Cause Map from left to right with the 
phrase "Was Caused By" in place of each arrow.
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Investigate Problems. Prevent Problems.
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Analysis

Solutions

Problem

Cause Mapping is a Root Cause Analysis method that captures basic 
cause-and-effect relationships supported with evidence.

ProblemStep 1.

AnalysisStep 2.

SolutionsStep 3.
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What's the 
Problem?

Why did it 
happen?

What will be 
done?
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Problem Solving • Incident Investigation • Root Cause Analysis

Potential for 
healthcare 
costs to 
increase

Mission Goal 
Impacted

Delay in 
signing up for 

healthcare 
exchanges

Customer 
Service Goal 

Impacted

Increased 
work/time for 

manual 
applications

Labor/ Time 
Goal Impacted

Inadequate 
funding

Evidence: Congress 
did not authorize 
funding to build 
exchange

Disapproval of 
Affordable Care 

Act

Concern that 
law would be 

repealed

Law argued 
before 

Supreme Court 
in 2012

Possibility that 
elected

Republicans 
would repeal

Many states 
decided not to 

set up own 
exchanges

Assumed 
federal money 

would 
encourage

Increased 
burden on 
website

Assumed more 
states would 
set up own 
exchanges

Inadequate 
capacity on site

Site built to 
handle 50,000 
simultaneous 

users

Traffic higher 
than planned

System has to 
integrated with 

other data 
records

Evidence: Traffic 5x 
higher than 
expected

Unprecedented 
integration 
required

Evidence:  Including 
the Internal Revenue 
Service, Social 
Security and
Homeland Security

Verificationof 
user 

information

Government
contractors less 
able to react ?

Contracts skew 
towards larger,

entrenched 
organizations

Evidence: Per Chief 
Technology Advisor

Evidence: 36 states 
are relying on the 
federal marketplace

Evidence: User 
information 
determines which 
plans and credits are 
available

Evidence: 3 million 
users visited site 
between midnight and 
4 p.m. on opening day

Capacity based
on Medicare 
experience

Evidence: 
Medicare's all-time 
high of simultaneous 
users was 30,000

Temporary solution: 
Deferred users to 
online waiting room

Delay in setup
of website

Concern that 
fewer young, 

healthy will sign 
up

More young, 
healthy people 
needed to keep 

costs down 

AND

Glitches on site

AND/OR

AND

Inadequate 
testing on site

Manual 
applications 

take far more 
time to enter

Concern more 
people will 

apply by phone, 
mail

Healthier
people less 

likely to make 
effort

Backup solution: 
Extend sign-up 
period

Proposed solution: 
Fix glitches on site

Agency tasked with 
site (CMS) has little 

experience with 
website design

Lack of 

Lack of 
incorporation of 
lessons learned 
from other sites

Evidence: Including 
successful state-run 
exchanges

Temporary solution: 
Assign new position to 
oversee exchange

implemented solution: 
Allow anonymous 
browsing
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As an immediate, but temporary solution, an online waiting room was 
created in hopes that it would allow an increased number of users to 
be on the site at the same time.  Additionally, the ability to browse 
anonymously - without creating a profile - was incorporated, in hopes 
that this would decrease traffic to parts of the site that require personal 
information verification for those who are just looking at the site.

A team of experts has been tapped to fix the glitches with the site.  It's 
not clear who will ultimately be responsible for the fixes, though many 
have recommended the creation of a new position to oversee the 
entire exchange.  If issues with the site continue to cause delays, the 
sign-up period may be extended as a back-up solution.

What Problem(s) Glitches on Affordable Care Act website

When Date October 1, 2013

Time 12:01 AM

Different, unusual, unique Traffic to site 5x higher than expected

Where Facility, site Website

Unit, area, equipment healthcare.gov

Task being performed Individuals signing up for health care exchanges

Impact to the Goals
Customer Service Delay in signing up for healthcare exchanges

Mission Potential for healthcare costs to increase

Labor, Time Increased work/time for manual applications

Frequency First time a website like this has launched


