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Executive Summary

The first guiding principle for the Department of Veterans Affairs Financial and Logistics Integrated Technology Enterprise (VA FLITE) Program states, “People, Process, and Tools, in that order, remain the three primary areas of focus.” Although the relationship of all three must constantly be kept in mind, it is particularly important to prepare the workforce for changes that need to occur. The integration of financial management and asset management systems will drive significant changes in the day-to-day job functions of personnel working in these areas.

The Organizational Change Management (OCM) strategy for the VA FLITE Program details the systematic approach to transitioning VA personnel and managing the changes required for FLITE’s successful implementation. It is intended to guide the work of the FLITE Program leadership and FLITE OCM Team, as well as other leaders throughout VA who are responsible for managing this complex organizational initiative.

The OCM strategy addresses five key focus areas, which provide an overall framework for change. These focus areas include:
1. Leadership

2. Communications and Stakeholder Engagement (C&SE)

3. Education and Training

4. Enterprise Organizational Alignment

5. Site-level Workforce Transition
The strategy also outlines roles, responsibilities, and relationships for OCM initiatives.

Critical Success Factors

This OCM strategy incorporates lessons learned from previous VA Information Technology (IT) modernization initiatives and addresses the unique challenges of transitioning the VA workforce to FLITE processes and tools. Based on these lessons, the following critical success factors for the FLITE Program have been identified:

· Build an atmosphere of openness and honesty between the FLITE Program Director’s Office (PDO) and VA stakeholders through effective governance and engagement.

· Involve leaders at all levels and assign accountability for results.

· Engage the most knowledgeable and respected VA financial and logistics subject matter experts (SME) to configure the solution and oversee the introduction of the solution in the field.

· Analyze, understand, and document the differences between the “As-Is” and “To-Be” environments to form a basis for a clear and comprehensive Workforce Transition Plan and training.

· Measure learning results to ensure that users are trained and prepared for FLITE processes and tools prior to deployment.

· Develop and execute a comprehensive Communications program to build understanding and commitment to FLITE, as well as to facilitate two-way exchanges throughout the transition.

· Address organizational and cultural challenges by understanding and making necessary adjustments to organizational structures, roles, and responsibilities.

· Standardize financial and logistics business processes up-front and implement critical changes prior to deploying FLITE tools.

· Review, align, and standardize financial and logistics policies, procedures, and regulations.

· Plan a pilot, beta, and deployment approach to demonstrate early success, build confidence, and refine transition strategies.

These critical success factors will be monitored and tracked, as appropriate, through periodic stakeholder surveys. They also will be included as detailed requirements for implementation contractors.

Leadership

Critical to FLITE’s success is strong leadership from all VA levels. These leaders must provide strategic direction, key decision-making, and commitment to the FLITE Program’s mission. These leaders will play a vital role throughout the program life cycle by promoting, supporting, and influencing the FLITE initiative; ensuring that resources are available; and resolving critical implementation issues.

To prepare and enable key leaders, FLITE leadership will identify and engage leaders to build commitment for the FLITE Program, in particular, key individuals who serve on critical VA financial and asset management boards, councils, and other committees. The FLITE OCM Team must prepare and enable leaders at all VA levels by developing leadership action plans that clarify expectations and detail specific tasks leaders must undertake to ensure FLITE’s success. The team will work with leadership at affected VA sites and geographic regions to ensure that these plans are tailored to local conditions and implemented effectively.

Communications and Stakeholder Engagement

The FLITE C&SE strategy provides an overall framework for managing and coordinating activities that will introduce stakeholders to the FLITE Program and build their commitment to the program’s objectives. Key elements of the strategy include stakeholder analysis, message development, communications delivery, and channels for evaluation and feedback to ensure continuous C&SE improvement.
Education and Training

The education and training of all stakeholders, from VA leaders and managers to end users at affected VA sites, are a significant focus of the organizational change strategy. This section describes critical success factors that must be met—the “who, what, how, and when” of FLITE education and training—and the methods that will be used to evaluate the FLITE education and training program. A companion document, FLITE Training Strategy, describes in detail the elements required for FLITE education and training to be effective.

Enterprise Organizational Alignment

In aligning the VA organization, the key question that must be answered is “How can we establish capabilities for continuous improvement in the organization to get full benefits of the new FLITE systems and processes?” The term “organizational alignment” covers a broad range of activities to be conducted prior, during, and post deployment, including the following:

· Align VA’s financial and asset management organizational structure to achieve efficiencies and implement the new approach to asset management and financial management.

· Address impacts on the roles and responsibilities of FLITE users and performing units.

· Develop new skill sets and behaviors required to support new processes; leverage new technology at the individual and group levels.

· Identify and revise relevant VA policies.

While alignment activities will begin before a site is deployed, after implementation is complete, and once all affected units and individuals have experience with the new FLITE systems and processes, other opportunities will emerge to redesign the organization to get full benefits from the new systems and processes. Such opportunities will be determined on a site-by-site basis and decisions to proceed will be made locally. Therefore, a critical success factor is to establish capabilities for continuous improvement and the long-term organizational alignment of VA’s financial and asset management functional areas.

Site-Level Workforce Transition

Because each deployment site has its own unique processes, issues, constraints, and resources, success of the OCM effort at each site will depend on the degree of local commitment. Therefore, the leadership at the Veterans Health Administration (VHA), National Cemetery Administration (NCA), and Veterans Benefits Administration (VBA) locations, who will be deploying the new systems, will be responsible and accountable for assisting the VA FLITE Deployment Team in developing a Transition Plan tailored to meet its site’s specific needs. Site-level leadership will be supported by program-level OCM specialists, who will provide guidance, templates, tool kits, and other materials, as appropriate.

Performance Measurement: Evaluation and Feedback

Performance measures, both qualitative and quantitative, will be used for the following:

· Measure stakeholders’ level of awareness, understanding, and acceptance of the FLITE Program.
· Allow early detection of needed changes to the OCM approach.
· Identify additional resources required to achieve the program’s goals.
· Report results and outcomes to inform decision-makers and improve performance.
· Identify issues that inform the FLITE PO when help is needed at the affected sites.
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1. Introduction

1.1 Background

In the late 1990s, the Department of Veterans Affairs (VA) began an effort to develop an integrated financial and asset management system to support approximately 1,000 financial and asset management locations across VA. The intent of this effort was to address the department’s long-standing requirement to eliminate a significant material weakness—the lack of an integrated financial management system—identified by the VA Office of Inspector General (OIG) in its audit of VA’s fiscal year (FY) 1991 financial statements. However, as the project evolved, numerous problems were encountered, resulting in its termination in July 2004.

The Financial and Logistics Integrated Technology Enterprise (FLITE) Program was proposed to the Deputy Secretary as the follow-on initiative to that project in September 2005. FLITE will address the VA’s critical need for a modernized and integrated financial and asset management capability. Such a capability supports the VA strategic goal to deliver world-class service to veterans and their families through effective communication and management of personnel, technology, business processes, and financial resources.
 This capability also supports the President’s Management Agenda (PMA), eliminates a material weakness, and supports the “OneVA” initiative.

1.2 Mission
The mission of the FLITE Program is to standardize functional processes and modernize the information technology (IT) environment that supports financial and asset management within VA. The program has two primary components: (1) a logistics and asset management component referred to as the Strategic Asset Management (SAM) project and (2) a financial component referred to as the Integrated Financial Accounting System (IFAS) project.
1.3 FLITE Program Guiding Principles
The approach used by the FLITE Program builds on the lessons learned from previous implementations and is summarized in a set of key guiding principles.
 These guiding principles, approved by VA leadership, are a set of key policy statements intended to provide focus, establish standards, prescribe essential characteristics to be achieved, and describe the overarching framework within which the FLITE Program will be managed. The FLITE Program principles are as follows:

· People, Processes, and Tools, in that order, remain the three primary areas of focus.

· Leadership Involvement at all levels is paramount.

· Standardization and Simplification of processes and data will be critical up-front work.

· Effectiveness and Efficiency in the areas of finance and logistics must be substantially improved as a result of the FLITE Program.

· Accuracy and Relevancy of generated data and reports must be achieved.

· Affordability and Compatibility remain prerequisites for IT solutions and systems implemented.

· Inclusion of the workforce and Interoperability of IT systems will be required.

· Security of data and Reliability of the IT systems implemented will be assured.

· Ubiquity, or essential connectivity everywhere it is needed, and the ability for simultaneous use on a large scale will be an inherent aspect of system implementation.

· Ease of Use will be a major consideration in system selection.

· Mindfulness of the Past will assist in avoiding previous pitfalls.

1.4 Objectives
The long-standing objectives of the FLITE Program are as follows:

· Effectively integrate and standardize financial and asset management systems and processes across all VA Offices.

· Provide management with access to timely and accurate financial, budget, asset, inventory, and related information on VA-wide operations, as well as on specific programs and projects.

· Establish an advanced technology environment, which provides the greatest capability and an extended life cycle.

1.5 Purpose and Audience

The purpose of this document is to establish and articulate a common Organizational Change Management (OCM) approach for the FLITE Program and guide the work of the FLITE OCM Team. It is also intended to help ease the burden of change for Project and Transition Teams, as well as leaders at VA networks, regions, and other sites who are implementing improvements through FLITE. The document describes VA’s structured OCM approach and addresses the following:
· Describes OCM’s importance and outlines a framework for organizational change on which this strategy is based.

· Outlines challenges for managing FLITE changes and identifies and applies guiding principles that are specific to FLITE change initiatives.

· Describes a high-level approach to accomplish OCM activities in the following workstreams: Leadership, Communications and Stakeholder Engagement (C&SE), Education and Training, Enterprise Organizational Alignment, and Site-level Workforce Transition.

· Outlines a strategy for transitioning the workforce at affected sites or geographic regions to the new FLITE “way of doing business.”

· Describes how performance and progress will be measured.

· Clarifies the roles and personnel involved in the FLITE implementation from an OCM perspective.

· Provides a common OCM vocabulary for use throughout the FLITE Program.

The intended audience for this document is FLITE Program leadership, the FLITE OCM Team, SAM and IFAS Project Leadership Teams, and other VA leaders throughout the department and in the field who are responsible for managing VA’s transition to FLITE.

This is a living document that will be updated periodically, as required, to support program objectives.

1.6 Scope

This document is a comprehensive strategy to help VA leadership manage personnel and organizational changes required for FLITE to be a long-term success across the entire program’s development life cycle—before, during, and after the deployment of new business processes and tools. The document is intended to guide the FLITE Program’s OCM work of both the SAM and IFAS component projects.

This document is an overarching strategy that will be supplemented by a series of more detailed plans, including FLITE Training Strategy, FLITE Communications Plan, Site-Specific Workforce Transition Plans, and other plans identified throughout the strategy.

1.7 Assumptions

The following assumptions were made in the development of this OCM strategy:

· Dedicated OCM resources will be available to support and execute this strategy at program, project, and site levels. Deployment Team composition may include representation from a site communications specialist, a training coordinator (two for large, complex sites) and a Human Resource (HR) specialist.

· Sites will face a phased deployment of two FLITE components across a number of functional areas. This deployment strategy could be accomplished in several ways. It will be detailed in the FLITE Transition Strategy, which will outline the approach, identify key activities, and provide the timeline for deployment of the FLITE solution. This strategy is intended to be independent, but work in continuity with the deployment strategy selected for SAM and IFAS. It will be refined in later versions, once deployment strategies are finalized.

2. FLITE Organizational Change Management Approach

2.1 Why Organizational Change Management?

As government agencies, such as VA, expand and improve their services to veterans, they undergo a fundamental transformation of strategy, operations, and technology. If managed effectively, enterprise-wide modernization projects, such as FLITE, can greatly increase the quality of government services and reduce taxpayer costs. The cost of failure is correspondingly high: scarce funds are wasted, service levels are reduced, and veterans and Congress may lose confidence in the VA’s ability to manage its resources.

Implementation of a large-scale project affects the entire organization. In a technology project, an organization often focuses solely on acquiring and installing the right hardware and software. However, the personnel who are going to use the new technologies—and the processes that will guide their use—are even more important. As critical as the new technologies may be, they are only tools for personnel to use in carrying out the agency’s work.
The OCM discipline is intended to help move an organization’s people, processes, and technology from the current state to a desired future state, as illustrated in Figure 2-1. To ensure effective, long-term, and sustainable results, there must be a transition during which the required changes are introduced, tested, understood, and accepted. People have to let go of existing behaviors and attitudes and move to new behaviors and attitudes that achieve and sustain the desired business outcomes,
 which is why OCM is a critical component of any modernization program. It provides a systematic approach that supports both the organization and the individuals within it as they plan, accept, implement, and transition from the present state to the future state.
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Figure 2-1. Organizational and Personal Change Process

The lack of effective OCM in a modernization project leads to a higher percentage of failure. According to a 2005 Gartner survey 
 of failed IT projects, failure in 31 percent of the cases was solely caused by an OCM deficiency. This statistic demonstrates the importance of integrating OCM principles into every aspect of the FLITE Program.

2.2 Framework for Change

In any enterprise modernization effort, there are a number of variables, both external and internal, which exist simultaneously and affect the acceptance of change within an organization. These variables range from Congressional mandates to the organization’s culture and leadership to the attitude and behavior of the front-line employee. There are a number of excellent OCM models, including the one chosen for the FLITE Program (i.e., the Burke-Litwin Model of Organizational Performance and Change), which is detailed in Appendix A. Burke-Litwin, provides a framework to assess the scope and complexity of these variables within FLITE and within the wider institutional context in which it is being developed. The Burke-Litwin model will help the OCM Team effectively analyze, interpret, communicate, and manage change within the FLITE Program.

The OCM Team will use the Burke-Litwin Model to identify and analyze critical transformational and transactional factors. In most government modernization efforts, the external environment (e.g., a Congressional mandate) is the most powerful driver for organizational change. This often leads to transformational changes in an agency’s mission, strategy, and leadership, as well as requires significantly new behavior from personnel working within the agency. These transformational changes lead, in turn, to changes in the transactional factors within the agency (i.e., structure, systems, management practices, and individual performance) that concern the agency’s daily operations. For the FLITE Program to be effective and sustainable, changes in transformational and transactional factors need to be integrated and consistent throughout the program’s life cycle. The Burke-Litwin model will be a useful tool in identifying, integrating, and sustaining these changes.

2.3 Challenges Managing VA Change

2.3.1 Lessons Learned from Previous Implementations
To develop an OCM strategy for the FLITE Program, it is critical first to understand lessons learned from previous VA experiences, to enable careful planning for known pitfalls, and to prevent repeating the same mistakes. The following “Top 10 List” summarizes what went wrong with the OCM effort during previous implementations. These lessons are derived and supported by stakeholder interviews, as well as other documented sources, such as reports by the Carnegie Mellon Software Engineering Institute (SEI)
 and the VA Inspector General.
 The “Top 10 List” includes the following lessons learned:
1. In general, reports noted that there was not an open, trusting, collaborative relationship between Administrations and the project PO. A complex program, such as FLITE, cannot build leadership commitment using a dictatorial approach and an ineffective governance structure. It must recognize that historically much power, authority, and decision-making in VA are vested locally.

2. Functional and local leadership at the pilot site were not held accountable for results.

3. The previous implementation engaged extensively with field users (e.g., through functional configuration groups); however, a flawed approach left the program with a lack of authentic buy-in from stakeholders.

4. Previous implementation communications fell short. There was no compelling purpose for the project communicated. Change issues and implications were not made clear. The program was too reliant on electronic media (i.e., website). There was too little two-way communication. Finally, managers/supervisors were not held accountable for ensuring that critical messages were heard and understood by the intended recipients.

5. VA PO was not staffed with a sufficient number of dedicated VA employees who had the right skills/knowledge and IT expertise, nor were at the right seniority level to manage a major enterprise IT modernization effort.

6. The training program was under-funded with too little investment in comprehensive, cross-reference manuals and other material. It relied on a flawed training design (e.g., too reliant on passive e-learning courses) and there was no accountability or measurement of learning.

7. VA provided weak oversight over the integrator, who did not adequately understand the VA business or culture.
 VA did not have personnel with the skills and expertise to provide effective oversight. There were too few VA employees (1 to 8 ratio between VA and the integrator) and Independent Verification and Validation (IV&V) groups reported through the integrator to the previous implementation’s Project Manager, which resulted in overly filtered messages.

8. Regarding business process changes, the SEI report states “To leverage the advantages of COTS software, the user must modify the existing business processes wherever possible to meet the business approach supported by the software… [While] in the case of [the previous implementation], a massive redesign of the VA’s business processes was a major objective of the program”—the project’s software tool suite drove process changes rather than supported them.

9. The basis for a comprehensive Transition Plan was not developed, thus required changes could therefore not be effectively communicated. Because the “As-Is” and “To-Be” environments were never fully documented, nor gaps understood, change agents were not able to communicate, “what is new, what is the same, what is different, and what is gone.”

10. As stated in the SEI report, the “piloting, rollout, and deployment approach was misguided and flies in the face of the most fundamental, best-researched transition knowledge in industry.”

2.3.2 Additional Challenges
In addition to those challenges highlighted by the previous implementation’s lessons learned, VA is faced with other challenges to successfully develop and deploy FLITE.  Many financial and logistics policies, procedures, and regulations are non-standard, out-of-date, and not well documented.  Currently, 156 instances of the Integrated Funds Distribution, Control Point Activity, Accounting and Procurement Package (IFCAP) – a key legacy system – exist.  Budget constraints are likely to restrain the development and execution of a comprehensive transition program. Many VA employees have a limited understanding of broader financial and logistics processes and concepts, and will need significant education and training beyond tools training. Moreover, consideration must be given to sites with the potential for high turnover due to the number of employees eligible for retirement. Some changes that will be prompted by FLITE are counter to VA culture of decentralization, local autonomy, and diversity of processes. In addition, VA is under pressure from Congress and the Office of Management and Budget (OMB) for rapid results.

2.4 Guiding Principles for Managing VA Change

Four of the FLITE Program Guiding Principles
 outlined in Section 1 are particularly relevant to the development and management of the FLITE OCM program. These principles include:

6. Leadership involvement at all levels is paramount and necessary.

7. Standardization and simplification of processes and data are critical up-front work.

8. Inclusion of workforce perspectives in requirements development must be considered.

9. Ease of use is one factor used in evaluating the system solution.

The following principles were also identified by the OCM Team. These principles will be applied in guiding FLITE change initiatives:
· An atmosphere of openness and honesty will be created.

· Dialogue between and among customers and stakeholders will be facilitated.

· Clear roles and specific objectives will be established and the results will be measured to ensure accountability.

· Enabling structures that facilitate and spotlight change will be developed (e.g., training courses, updated roles and responsibilities, and a new reward systems).

Finally, crucial to planning an OCM strategy specific to the VA was the Stakeholder Analysis and Communications Need Assessment conducted during the second quarter calendar year (CY) 2007, which is discussed in Section 5.3.1.

2.5 OCM Framework

The FLITE OCM strategy relies on the five key workstreams illustrated in Figure 2-2 to provide an overall framework for change: Leadership, C&SE, Education and Training, Enterprise Organizational Alignment, and Site-level Workforce Transition. The fifth workstream, Site-level Workforce Transition, integrates the first four elements and applies them at the level of the affected site or geographic region to prepare and manage users in the field through the implementation effort.
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Figure 2-2. FLITE Organizational Change Management Framework
The workstreams incorporate key elements of the Burke-Litwin model, enhancing the effectiveness of change efforts, mitigating risks, and increasing the probability that FLITE will successfully meet its objectives.

These key workstreams are contained in this OCM effort along with their high-level descriptions and a table of associated work products by phase. Although the workstreams are depicted separately, they are actually interdependent and many work products feed into the products of other workstreams.

2.5.1 Leadership
Mobilizing leaders is critical to a successful change effort. Leaders play a vital role throughout the life cycle by providing direction; promoting, supporting, and influencing acceptance of the initiative; ensuring available resources; making decisions; and resolving critical implementation issues as they arise. Leaders in each workstream are aware of outcomes in each other workstream; they will coordinate decisions, accordingly, to best support the overall effort.

2.5.2 Communications and Stakeholder Engagement
This workstream includes identifying key stakeholders, analyzing the impact of change efforts on each group of stakeholders, and determining how best to communicate with stakeholders and gain their support. The most effective communications allow for two-way dialogue, so issues and concerns can be understood and addressed appropriately. Stakeholder information will be critical to the Training Team and Security, who must determine which groups need to be trained and provisioned.

2.5.3 Education and Training
The educational process for all stakeholders will begin early in the process, preparing them for the FLITE Program by ensuring that they understand the reasons for, and benefits of, the FLITE Program, as well as key changes and impacts. Training will be delivered prior to “go-live” implementation and will be targeted to those who will use SAM and IFAS. End users must understand not only why systems and processes are changing, but also what the specific changes are, how they will affect users’ day-to-day operations, and how to perform their jobs in the new environment.

2.5.4 Enterprise Organizational Alignment
The enterprise organizational alignment effort will determine how stakeholder groups specifically will be impacted. Some roles may change, while new roles may be created for current employees. Understanding the gap between present and future roles and responsibilities is critical in preparing employees for role changes. The alignment effort will promote a clearer view of organizational functions and the development of more targeted communications, education, and training.

2.5.5 Site-Level Workforce Transition

All results from the first four workstreams will be incorporated in the workforce transition at the site level. The success of the OCM effort at each Veterans Health Administration (VHA), National Cemetery Administration (NCA), and Veterans Benefits Administration (VBA) location to be deployed will depend on the degree of involvement by its local Site Transition Team, since each site will have its own processes, issues, constraints, and number of employees affected. Therefore, the leadership at each site will be responsible for assisting the FLITE OCM Team in developing a Transition Plan tailored to meet its site’s specific needs. Site-level leadership will be supported by the OCM Team, which will provide guidance, templates, manager tool kits, and other materials, as appropriate.

The work products associated with each of the five OCM workstreams are listed in Table 2-1. The activities and tasks to support the development of these formal and informal work products will be incorporated into the FLITE Program Plan and Master Schedule.

Table 2-1. Organizational Change Management Work Products across Program Life Cycle
	OCM Workstream
	Planned OCM Work Products 

	
	Phases 0–1
	Phases 2–3
	Phases 4–5

	Leadership
	· Stakeholder Analysis

· Leadership Mobilization “Kick-Off” Event

· OCM-Related Working Group Charters
	· Leadership Action Plans

· Leadership Development Workshops

· Stakeholder Pulse Checks
	· Stakeholder Pulse Checks

	C&SE
	· Stakeholder Analysis and Communication Needs Assessment

· FLITE Communications Plan

· Communication Products 
	· C&SE Audits and Assessments

· Communication Products 
	· C&SE Audits and Assessments

· Communication Products

· Lessons Learned Events and Reports

	Education and Training
	· Training Needs Analysis

· Education and Training Requirements
	· FLITE Education and Training Strategy

· Training Curricula, Materials, Templates, and Learning Aids

· SAM and IFAS Training Plans
	· Training Compliance Report

· Post-Training Assessments

	Enterprise Organizational Alignment 
	· Change Measures/Metrics
	· Business Impact Assessment

· Role Requirements and Position Mapping
	

	Site-Level Workforce Transition
	
	· Workforce Transition Plan Templates and Tools

· Readiness Assessment
· OCM Training for Managers and Site Transition Teams
	· Post “Go-Live” Assessments


These workstreams, with their related work products, create a comprehensive OCM approach that will increase the probability of the FLITE Program’s successful implementation.

3. Organizational Change Management Roles and Responsibilities

Section 3 describes the relationships, roles, and responsibilities of the different groups involved in managing change for the FLITE Program at the program level, project levels, and at the affected sites and geographic regions. This document supplements and aligns with the FLITE Program Governance Plan and Charter.

3.1 Program-Level OCM Roles

The FLITE Program Governance Plan and Charter, dated August 2007, outlines the governance framework for the FLITE Program (see Figure 3-1).
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Figure 3-1. FLITE Governance Framework
The FLITE Executive Steering Committee (ESC), Program Director, and project groups (IFAS/SAM) will have the primary responsibility at the program level for OCM activities. The Contracted Services are support services provided to the program through VA.  Specific duties for each entity are described below:
3.1.1 Executive Steering Committee
The VA ESC provides sponsorship and advocacy for the FLITE Program across the department. Members of the ESC serve as initiating change sponsors for the program. They broadly define desired changes, establish business objectives, and articulate the mission and scope of FLITE projects across functions, sites, or geographic regions. The ESC Chair, Assistant Secretary of Management, serves as the executive-level sponsor for the FLITE OCM process. The OCM responsibilities of the ESC include:

· Actively support and advocate department change and corporate change process.

· Deal with resistance at executive levels.

· Build program commitment and support.

3.1.2 Program Director’s Office
The FLITE Program Director’s Office serves as, among other things, the central OCM Office and key “change agent” for the program. Among other tasks, the Director’s Office establishes the OCM strategy and sets policy for the commitment-building process. The PO elevates OCM issues to members of the FLITE Oversight Board and ESC or other executives, as appropriate, and provides recommendations regarding planned, opportunistic, and emergent change matters to the FLITE ESC and other key governance bodies. With respect to OCM, the FLITE Program Director’s Office has the following responsibilities:

· Act as the “change champion” for FLITE implementation.

· Rally support and secure commitment for FLITE from senior management.

· Help identify and secure needed OCM resources.

· Help define and launch the FLITE implementation and deployment strategy.

· Advocate FLITE within the department.

· Track and communicate progress toward program objectives.

· Help resolve conflicts and solve problems with respect to FLITE throughout the department.

· Carry out ongoing commitment-building activities with department business owners, functional leaders, and other stakeholders.

3.1.3 Project Groups
FLITE project groups (one each for SAM and IFAS) serve as the sustaining sponsors of change within and across functions. The groups approve functional configuration decisions and review and approve the scope of processes. The SAM and IFAS project groups, made up of senior subject matter experts (SME) designated from each Administration and the Veterans Affairs Central Office (VACO), have the following responsibilities:

· Establish priorities within functions and actively resolve conflicting functional issues.

· Build commitment and support for the project with site executives, functional managers, and other stakeholders throughout the department.

· Lead process design and pilot implementation efforts and then support deployment to implementing sites. Involve site representatives and FLITE superusers in key activities, such as process design.

· Lead the implementation, testing, and refinement of OCM tools and techniques in preparation for implementation at other sites (e.g., key messages, communication templates, communications tool kits, role maps, stakeholder management tools, suggested process metrics, and suggested meeting or workshop agendas).
· Guide and review the development of training materials (e.g., training templates, curricula, and learning aids) for their respective functional areas.

· Share information and provide feedback to the FLITE OCM Team about piloted change initiatives (e.g., progress, issues and challenges, lessons learned, and implementation experiences). Provide recommendations regarding emergent change issues, job roles, training, and changing organization structures.

· Communicate pilot progress and change implications to sites preparing to implement FLITE components.

· Provide ongoing training and communications support for all post-pilot module refinements (e.g., process adjustments/enhancements, technology patches, or upgrades).

· Ensure that management and workforce located at sites are effectively using new processes and systems, achieve the primary objectives of the respective projects, and contribute to progress toward site business vision.

Outside the FLITE governance structure are several other teams and positions that support specific OCM functions within the FLITE Program.

3.1.4 OCM Team
The OCM Team is part of the FLITE Program Director’s Office. Members of this team operate in a corporate consulting role, providing standard frameworks, a common language, and tools for OCM throughout the Department. They develop the OCM strategy and change readiness and other assessments, performance measures, and OCM tools working at both the enterprise and site level. Implementers and contractor support may have responsibility for some functional areas; however, VA retains authority for all OCM decisions. Additional responsibilities of the FLITE OCM Team include the following:

· Serve as the day-to-day manager and coordinator of FLITE change activities.
· Assist sites in change activities by furnishing OCM methods, frameworks, and best practices, as well as by sharing lessons learned within the FLITE Program.
· Facilitate communication and coordination between, and among, SAM and IFAS projects, sites, and functions, as well as with key FLITE stakeholders throughout the department.
· Deploy and monitor department and site change strategies and associated tools and templates.
· Identify change issues and facilitate their resolution through the FLITE Program Director.
· Coordinate the training strategy with appropriate VA authorities.
· Communicate program-wide information.
· Partner with SAM and IFAS Project Teams, working groups (WG), and implementation services contractors on OCM and training implementation, as needed.
· Establish, measure, and communicate FLITE OCM metrics.
· Coach, consult, and support Site Transition Teams.
· Recognize effective performance and celebrate successful change at the program level.

· Advise FLITE leadership on OCM issues.
3.1.5 Working Groups or Councils
Several working groups or councils may be established at the program level to provide cross-functional and cross-Administration communication and collaboration in support of OCM objectives. If established, Administrations and staff offices will be contacted for nominees to participate in the respective working groups.
· FLITE C&SE Working Group. The purpose of the C&SE Working Group is to provide a forum for ongoing stakeholder involvement in planning and executing C&SE activities. Proposed responsibilities are detailed in the FLITE Communications Plan and summarized below:

· Assess stakeholder communication needs and develop C&SE strategies to support FLITE implementation and acceptance.

· Advise on C&SE activities to reach and inform stakeholder groups.

· Coordinate FLITE C&SE activities with VA organizations to leverage expertise and resources in support of the FLITE Program Director and OCM Team.

· Evaluate C&SE activities and incorporate feedback and lessons learned into planning.

· FLITE Training Council. The FLITE Training Council advises the FLITE Program Director on critical topics and issues related to FLITE education and training. The Council members provide input and objective advice in planning the FLITE training program and overseeing its implementation. The Council will be composed of financial and logistics functional and technical experts and FLITE training coordinators and advisors who have a thorough knowledge of FLITE education and training requirements, FLITE education and training strategy, and SAM and IFAS Training Plans, as well as experience in the implementation of enterprise-wide training initiatives. This Council will also be responsible for coordinating training and education activities between SAM and IFAS.

· FLITE Policy Working Group. The Policy Working Group, which includes the FLITE Program Director and FLITE Project Managers, work with the VA Office of Financial Policy, Administration Finance leadership, and appropriate Administration Logistics and Asset Management Policy Offices to ensure alignment of VA’s financial, logistics, and asset management policies to FLITE business processes and tools. The group will ensure that these policies are documented to enable clear communications and training to the VA workforce during FLITE deployment.

3.2 Site-Level OCM Roles

This section describes how affected geographic regions and/or sites in VACO, VHA, VBA, and NCA will organize to support the transition to FLITE. Leadership roles at each affected site, as well as key members of the Transition Teams, are described in this section. Note that this is a notional structure at this time and will continue to evolve and stay consistent with implementation planning of the technical solution.
3.2.1 Site Project Chair
Each site will have a local FLITE Project Chair who serves as the chair of the Site FLITE Steering Committee. The Site Chairs will be as follows:
· Medical Centers—Associate Medical Director

· VBA sites—Regional Office Director or designee

· NCA sites—Cemetery Director or the Memorial Service Network Director, as determined by NCA leadership

· Department-level program offices—Director/Manager of the respective office

3.2.2 Site Steering Committees

Site Steering Committees serve as a forum for the involvement and engagement of local leadership. These committees are designed to serve as FLITE sponsors and advocates at sites. In addition to the sponsorship, advocacy, oversight, and support roles these committees play with respect to the implementation of specific FLITE systems, Site Steering Committees typically support general efforts to prepare the VA workforce for its transition to new ways of working. Because these committees are ultimately responsible for the success of their respective sites, their roles and responsibilities are broad.

Site Steering Committees are made up of functional process owners and other key stakeholders. The role of committee members is both strategic and tactical. At the strategic level, their primary role is to develop a vision—essentially a concept of operations (CONOPS)—of how their site will do business in the new FLITE environment. The committees are responsible for creating a vision and establishing objectives, allocating resources, resolving issues, making decisions, and setting policies to ensure the achievement of that vision.

These committees also play an important tactical role in selecting project leaders and Site Transition Team members, guiding the transition to the new FLITE solution. They are responsible for coordinating program, functional, and resource issues; resolving site-level conflicts; and serving as sounding boards for Project Team issues. Site Steering Committees are responsible for the following:

· Communicate key awareness messages to site employees.

· Resolve site-level conflicts with competing priorities.

· Deal with site resistance to change at management levels.

· Resolve site functional and resource issues.

· Carryout ongoing commitment-building activities with site leadership.

· Identify key site-level risks, barriers, and support needs using valid database methods.

· Ensure that the right employees are assigned and committed to defined roles on Site Transition Teams.

· Act as sounding board for site transition issues 

· Build and sustain commitment from key site stakeholders.

· Ensure that site management and site workforce are effectively using new processes and systems and achieving the project’s primary objectives.
3.2.3 Site Transition Teams
In most cases, contingent upon size, complexity, and locations, Site Transition Teams would be the engines of FLITE implementation. They would work across a range of functional, OCM, and IT roles to drive the implementation of SAM and IFAS projects at sites. Site Transition Teams may have responsibilities across multiple sites, depending on the implementation and deployment strategies within the respective Administrations determined by SAM and IFAS implementation contractors.

Site Transition Teams, in collaboration with the Site Steering Committee, are responsible for the following:

· Develop a detailed Transition Plan and Schedule.

· Ensure that supporting organizations (e.g., HR) are appropriately involved.

· Actively pursue knowledge transfer between sites.

· Identify barriers to FLITE-related change.

· Assess the site’s change readiness.

· Navigate and/or minimize organizational barriers to change.

· Implement site process changes (e.g., communicating new processes and practices, mapping new roles and tasks to existing personnel/positions).

· Identify unique site-level OCM approaches.

· Identify and close skill gaps through training and other learning activities.

· Provide regular status updates to the FLITE PDO, including metrics information, lessons learned, C&SE progress, and information on issues/problems.

· Facilitate knowledge transfer for subsequent implementing sites.

4. Leadership
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Figure 4-1. Enterprise-Level Leadership
Strong leadership is important to making the FLITE Program a success. Without leaders to decide what must be done and how to make things happen, there will be no momentum and no sustainable results. Leadership provides strategic direction, key decision-making, and commitment to the FLITE mission. Capable leadership assures stakeholders that FLITE will succeed and that it will contribute to VA’s mission.

Some field managers and supervisors are accustomed to, and invested in, the old ways of doing business, so it would be natural if they were not supportive of change. In addition, for many, it is anticipated that a shift to standardization will imply a loss of freedom, which can overshadow FLITE’s perceived benefits; therefore, it is critical that change is driven from the top.

FLITE leaders must be encouraged to emerge from all levels of the VA. These leaders should have the following characteristics in common:

· Are respected and trusted.

· Can articulate the undeniable, urgent need for change in a compelling manner.

· Believe that FLITE is good for veterans and VA and are thus eager to help stakeholders understand why.

· Are clear regarding FLITE’s purpose, benefits, and plans.

· Prefer to be factual and encourage tough questions.

· Enjoy bringing forces to bear to solve problems.

· Believe it is important to build networks and two-way channels of communication so stakeholders can listen to one another.

	“Leaders are needed to show the way forward, to remind everyone of why we are doing this, to solve problems and roadblocks, and to bring new resources to bear where they are needed. Without leadership, the barriers to change may prove too difficult to surmount, and transformation may not happen.”

· Marietta Baba, Ph.D.


This section will outline the FLITE change leadership network, key leadership-related responsibilities, and strategies for enabling and developing these key leaders.

4.1 Overview of FLITE Change Leadership Network

While the leadership characteristics previously cited can apply to FLITE leaders throughout VA, leadership-specific roles and responsibilities vary by organizational level and influence. Many in the OCM discipline refer to change champions, change sponsors, change managers, and change agents, who are accountable for the success of the change in their respective spheres of influence. Table 4-1 summarizes these roles and which leaders will fulfill these roles on the FLITE Program.

Table 4-1. High-Level FLITE Change Leadership Network
	Typical Change Leadership Roles
	FLITE Change Leaders

	
	Department Level
	Regional and Field Locations

	Champion the Change

Individuals who provide vision and direction and set enterprise-wide priorities
	· VA Secretary

· VA Deputy Secretary
	· N/A

	Sponsor the Change

Individuals who “own” the program and reinforce/sustain the change vision and direction across, and within, their areas
	· Under Secretaries for VHA, VBA, and NCA

· Deputy Under Secretaries for VHA, VBA, and NCA

· Assistant Secretary for Management

· Assistant Secretary for Office of Information and Technology (OIT)
· Administration Chief Financial Officers (CFO)
· Administration Logistics Officers

· FLITE Oversight Board

· FLITE ESC
	· Administration Operations/Field Directors

· VHA Operations Director, Veteran Integrated Service Network (VISN) Network Directors and Deputy Directors 

· VBA Area Directors and Regional Office Directors 

· NCA Field Operations Director and Memorial Service Network Directors 

	Manage the Change

Individuals who are responsible for implementing change 
	· FLITE Program Director
· SAM Project Manager

· IFAS Project Manager

· OCM-Related Working Group Members
	· Site Chair

· VHA Associate Medical Directors and Site Steering Committee Members

· VBA Regional Office Directors Designee

· NCA Finance Office, NCA Logistics Office, and Cemetery Directors

· Transition Team Lead

	Change Agents

Influential employees who help coworkers understand and accept the changes
	· Site Transition Team Members
	· Site Transition Team Members


4.2 Responsibilities of FLITE Change Leaders

Successful change starts with top managers who serve as FLITE champions and sponsors. Table 4-2 outlines examples of FLITE change leaders’ responsibilities.
Table 4-2. FLITE Change Leader Responsibilities
	Role
	Responsibilities

	VA Executive Leadership

· Secretary

· Deputy Secretary

· FLITE ESC
· FLITE Oversight Board
	· Provide strategic vision and mission for FLITE

· Provide public and private support for FLITE

· Align executive VA stakeholders behind FLITE

· Take responsibility for oversight

· Sustain focus and momentum

· Resolve resource conflicts

· Update external stakeholders in Congress, the Executive branch, the Veterans Service Organizations (VSO)

	Administration Leadership

· Under Secretary for Health

· Under Secretary for Benefits

· Under Secretary for Memorial Affairs

· Deputy Under Secretaries for VHA, VBA, and NCA

Assistant Secretary for Management

· Office of Finance

· Office of Budget

· Deputy Assistant Secretary for Acquisition and Logistics

· FLITE PO
· IFAS and SAM Project Offices

· FLITE IT PMO

Assistant Secretary for IT
· Deputy CIO for Enterprise Development

· Administration CFOs, CLOs, and CIOs
· VHA Prosthetics and Clinical Logistics Office
	· Sustain focus and momentum

· Identify organizational risks and issues that need to be addressed and advocate for their resolution

· Place responsibility on network, region, and site managers for gaining FLITE buy-in and support them with tools and processes

· Check frequently with stakeholders on what is and is not working

· Provide feedback to the FLITE Program executive management
· Celebrate successes

· Reward excellence

· Support the IT governance structure and decision-making process

· Ensure collaborative decision-making with business leaders

· Propose and enable efficient channels of communication so risks and issues can be raised from all sources across VA boundaries and resolved

· Provide engineering oversight of program implementation

· Manage and communicate results of software quality assurance

· Articulate FLITE’s business case, benefits, and business requirements
· Identify and manage stakeholders; cascade responsibility for change

· Approve scope, deployment strategy, and implementation schedule

	Field Leadership

· Field Operations Directors

· Network and Regional Directors and Deputy Directors
	· Identify organizational risks and issues that need to be addressed and advocate for their resolution

· Contribute to and challenge FLITE’s vision
· Interpret the FLITE vision for individuals

· Build energy and urgency

· Support transition activities
· Place responsibility on facility/center managers to gain FLITE buy-in and support the managers with tools and processes

· Hold managers and supervisors accountable to ensure that key messages are being successfully received and understood

· Check frequently with facility/center staff on what is, and is not, working

· Provide feedback and change progress updates to the FLITE Program and Project Offices


4.3 Strategies for Developing and Enabling Leaders

Leaders must understand their roles, be committed to FLITE’s success, and be sufficiently prepared to assume their responsibilities. Building commitment requires an array of activities to prepare the organization for change by increasing awareness and understanding of FLITE program objectives and the process of change. This section summarizes the strategy for developing and enabling leaders and building their commitment.

4.3.1 Governance
The FLITE Program established an inclusive governance structure to involve key leaders in decision-making, oversight, and advisory roles. The FLITE Governance Model describes the ESC, Oversight Board, IT PMO, Program Director’s Office, Project Teams, Acquisition Office, user groups, and other governance mechanisms put into place as FLITE’s decision-making entities.

4.3.2 Engagement with Key VA Boards, Councils, and Committees
The FLITE leadership team will engage with key VA groups of leaders, who are currently operating as part of governance or advisory bodies. These include the VHA National Leadership Board, the VHA Financial Management Advisory Council (FMAC), and the VBA Financial Management Council. The FLITE Program Director will conduct outreach with these groups to keep them informed, seek their input, and build their commitment to the success of FLITE. Specific outreach plans for these bodies are detailed in the FLITE Communications Plan.

4.3.3 Executive Updates
The strongest leadership is provided when leaders throughout VA are aligned with FLITE objectives, strategies, and plans. Sessions will be held to ensure that leaders clearly understand their roles and responsibilities, the FLITE approach, and are consistent in their in messaging regarding the change. For example, the FLITE Director will sponsor a “Kick-off” meeting with executive leaders to share FLITE strategies and plans prior to the pilot implementation of the first module.
4.3.4 Leadership Collaboration Sessions
Sessions will be held in preparation for transitioning segments of the VA workforce in order to allow sponsors from the program, projects, and affected networks/regions/sites set the stage for how the local sites will prepare for the changes FLITE brings. These sessions will enable leaders to collaborate and share knowledge on lessons learned, as well as prepares them to coach others how to lead the change effectively.

4.3.5 Leadership Action Plans
The FLITE OCM Team will develop and publish leadership action plans and templates that clarify expectations and detail the specific tasks that leaders must undertake in order to ensure FLITE’s success. The OCM Team will work with site leadership to ensure that these plans are tailored to local conditions and implemented.

5. Communications and Stakeholder Engagement Strategy
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Figure 5-1. Enterprise-Level Communication and Stakeholder Engagement
Section 5 outlines the FLITE Director’s approach to program-level (or global) C&SE. A more detailed plan is provided in a companion document, FLITE Communications Plan, which is found in Appendix B, as a supplemental attachment.

5.1 Overview

The FLITE Communications Plan provides an overall framework for selecting, managing, and coordinating activities that will introduce stakeholders to FLITE and help build their commitment to program objectives. The goals of C&SE activities are to do the following:

· Inform stakeholders of the compelling reasons for adopting FLITE.

· Promote awareness, understanding, acceptance, and commitment to the effective implementation of FLITE.

· Provide clear and consistent representation of FLITE’s benefits, progress, and status.

· Determine and monitor stakeholders’ communication needs.

· Implement the most effective and efficient methods for meeting stakeholders’ communication needs.

· Ensure that communications are easily and widely accessible to stakeholders.

5.2 Critical Success Factors for C&SE
Critical success factors for C&SE are based on lessons learned from the CoreFLS Program and from knowledge of the current environment in which VA operates. These success factors will help secure commitment to FLITE across the department.

· VA must establish and clearly communicate a common and compelling reason for all stakeholders to adopt FLITE.

· FLITE Program must provide and facilitate an atmosphere of openness and two-way channels of communication, so that risks and issues can be expressed and resolved.

· Key leaders and managers must have channels to provide feedback to confirm that critical information was received and understood at all levels.

· VA must ensure that employees below the management level are adequately consulted, informed, and engaged.

· FLITE Program Director’s Office must be prepared to respond to the concerns of each set of stakeholders.

· FLITE Program Director’s Office must be prepared to respond quickly to questions from oversight organizations and other external stakeholders:

· What progress is VA making on FLITE and what results have been achieved? Is the program on schedule and within budget?

· What is the level of FLITE awareness and understanding among all stakeholders? 

· What is their perception of FLITE value and progress?

· What is being done to gain the support of FLITE customers and users?

· What is the level of buy-in and commitment from VA leaders down to the front line user in the field? How do we know?

5.3 C & SE Strategy Development
The FLITE C&SE strategy has four major elements:

10. Stakeholder Analysis. Identification of key audiences, their specific interests and roles in FLITE’s successful implementation, as well as their current level of knowledge and support.

11. Message Development. Communications that accomplish the following:

· Link the FLITE Program’s success to the accomplishment of VA’s mission

· Address the needs and concerns of each stakeholder group

· Motivate stakeholders to take specific actions in support of FLITE

12. C&SE Framework. Working structure through which all communications are delivered, including the following tasks:

· Identification of existing, and if necessary, new communication vehicles

· Roles and responsibilities for delivering content

· Review process to ensure an efficient, timely review of program documents

13. C&SE Evaluation and Feedback. Identification and development of multiple channels to collect feedback from all stakeholder levels that will enable continuous improvement of C&SE activities.

As the FLITE Program progresses through its Systems Development Life Cycle (SDLC) milestones, C&SE activities will evolve as users prepare for FLITE-related changes in their work. Communications will become increasingly specific, interactive, and motivational as stakeholders move along through the four phases depicted in Figure 5-2. When C&SE is applied successfully, individuals move from simple awareness of the FLITE Program, to understanding its benefits to the organization, and to the individual’s specific responsibilities to acceptance and a deeper commitment to FLITE’s success.
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Figure 5-2. Effective Stakeholder Management over Time
The C&SE objectives will vary as the program develops and advances. During the program initiation phase, for example, a key objective is for stakeholders to understand how FLITE supports VA’s mission; while during the acceptance phase, a key objective is for users to gain a detailed understanding of the impact FLITE will have on them to prepare them for FLITE “going-live.” Table 5-1 outlines objectives and sample activities for the five phases.

Table 5-1. Program-Level C&SE Objectives and Activities across Program Phases

	Pre-Awareness
	Awareness
	Understanding
	Buy-In
	Commitment

	· Conduct stakeholder analyses and communication needs assessment

· Prepare and deliver executive briefings

· Establish Communications Working Group

· Develop frequently asked questions (FAQ)

· Develop website(s)
	· Publish updates on the Intranet and SharePoint sites; deliver via email “FLITE News Flashes”

· Develop slide library

· Develop and update fact sheets

· Publish newsletters, articles, and brochures

· Develop templates to support site-level communications
	· Hold executive discussions on transition impacts

· Create a mid-level manager tool kit that consists of schedules, checklists, and CDs for staff preparation sessions

· Hold discussions with key managers, supervisors, and employees in the field
	· Support workforce transition and employee training at affected sites

· Support evaluation of training

· Support continuous monitoring of stakeholder needs

· Ensure accountability for the delivery of critical communications
	· Conduct periodic reviews of communication activities; update and modify, as needed

· Measure progress in stakeholder support

· Support training for new managers and employees

· Continue activities to communicate new FLITE capabilities through the program’s life cycle


5.3.1 Stakeholder Analysis

The achievement of FLITE’s goals requires commitment from the thousands of VA employees whose day-to-day responsibilities will be affected by FLITE. Commitment also is required of those who will contribute toward FLITE development and of many other internal and external stakeholders who have an interest in FLITE’s progress and success. Specific stakeholder groups are detailed in Appendix C of this document.

A Stakeholder Analysis and Communication Needs Assessment was conducted during second quarter CY 2007. Its purpose was intended to accomplish the following:

· Identify FLITE stakeholders and validate their needs, concerns, and motivations.

· Clarify stakeholders’ benefits and identify any perceived negative impact that might result from FLITE implementation.

· Evaluate the current level of awareness and understanding of FLITE among stakeholders.

· Identify how stakeholders have been receiving communications, which methods work, and which methods do not work.

· Identify preferred communication channels.

· Evaluate existing processes for collecting stakeholder input.

· Identify individuals who can serve as influential leaders of the FLITE effort.

· Identify where resistance is likely to arise and why.

The Assessment, which was conducted from May 17, 2007 through June 22, 2007, consisted of interviews, focus groups, and conference calls with employees across the VA. More than 240 employees participated in the assessment. The FLITE OCM Team also administered a quantitative survey, Communications Survey, in which participants were asked a series of questions to elicit their FLITE communications needs and concerns.

The FLITE OCM Team analyzed more than 1,500 comments. The team sorted the comments into 26 categories, which align with four major areas of participant concern: Training, Communications, Acceptance of New System, and System Functionality and Business Processes.

For a complete discussion of the findings, see the Stakeholder Analysis and Communication Needs Assessment Report on the Intranet at http://vaww.va.gov/FLITE.
5.3.2 Message Development

A variety of messages are being developed to ensure that all key stakeholders receive communications throughout the FLITE life cycle, as well as to promote consistency in the way the program is described. Strategic messages describe the “why” of FLITE and the importance of its success in carrying out the VA mission; tactical messages describe the “how” of FLITE and emphasize its technical and programmatic progress; while Personal messages address the very human question “How does this affect me?”

5.3.3 Communications Framework

In support of a coordinated communications effort between the FLITE Program and the SAM and IFAS projects, a communications framework will be established to detail roles, responsibilities, and dependencies. The framework will be the working structure through which all communications are delivered through multiple channels to all stakeholders. It will help establish a clear division between program-level and SAM and IFAS project-level responsibilities in delivering content to key audiences, as well as in sharing information.

5.3.4 Evaluation and Feedback

The C&SE strategy includes the development of multiple feedback channels to help evaluate the effectiveness of C&SE activities. As a part of the Stakeholder Analysis and Communication Needs Assessment, an evaluation was completed to baseline present levels of FLITE knowledge and understanding and the level of satisfaction with current FLITE communications.

A follow up survey will be conducted in CY 2008, as the program matures, to measure improvement in the level of FLITE knowledge and understanding against the baseline.

5.4 Implementation

Planning for C&SE is an ongoing process. As each major milestone is determined, C&SE activities will be reviewed and adjusted to meet current and anticipated conditions and challenges. Figure 5-3 illustrates the communications activities as planned for each stakeholder group.
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Figure 5-3. Key Communication Vehicles for Major Stakeholder Groups
The C&SE WG will help ensure relevance of this review process, by providing a forum for ongoing stakeholder involvement in planning OCM and C&SE activities, pending approval of the FLITE Program Director. The formal FLITE Communications Plan itself will be reviewed quarterly and revised to reflect the most current communications challenges, incorporate feedback, and meet evolving stakeholder needs.

6. Education and Training Strategy
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Figure 6-1. Enterprise-Level Education and Training
6.1 Overview

The education and training of users, as well as other affected leaders and managers, is a significant focus of the FLITE change strategy. A key element of the strategy is to invest heavily in high-value education and training, hold managers accountable for that education and training, and measure learning results rigorously.

This section describes the overall FLITE education and training approach, including the critical success factors that must be met: the “who, what, how, and when”, in addition to the methods that will be used to evaluate the FLITE education and training program. From this approach, detailed requirements will be developed that will define FLITE education and training elements.
6.2 Critical Success Factors

A set of critical success factors has been identified to ensure success for FLITE education and training efforts. These factors are based on industry best practices, lessons learned, and FLITE’s unique education and training challenges.

6.2.1 Critical Planning Factors
Critical planning factors include the following:
· Coordination. The FLITE Training Council will work closely with FLITE OCM Teams to ensure the proper integration and coordination of education and training activities with higher-level OCM activities. At the site level, an education and training representative will be a member of the Site Steering Committee.

· Communications. Stakeholders must be fully informed about the FLITE education and training program in advance of its implementation. Not only must managers and supervisors be aware of the program and plan for its execution, but also end users must be fully informed about their required participation. Stakeholders at all levels must receive logistics information sufficiently in advance of the education and training so they can be relieved of their regular duties while participating in assigned courses.

· Prerequisites. VA field personnel must have basic functional knowledge related to their jobs prior to FLITE education and training. Personnel must also be comfortable using computers and have the basic skills necessary to complete FLITE education and training. The Education and Training Team will work with managers to identify those employees who require preparatory functional and/or computer skills education and training.

· Strong Course Design and User-Friendly Tools. Education and training courses must be designed so they are clear and easy for users to follow and learn. The materials must be accurate and well organized. Survey and user course evaluation instruments must be designed with appropriate weights to distinguish critical learning requirements. Where Web-based tools are selected for use in the FLITE education and training program, they must be well designed to ensure that they are effective delivery methods. The effectiveness of a given tool may differ across VA Administrations, networks, or sites. VA field personnel must find such tools easy to use, and the tools must help personnel learn. Tools must provide both accurate and useful content.

· Timely Scheduling. Education and training cannot be conducted until the FLITE technology has been successfully tested. The FLITE Integrated Master Schedule (IMS) must recognize this dependency and provide flexibility in education and training scheduling. When scheduling courses, sufficient time must be planned to ensure field personnel learning, including limiting the size of classes for effective instruction and learning.

· Sufficient Resources. The success of the FLITE education and training program depends on having sufficient knowledgeable resources and classroom environments that promote learning and instructors who have proven teaching proficiency. These must be planned well in advance of execution.

· Effective Instructors. Education and training success depends largely on the teaching proficiency of the instructors. Critical success factors include whether topics were clear and explained completely, presentations were clear and logical, and questions were answered to the students’ satisfaction. Instructors must demonstrate that they were able to effectively use established interactive teaching methods (e.g., knowledge checks and games) to elicit participation and facilitate learning. Instructors must also show that they were effective in determining those personnel who require additional time or instruction. The effective use of down time to assess content value and to reveal areas for education and training improvements is another critical success factor in this area.

6.3 Who: Audiences and Responsibilities
The audiences for FLITE education and training and their responsibilities are detailed in the following sections.
6.3.1 Audiences

The FLITE education and training program will address the education and training needs at all echelons of the VA; however, it will primarily focus on stakeholders who will use FLITE in their daily work or whose jobs will be affected by FLITE deployment. 

· Senior Leadership. At this level, FLITE education and training will focus on the strategic application of FLITE. It will consist of executive overviews of FLITE, how it will impact the VA, and what benefits will be achieved through its use.

· Managers. Education and training for VA managers will focus on the operational application of FLITE. It will consist of courses to help managers understand how FLITE impacts their organizational structures and business processes.

· Supervisors. The tactical application of FLITE will be the focus of education and training at the supervisory level. Supervisors will be provided with detailed FLITE education and training so that they understand how the new technology affects workload, tasking, and employees. Supervisors may also be given end user training where appropriate.

· End Users. End users will include VA employees, such as budget officers, accountants, engineers, material managers, administrative staff at cemeteries, staff who purchase assets and supplies, Financial Service Center (FSC) employees, Administrative Loan and Accounting Centers’ employees, system administrators, master data owners, and others. Although education and training is critical to user adoption of a new system, it is not the only factor. Prior to skills training, end users must understand why FLITE is being introduced and how it will benefit them. Concerns regarding job security, position prestige, and individual responsibilities must be addressed. These concerns must be largely alleviated prior to skills training so employees can focus on learning. FLITE education and training will help end users learn how to use the new technology to perform their jobs. Both knowledge and skills training will be provided and effectiveness assessed.

6.3.2 Responsibilities

Responsibility for FLITE education and training rests at all echelons of the VA. Whenever possible, existing education and training infrastructures will be leveraged to minimize change and cost.

· Headquarters. Senior leaders at the Headquarters level are responsible for providing vision and strategic direction for FLITE education and training. They must ensure that the resources needed to implement this education and training is provided in a timely manner. They must hold the FLITE Program Director and the Administrations responsible and accountable for the timely and accurate planning and execution of the FLITE Program. It is critical that senior leaders continually provide their support to the effort and make that support tangibly evident throughout the department.

· FLITE Program Director. The FLITE Program Director has the overall responsibility for the success of FLITE’s education and training. The director is responsible for the following:

· Ensure that education and training is established and conducted as outlined in this strategy, as well as in the succeeding FLITE education and training strategy and IFAS/SAM Training Plans.
· Ensure that the necessary infrastructure is established at each subordinate echelon within the VA to implement this strategy and FLITE Education and Training Plans.
· Hold assigned staff, including contractors, responsible for the successful accomplishment of FLITE education and training as measured by a defined set of performance metrics.
· Provide resources to the program and ensure that sufficient flexibility is designed into the schedule to allow success.

· FLITE Training Council. The Council reports to the Program Director. It advises the Director on critical topics and issues related to the impact of FLITE education and training on the overall FLITE solution (i.e., people, processes, and tools). The Council will be composed of FLITE education and training coordinators and advisors who have a thorough knowledge of the VA and of the FLITE education and training strategy and plan, as well as experience in the implementation of enterprise-wide education and training initiatives. The members of the Council will serve as brokers who will provide input and objective advice in the planning of the FLITE Program and oversee its implementation.

· Administrations. Senior leadership within each VA Administration shares the responsibility for FLITE’s education and training success. Administration senior leaders, in addition to the FLITE Program Director, will be held responsible and accountable by the VA’s senior leadership for the timely and accurate planning and execution of the program.

· Training Coordinators. Each Administration will assign the responsibility of coordinating FLITE education and training to their training coordinators. These coordinators will work collaboratively to plan and execute the FLITE education and training program. They will ensure that all echelons within their respective Administrations receive the required level of education and training, as outlined in the succeeding FLITE Education and Training Plan. They will work with the FLITE Program Director and SAM and IFAS project managers to ensure that the education and training given meets specified requirements, including requirements that are unique to a given Administration, network, or site. Administration FLITE education and training coordinators will work directly with subordinate education and training coordinators at the network and/or site levels to plan and execute schedule, and to provide the necessary resources, including facilities, equipment, and site support.

· Network Level (for VHA). Network education and training coordinators will work collaboratively with their respective administration coordinator and the employee education service to plan and execute the FLITE’s program. They will ensure that all echelons within their respective networks receive the required level of education and training, and ensure that the education and training given meets requirements that are unique to their respective networks. Network FLITE education and training coordinators also will work directly with site-level Implementation Teams to plan and execute FLITE education and training strategy and plans.

· Site Level. Each site will assign an employee to serve as the site FLITE education and training coordinator. Site coordinators will be members of their respective Site Transition Team. They will work with managers, supervisors, and union representatives to ensure all users are trained and held accountable for learning. Site FLITE education and training coordinators also have primary responsibility for providing the necessary resources, including facilities, equipment, and site support.

6.4 What: Types of Education and Training

This section describes the types of education and training that will be provided to the different echelons of VA personnel.

· Executive education will be provided to senior leaders at the department and administration levels. The focus will be on providing an overview of FLITE, how it will impact the organization and processes within the VA, and what benefits will be achieved through its use. Emphasis will be given to the critical importance of visible and sincere support of senior leaders during the planning and execution of FLITE. Executive education will augment the Executive Alignment Sessions described in Section 4.4.

· Manager education will focus on FLITE’s operational application. It will help managers understand how FLITE impacts their organizational structures and business processes, what is expected of them, and how to manage change as it affects their respective organizations.

· Change leaders will receive education and training on the processes and techniques for encouraging and managing change, as well as methods designed to recognize and manage resistance to change. Project management training and change leadership training will also be made available to change advocates.

· Supervisors will receive both an overview education on FLITE and training that is specific to understanding how the new technology affects workload, tasking, and their employees. Supervisors may be given end-user training, where appropriate. Supervisor workshops will be held offsite to enable learning and minimize distractions.

· End-user education and training will be based on individual roles and responsibilities. Introductory training will introduce FLITE and address user concerns about how it will affect them. Other training will address business processes so users understand how their work fits into the larger picture and knowledge and skills training to learn how to use the new technology.

· Post-deployment support and refresher education and training will be made available, as needed, after employees have completed their required training. Refresher education and training will help users refine and implement what they have learned in class. Comprehensive help desk support will be provided to ease the transition and learning process.

6.5 How: Education and Training Methods and Evaluation
The “How” of FLITE education and training is described in this section.  Media, methods, and evaluations for the education and training program are addressed.
6.5.1 Media and Methods

Various types of education and training media and methods are available within the VA and will be used for FLITE. Particular care will be given to using the media and methods that have proven most effective at a given site.

Senior education and training staff within each Administration will be interviewed to identify existing education and training strategies or plans, effective approaches, and preferred media and methods. The insights gleaned from these interviews will be incorporated into the succeeding FLITE Education and Training Plan.

This strategy recognizes that some aspects of the education and training approach may be contractor-driven; however, the FLITE Program Director will have full visibility and control over the selection and application approach of all education and training media and methods.

6.5.2 Evaluation

As noted previously, the FLITE Program must ensure both the quality of education and training and the rigorous measurement of results. Additionally, managers, supervisors, and employees must be held accountable for education and training results to address the lesson learned from previous implementations that training was not enforced and learning results were not monitored.

Metrics will be used to measure the impact of education and training activities on program successes. Measuring the effect of these activities allows managers to make course corrections to minimize employee resistance, help supervisors implement FLITE, and ensure that the necessary infrastructure is in place. Metrics must be defined and calculated, and the results assessed independently of the education and training contractor to ensure that the findings are unbiased and provide a true and accurate assessment of the effectiveness of FLITE’s Program.

Metrics typically include measures of effectiveness (MOE) and measures of performance (MOP). MOPs are usually algorithms that are calculated and then aggregated in some pre-defined manner to calculate the MOEs. The data needed to calculate these metrics must be identified in advance to ensure that all the metrics can be calculated.

The data required to calculate the metrics are often collected using methods, such as instrumentation, assessment, activity analysis, focus groups, structured interviews, and weighted evaluations. The metric calculations are subsequently analyzed to identify findings, draw conclusions, and make recommendations. Union concerns may need to be taken into account.

Metrics will be developed to assess both the education and training contractor’s performance and the overall effectiveness of the FLITE education and training program. These metrics will be developed and applied by an independent agency, which will report results on a regular basis to the FLITE Program Director.

6.6 When: Planning Approach and Nominal Schedule

FLITE education and training must intersect and support the overall planning of the FLITE Program. There are many interdependencies that will determine when education and training activities will be held, most notably, the development of FLITE technical solutions. Pursuant to this strategy, the planning approach to FLITE’s education and training includes interviews with senior education and training staff at the Administration level to identify unique requirements, preferred methods of instruction, and tools. Subsequent meetings will then be held at the network level to identify further specific education and training needs and preferences. This assessment will aid in the development of the FLITE Education and Training Plan.

6.7 Resources

Resources that will be needed to execute FLITE education and training include instructors, facilitators, classrooms, equipment, tools, funding, education and training media, education and training materials, and other resources to be identified in the FLITE Training Strategy, and the IFAS and SAM Training Plans.

7. Enterprise Organizational Alignment Strategy
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Figure 7-1. Enterprise-Level Enterprise Organizational Alignment
FLITE will inevitably bring changes to the way work is done and how it is organized. Once sites, networks, and the functional organizations have experience with the new system and processes, opportunities to redesign the organization of work will emerge. In aligning the VA organization, the key question that must be answered is, “How can we establish capabilities for continuous improvement in the organization to get the full benefits of the new systems and processes?”
An example of similar types of implementations in other organizations, realignment is needed to make functional groups more process-oriented and operationally efficient, and to enable them to provide first-rate analytical and decision support.

For VA, this enterprise organizational alignment strategy is intended to address some of the specific challenges for operating in a new FLITE-enabled environment, which include diverse, non-standard roles and responsibilities, and organizational structures across VA.

	“Any major change to an organization’s core business system affects operational practices, organizational structure or elements, and management systems.”

—Carnegie Mellon SEI Report


7.1 Overview

The term “organizational alignment” covers a broad range of activities. Although many people believe it is about changing an organization’s structure, it addresses much more than structure. It encompasses the roles and responsibilities of performing units, measurement of organizational performance, definition of how individuals and work groups will operate together, and mechanisms required to support their effectiveness.

Key elements of organizational alignment include:

· Roles and Responsibilities. The assignment of responsibilities for performing specified activities to specific groups or individuals (e.g., key organizational roles, interfaces, and accountabilities to accomplish work).

· Skills and Behaviors. The development of skill sets and behaviors required to support new processes and leverage new technology at the individual and group levels (e.g., analytical or problem solving skills).

· Performance Measures. The development and tracking of key indicators of success for individuals, groups, and the overall business (e.g., process measures, work group measures, individual job performance measures, and rewards or incentives).

· Job Design. The assignment of groups or related tasks/activities and procedures to specific jobs (e.g., a detailed job specification/description).

· Policy and Procedure Alignment. Current VA policies and procedures may need to be adjusted to allow users to use the system as designed and to address standardization of processes. To this end, there may be a need to update existing policies or procedures.

· Work Group Design. The combination of related jobs and determination of resources needed to meet organizational requirements (e.g., cross-functional teams, virtual teams, other integrating mechanisms).

· Mechanisms. The systems or processes that integrate work across units and processes. The assignment of accountability for results of specific activities and the process for defining and communicating who is involved in and approves key decisions (e.g., governance principles, decision-making process, and communication and information requirements.

7.2 Approach

This section describes the high-level steps needed to accomplish the benefits achieved by aligning the organization to FLITE changes. In general, the approach is to:

· Understand the current state (“As-Is”).

· Understand the future state (“To-Be”), including new systems and processes and how they fit the envisioned “To-Be” organization.

· Map personnel to the new organization and identify gaps

· Identify new roles and responsibilities

· Redesign the organization by aligning roles, accountabilities, skills and competences, reporting structures, policies and procedures, performance measures, and communication/integrating mechanisms

· Develop Transition Plans.

· Execute the Transition Plans.

· Develop strategies and plans to continuously improve post-transition, to sustain the changes made, and to identify long-term changes to the organization to get the full benefits of FLITE.

7.2.1 Analysis Phase: Assess Current FLITE Environment

The analysis phase will focus on collecting data that will provide a snapshot of how well the business functions are operating today, starting with the implementation of the FLITE pilot test sites.

· Collect background information, including an “environmental scan” of other department or agency initiatives. This step focuses on the collection of key documents that will contribute to the understanding of current business operations. Given IFAS will be hosted by a designated OMB Financial Management Line of Business (FMLoB) Center of Excellence (COE), standards developed by the General Services Administration (GSA) Financial Systems Integration Office (FSIO) will also be assessed.

· Conduct data collection from the pilot and beta sites. Data collection will occur through a combination of interviews, focus groups, and/or surveys. The data collection will identify (by personnel who actually work in the process) what is and what is not working and what needs to be improved. It is through this assessment that bottlenecks, interface disconnects, and other process inefficiencies will be surfaced. Sample guidelines are listed in Table 7-1.

Table 7-1. Sample Data Collection Guidelines
	Organization Element
	Data Collection Guidelines

	Roles and Responsibilities
	What are the key organizational roles and interfaces of specific groups or individuals? Do they support the objectives? Are the interfaces clearly defined with inputs/outputs and key deliverables? What are the specific tasks, skills, and details job specifications?

	Skills and Behaviors
	Are there commonly emerging skills, such as an increase requirement for decision-making or analytical problem solving? Is there other enrichment training that will be required to ensure objectives are met?

	Performance Measures
	How are work products and job performance evaluated (by the working group, site, Administration, and the department)? Have behaviors been defined for success? Do performance measures (at the individual, work unit, group, site, and department) support the objectives and behaviors? What will be the emphasis of performance, the team, or the individual?

	Job Design
	Are there any overlap areas, gaps, or misalignment with other roles across the site, Administration, or the department? Are the interfaces with other roles clear and how will the handoffs be managed? Is the job design consistent with the organizational structure and the business drivers?

	Policies and Procedures
	What policies and/or procedures are in conflict with the proposed design? What are suggested changes to the policies/procedures to align them with the proposed design? Can the policy/procedure be updated prior to deployment? Who currently owns the policy/procedure? Have the policy/procedure owners been involved in the proposed change?

	Work Design
	How are personnel organized to accomplish what they’re supposed to do? How do work groups interact across structural boundaries? Do the work groups have a clear picture of how they contribute to the overall success at the site, Administration, or the department? How will workload balance issues be managed?

	Mechanisms
	What systems or processes integrate work across units and processes? What will be the communication and information requirements to enable effective operations? How do the decision-making processes and governance structures operate?


· Develop a Role Requirement and Position Mapping report. This report identifies and defines business user roles based on new processes and technologies, maps these new business roles to current VA positions, and identifies the level of change in skills that will be required of the workforce during implementation. The report will:

· Provide the Training Team with information needed to design and deploy training to the roles affected by FLITE implementation

· Provide detail on how affected positions will change as a result of FLITE business roles and processes

· Define common, established roles to support communications and workforce transition planning events at sites (e.g., Roles and Responsibilities Guides)

· Review organizational alignment practices of other financial and logistics IT modernization projects. Conducting a benchmarking analysis will help generate new ideas, confirm improvement possibilities, and depersonalize organizational alignment shortcomings.

· Identify gaps and determine recommendations. A high-level summary of the findings along with recommendations or next steps will be reported to the FLITE Program Director and other FLITE leadership.

Products or outcomes for this phase may include an Interview Guide, Business Impact Assessment (which summarizes Organizational Alignment Gaps and Solutions), a Role Requirement, and a preliminary Position Mapping report.

7.2.2 Initiation Phase: Prepare for Organizational Alignment Transition
During the initiation phase, preparations for the organizational alignment transition include the following:
· Develop an enterprise transition plan, which outlines how VA will address its organizational and workforce transition issues to prepare employees for FLITE.

· Develop a tactical workforce transition plan to serve as a template for site-level Transition Plans.

· Develop a Role to Position Mapping Report.

· Identify tools and job aids to support transition.

7.2.3 Transition Phase: Align the Organization
It is during the transition phase that the organization is aligned by completing the following:
· Develop and distribute templates and tools to sites.

· Prepare sites for transition.

7.2.4 Continuous Improvement Phase: Sustain and Build Long-Term Change

The first three phases of organizational alignment are focused on preparing the organization when new technical systems and processes are first introduced. In the long term, however, the VA as a whole must learn to use the new FLITE solution to its best advantage. This phase is focused on long-term transformation, which involves transforming the way business gets done in the VA long after the systems are implemented.

7.3 Timing: When to Conduct Alignment Activities

Alignment activities should begin before deployment and continue afterwards as part of the continuous improvement process, as best assessed by site leadership. During development, when the processes and the technology are not yet fully defined, it is challenging to understand the ideal way to align people and organizations because the “best” ways of doing business are still emerging. Only after some experience with the system can the business be redesigned with the full knowledge of the possibilities. However, some work must begin before “go-live,” in order to guide decisions that must be made regarding the adaptation of business and management processes to the functional requirements, and to serve as input to workforce transition strategies (e.g., training on new roles).

7.4 Roles and Responsibilities

It is anticipated that organizational alignment activities will be carried out by members of the project groups, SAM and IFAS, with support from the FLITE OCM Team and OCM contractor support services.

8. Site-Level Workforce Transition Strategy
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Figure 8-1. Site-Level Workforce Transition Strategy
This section outlines how VA will apply the five key OCM workstreams—Leadership, C&SE, Education and Training, Enterprise Organizational Alignment, and Site-Level Workforce Transition—to affected sites and geographic regions during the FLITE implementation phase. It summarizes the phases to prepare and transition the workforce, as well as to sustain the changes over the long term.

8.1 Overview

As a result of the FLITE Program’s phased approach to implementation, each site will see two implementations over a period of time. These activities are briefly described here; additional information about specific activities is available in the companion document, the FLITE Site Readiness and Deployment Plan.  
8.1.1 Initial Transition Activities
Initial work at each site includes mobilizing the Change Team and assessing the “change readiness” of the site. Activities include developing the scope, mission, and vision statement for the systems at the site and initiating team development processes.

One of the first tasks of any Project Team is to analyze the current situation and define the purpose and nature of intended changes for the SAM or IFAS system that will be implemented, then outlining a comprehensive change plan to align personnel, systems, and structure. The outcomes sought, and activities involved, are summarized in Table 8-1.
Table 8-1. Initial Workforce Transition Phases
	
	Mobilize the Change Team
	Assess Change Readiness

	Timing
	16–18 Months Before “Go-Live”
	10–16 Months Before “Go-Live”

	Outcomes Sought
	· Clarity of purpose and vision

· Establish and communicate team roles and responsibilities 

· Define the OCM approach and describe activities

· Obtain sponsor commitment
	· Understand target groups and needs

· Understand current environment (i.e., strengths and weaknesses)

· Understand level of sponsor commitment

· Identify barriers to change and help required

	Activities and Actions
	· Establish local Change Team

· Develop and confirm approach with Leadership Team (including members of Site FLITE Steering Committee)

· Build Project Team credibility

· Provide “OCM Boot Camp” training to Change Team

· Conduct Workforce Transition Planning events and other start-up events
	· Conduct stakeholder interviews

· Design readiness workshops

· Conduct a readiness assessment

· Assess current environment


8.1.2 Repeated Transition Activities
The activities repeated for each system implemented can be categorized into three major groups:

14. Design Change Activities. Develop Workforce Transition Plans to facilitate change towards the desired state.

15. Implement Change Activities. Build understanding and commitment to change, train staff, motivate staff to pursue new goals or outcomes, and establish new ways of working.

16. Sustain Changed Behavior. Institutionalize new behaviors, support cultural change and empowerment of the workforce, establish enduring continuous improvement processes, and build measurement processes to assess the extent to which change and learning have occurred.

The outcomes sought in these activities are summarized in Table 8-2.
Table 8-2. Repeated Workforce Transition Phases
	
	Design Change
Activities
	Implement Change
Activities
	Sustain Changed
Behavior

	Timing
	6–9 Months
Before “Go-Live”
	3 Months
Before “Go-Live”
	“Go-Live”
Plus 3 Months

	Outcomes Sought
	· Growing commitment from sponsor

· Agreed upon approaches for addressing major barriers

· Change activities widely communicated
	· Growing awareness of need for change

· New skills being acquired

· Management involvement in FLITE

· Learning shared within, across sites

· Recognition of successes
	· Measurable results

· Recognition of project success

· Continuing assistance to users

· Feedback and shared learning

· Process improvement in place

	Activities and Actions
	· Identify major change issues

· Develop Workforce Transition Plan

· Develop sponsor’s Action Plan
	· Promulgate new policies, processes, and procedures

· Maintain sponsor involvement

· Resolve major change issues

· Measure and report progress

· Institutionalize new role design and any new organizational structures
	· Performance Management

· Comprehensive Progress Assessment

· Assist users

· Lessons learned analysis

· Improvement planning

· Recognition and celebrations of success


Note that in addition to the activities described above, it may be necessary to repeat some initial activities, such as when new members join the Site Transition Team or if other circumstances appear to warrant it.

8.1.3 Assessment of OCM Activities and Continuous Improvement
It is vital that transition efforts be assessed and revised based on feedback from the local implementation sites. The onsite assessment process provides an opportunity to learn about issues or problems the site has experienced in the implementation of OCM activities, which should in turn lead to learning and modification of the approaches that are being used for future implementations. In addition, when it is clear that the current approaches have fulfilled their purposes and/or outlived their usefulness, the organization should “push the envelope” by moving forward with more advanced activities under each OCM element. These activities should be determined through an on-going assessment of emerging resources and risks, and a creative, collaborative process that engages everyone who has responsibility for transformation at the site.

Lessons Learned Events will be held that are geared toward evaluating the success of each implementation from an OCM perspective and capturing lessons learned. This activity will be combined with Lessons Learned activities performed by the Site Transition Team. Information is used in planning discussions for future releases.

8.2 FLITE OCM Team Transition Support Activities

The FLITE OCM Team will develop and execute a series of activities at the program level to benefit all sites; activities may include the following:

· Conduct diagnostic visits to clarify site objectives and needs.

· Deliver project management training for personnel who are to serve in leadership roles on SAM and IFAS Project Teams, but who have never had the training. This training will be based upon the standard VA courses and will cover cost, schedule, and risk management.

· Deliver change leadership training for members of the Site SAM and IFAS Implementation Teams, and optional for project managers. This training will be directed toward those who develop and lead the change effort at a site.

· Coordinate transition workshops to keep all sites informed about SAM and IFAS project progress, deployment schedules, and those preparations implementing sites need to make.

8.2.1 Metrics
The FLITE Director’s Office also will establish a series of OCM metrics that all sites can use to measure progress toward a particular implementation. These metrics are addressed in Section 9. Detailed instructions for measuring and reporting will be communicated by the PO in a separate document.

8.2.2 FLITE Program Change Readiness Assessment
The FLITE OCM Team will work with the sites to customize and administer a change readiness assessment survey. The FLITE OCM Team will advise contracted OCM Teams, as needed, in the administration of the survey and the analysis and interpretation of results. The survey results will be provided to site SAM and IFAS project managers and the Implementation Team. The results will help them prepare for FLITE implementation by identifying organizational “showstoppers” and other significant barriers to change, as well as those cultural elements that may facilitate implementation. The survey results will provide data around which a site-specific Workforce Transition Plan will be built. Periodic repeat surveys will provide the site with improvement measures relative to FLITE change progress.

8.2.3 Site Transition Team Training
The FLITE OCM Team will maintain close contact with the SAM and IFAS project managers and the lead for each Site Transition Team, offering OCM support services, as needed, and serving as a mechanism for the exchange of lessons and ideas between sites. These activities will be planned, designed, and deployed with a bias toward collaborating with, and involving, the sites so the sites can take ownership and see direct benefits.

8.3 Change Capabilities at Pilot Sites

In addition to the work to be done at all sites, Project Teams at SAM and IFAS pilot sites require additional capabilities to carry out their pilot project duties. Most of the additional capabilities required at a pilot site revolve around the development of tailored transition and C&SE strategies, and plans specific to each system.
9. Performance Measurement Evaluation and Feedback

9.1 Overview

Performance measures provide an ongoing mechanism for measuring the impact and progress of FLITE organizational change efforts. Used effectively, performance measures provide the FLITE Director’s Office and leadership with a dynamic mechanism to evaluate the effectiveness of VA efforts and to respond accordingly, thus improving VA’s ability to manage the transition to FLITE.

Specifically, change metrics used on the FLITE Program will help the FLITE Program Director do the following:

· Measure levels of awareness, understanding, and acceptance of the FLITE Program.

· Measure effectiveness of the OCM strategy and associated activities.

· Assign and promote clear accountability for progress.

· Enable early detection of needed changes to the OCM approach.

· Identify where and what kind of support is needed at implementing sites.

Note that the focus of this section is on change-related metrics. Other program-wide performance measures (e.g., resource utilization, risk mitigation, and earned value management [EVM]) will be identified, tracked, and managed by the FLITE Director’s Office.

9.2 Approach

The FLITE OCM Team will (1) determine FLITE goals relating to VA’s transition to FLITE,
(2) develop metrics and methods to measure progress towards those goals, (3) apply results to support better decision-making, and (4) provide progress reports to FLITE stakeholders.

Once FLITE objectives, program strategies, and program plans have been approved by VA leadership, performance measures can then be identified. The FLITE OCM Team will work closely with the FLITE director and leadership to determine exactly what will be measured, when, and how. The team will determine:

· What is currently being measured and whether any baselines have been established?
· Who will gather and report the metrics-related data at the program, project, and site levels?
· What is the frequency of metrics collection?

· What are the targets and acceptable ranges for each metric?

· What will be done with the information gathered?
9.2.1 Types of Metrics
Performance measures include both quantitative and qualitative elements. Table 9-1 reflects the types of measures that can be captured in either category. Applying both types of measures offers more credibility, increased opportunity for data interpretation, and a more thorough method for gauging perceptions, beliefs, and opinions.
Table 9-1. Sample Quantitative and Qualitative Change Measures
	Sample Quantitative Measures
	Sample Qualitative Measures

	· Overall progress against OCM plan and project timeline

· Numbers and types of written communications disseminated

· Numbers and types of two-way communications and meetings
· Number of sites and/or personnel successfully trained

· Number of classes planned versus delivered

· Number of modules implemented at sites VA-wide
· Number and frequency of Help Desk inquiries

· Status of training materials developed against planned

· Number of lessons learned, applied, and reused.
	· Feedback from focus groups about levels of awareness and understanding about FLITE 

· Feedback from participants about effectiveness of the FLITE Program issue and concern resolution process 

· Feedback on the degree to which personnel perceive they are being heard, involved, and engaged in the process

· Feedback on the perceived effectiveness and quality of training

· Feedback on the degree to which personnel perceive their leaders are committed to the project.


9.2.2 Criteria for Metrics
The FLITE OCM Team will apply the “SMART Test”’ to determine the quality of a particular performance metric. Each measure will be Specific (clear, focused, and concise to avoid misinterpretation; assumptions defined and easily interpreted); Measurable (can be quantified and compared to other data); Attainable (achievable under the conditions expected); Realistic (fits within the organization’s restraints and is cost-effective); and Timely (doable within the timeframe given).

9.3 Data Collection Methods

Data will be gathered in a variety of ways, including:

· Roll-up of data from site-level Organizational Transition Teams (e.g.,  workforce transition and training progress)

· Electronic surveys (e.g., FLITE website)

· Change readiness survey feedback

· Feedback from communications events and workshops

· Tracking and monitoring FLITE website activity

· Intranet-enabled and email questions and answers

· Stakeholder “pulse checks” through brief informal telephone assessments

· Informal surveys and discussions with representative stakeholders

· Regularly scheduled conference calls with FLITE change leaders (e.g., project groups and Site Transition Teams)

· Training delivery surveys

· Input from OCM-related WG members

The ultimate impact of FLITE will not be understood until after the transition is complete. For this reason, it is important to continually monitor perceptions and progress on a regular basis (i.e., quarterly) over time, until the full benefits of FLITE have been realized. The Leadership Team should expect some degree of resistance in the near term (and may make changes to address that resistance), but should see it wane over time.

9.4 Reporting

The format of the FLITE Change Metrics Reports will be discussed and agreed upon with the FLITE Program Director. Metrics are typically reported on a quarterly basis using a series of scorecards or performance reports. The FLITE Director’s Office will work to construct scorecards that are easy to read and capture information that is of the most value to the target audiences. At the end of each reporting cycle, scorecards will be distributed to key program stakeholders and sponsors, and posted on the FLITE Web and SharePoint sites.

Appendix A.   Burke-Litwin Model of Organizational
Performance and Change

Overview of Burke-Litwin Model

Burke-Litwin is an open system model that describes the linkages among the key factors that affect performance and determine how change occurs in an organization. According to the authors,
 transformational change occurs as a response to the external environment and directly affects organizational mission and strategy, the organization’s leadership, and culture. In turn, the transactional factors are affected—structure, systems, management practices, and climate. Figure A-1 depicts the Burke-Litwin Model.
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Figure A-1. Burke-Litwin Model of Organizational Performance and Change

With transformational variables, change is likely to be caused by the interaction with environmental forces; it will require entirely new behavior from organizational members. With transactional variables, change is likely to be caused by relatively short-term reciprocity among personnel and groups. These transformational and transactional factors together affect motivation, which, in turn, affects performance. Higher-level variables have greater weight in effecting organizational change, but a change in any variable will ultimately affect every other variable.

Table A-1 provides key questions to ask regarding the 12 variables, or dimensions, of the Burke-Litwin Model.

Table A-1. Dimensions of Burke-Litwin Model

	Dimensions
of Model
	Key Questions

	1. External Environment
	· What are the key external drivers?

· How are these likely to impact on the organization?

· Does the organization recognize these?

	2. Mission and Strategy
	· What does top management see as the organization’s mission and strategy?

· Is there a clear vision and mission statement?

· What are employees’ perceptions of these?

	3. Leadership
	· Who provides overall direction for the organization?

· Who are the role models?

· What is the style of leadership?

· What are the perspectives of employees?

	4. Organizational Culture
	· What are the overt and covert rules, values, customs, and principles that guide organizational behavior?

	5. Structure
	· How are functions and personnel arranged in specific areas and levels of responsibility?

· What are the key decision-making, communication, and control relationships?

	6. Systems
	· What are the organizations policies and procedures, including systems for reward and performance appraisal, management information, HR, and resource planning?

	7. Management Practices
	· How do managers use human and material resources to carry out the organization’s strategy?

· What is their style of management and how do they relate to subordinates?

	8. Work Unit Climate
	· What are the collective impressions, expectations, and feelings of staff?

· What is the nature of the relationships with work unit colleagues and those in other work units?

	9. Task and Individual Skills
	· What are the task requirements and individual skills/abilities/knowledge needed for task effectiveness?

· How appropriate is the organization’s “job-person” match?

	10. Individual Needs and Values
	· What do staff value in their work?

· What are the psychological factors that would enrich their jobs and increase job satisfaction?

	11. Motivation
	· Does staff feel motivated to take the action necessary to achieve the organization’s strategy?

· Of factors 1 through 10, which seem to impact motivation the most?

	12. Individual and Organizational Performance
	· What is the level of performance in terms of productivity, customer satisfaction, quality, and so on?

· Which factors are critical for motivation and therefore performance?


Appendix B.   FLITE Communications Plan

See the supplemental Word document titled FLITE OCM strategy_Appendix B_FLITE Communications Plan.

Appendix C.   FLITE Stakeholders

Table C-1. FLITE Stakeholders
	External
	Central Office
	Field
	General

	· Congress

· Appropriations and Authorizing Committee members and staffers

· House Committee on Veterans Affairs and Subcommittee on Oversight and Investigations

· Senate Committee on Veterans Affairs

· OMB
· Government Accountability Office (GAO)
· VSO
· American Legion

· American Veterans (AMVETS)
· Disabled American Veterans (DAV)
· Paralyzed Veterans of America

· Veterans of Foreign Wars (VFW)
	· VA Executive Leadership

· Secretary

· Deputy Secretary

· Assistant Secretary for Management

· Office of Finance

· Office of Business Oversight*

· SQAS, Austin, TX**

· Deputy Asst Secretary for Acquisition and Material Management

· Assistant Secretary for Information and Technology

· Deputy CIO for Development

· Corporate Franchise Datacenter (CFD) Austin, TX***

· Assistant Secretary for Congressional and Legislative Affairs

· Assistant Secretary for Public and Intergovernmental Affairs

· Assistant Secretary for Human Resources and Administration

· Administration Leadership

· Under Secretary for Health

· Under Secretary for Benefits

· Under Secretary for Memorial Affairs

· Administration CFOs

· Deputy Under Secretaries for VHA, VBA, NCA

· Administration CIOs

· Administration CLOs

· VHA Prosthetics and Clinical Logistics Office

· Operations/Field Directors

· Other VHA, VBA, NCA Assistant Secretaries

· VA IG
· General Counsel

· Financial Organizations:

· Finance, Budget, Payroll

· Office of Acquisition and Logistics

· Office of Major Construction

· VA Auditors
	· Field Operations Directors (all Administrations)

· Network Level (VHA)

· Director

· Deputy Director

· VISN CFOs

· VISN CLOs

· VISN CIOs

· Facility/Center Level (VHA)

· Director

· Associate Director

· Chief Fiscal Officer

· Chief of Acquisition and Materiel Management

· Chief Engineer

· Chief Biomedical Eng.

· Chief, Supply Processing and Distribution
· Regional Office Level (VBA)

· Director

· Budget Officer

· Logistics Staff

· NCA Memorial Service Network (MSN) Staff

· NCA Cemetery Director and Maintenance Supervisor

· NCA Logistics Director
· VA Medical Center, Milwaukee, WI****

· Administrative Staff, Managers, and Supervisors

· Administrative Loan and Accounting Center (ALAC)

· Financial Service Center (FSC)
	· FLITE- and Project-specific User Groups and SMEs (e.g., Functional Configuration Groups)
· Managers

· Employees

· Functional Users

· Casual Users

· Unions

· Recipients of FLITE output (e.g., Nurses and Ward Clerks)


Acronyms

	ALAC
	Administrative Loan and Accounting Center

	AMVETS
	American Veterans

	C&SE
	Communications and Stakeholder Engagement

	C&SE-WG
	Communications and Stakeholder Engagement Working Group

	CFD
	Corporate Franchise Datacenter

	CFO
	Chief Financial Officer

	CIO
	Chief Information Officer

	CLO
	Chief Logistics Officer

	COE
	Center of Excellence

	CONOPS
	Concept of Operations

	CoreFLS
	Core Financial and Logistics System

	COTS
	Commercial off-the Shelf

	CY
	Calendar Year

	DAV
	Disabled American Veterans

	ESC
	Executive Steering Committee

	EVM
	Earned Value Management

	FAQ
	Frequently Asked Question

	FLITE
	Financial and Logistics Integrated Technology Enterprise

	FMAC
	Financial Management Advisory Council

	FMLoB
	Financial Management Line of Business

	FSC
	Financial Service Center

	FSIO
	Financial Systems Integration Office

	FY
	Fiscal Year

	GAO
	Government Accountability Office

	GSA
	General Services Administration

	HR
	Human Resources

	IFAS
	Integrated Financial Accounting System

	IFCAP
	Integrated Funds Distribution, Control Point Activity, Accounting and Procurement Package

	IMS
	Integrated Master Schedule

	IT
	Information Technology

	IV&V
	Independent Verification and Validation

	MOE
	Measures of Effectiveness

	MOP
	Measures of Performance

	MSN
	Memorial Service Network

	NCA
	National Cemetery Administration

	OCM
	Organizational Change Management

	OIG
	Office of Inspector General

	OMB

PDO
	Office of Management and Budget

Program Director’s Office

	PMA
	President’s Management Agenda

	SAM
	Strategic Asset Management

	SEI
	Software Engineering Institute 

	SME
	subject matter expert

	SQAS
	Systems Quality Assurance Service

	VA
	Department of Veterans Affairs

	VA OIG
	Department of Veterans Affairs Office of Inspector General

	VACO
	Veterans Affairs Central Office

	VBA
	Veterans Benefits Administration

	VFW
	Veterans of Foreign Wars

	VHA
	Veterans Health Administration

	VISN
	Veteran Integrated Service Network

	VSO
	Veterans Service Organizations


Glossary

	Term
	Definition

	Change Control
	A formal process used to identify, document, approve or reject, and control software changes to project baselines. Often used interchangeably with “configuration control” or with “organizational change management.”

	Champion/Sponsor
	Usually a high-level leader or manager who provides oversight and support for a significant initiative, arguing its case to top leadership of the organization and harboring the initiative within his/her organizational area.

	Communication
	A process involving a sender and a receiver, in which the sender relays a message to a receiver, who receives it, decodes it, and in turn sends back some form of feedback regarding his/her interpretation of the message.

	Competency
	Observable and measurable human capabilities necessary to achieve specified outcomes or performance levels. These capabilities may be based on skills and knowledge, as well as personal attributes, motives and commitments. Competencies are demonstrated through defined behaviors. A competency assessment is a test or survey of employees to determine the proficiency level of the workforce with respect to certain knowledge, skills, and competencies.

	Curriculum 
	A system of learning activities and content specifications, along with the conceptual framework for linking the learning activities in a sequential and effective manner.

	Go-live
	Also known as a cut-over, this the specific point in time when the organization switches from its legacy system to the new IT system, and the system becomes operational.

	Leadership
	People at all levels in an organization who see the way forward and help to show others the way.

	Module
	In general, a module is defined as a relatively standard, self-contained, often interchangeable component of a system that is designed for easy assembly or flexible use. A module within the FLITE Program refers both to computer software, as well as to the logical grouping of processes and technologies related to the business function(s), that the software module is automating.

	Module Project
	A module project aims to successfully implement a module across the department by leading process redesign efforts, completing pilot implementation at a lead site, sharing information and tools from the pilot, and otherwise supporting implementation projects at remaining implementing sites.

	Organizational Change Management
	A suite of approaches, methodologies, and techniques based upon empirical research and managerial practice that, when implemented together, can reduce risks associated with major organizational change and increase the likelihood that the goals of change will be accomplished.

	Pilot
	Serving as a tentative model or guide for future development. In FLITE, the word pilot refers to a particular set of activities, usually to implement a specific FLITE component, designed and organized to serve as an experiment or prototype for future adoption by others who must conduct similar activities (e.g., pilot project).

	Process
	A set of tasks and work procedures that are organized in a particular manner and executed in a particular sequence, so as to produce a meaningful end result or service.

	Role
	A set of behaviors a person is expected to enact in relation to other people, organizations, or tasks. These relationships are typically defined in terms of specific responsibilities, accountabilities, or activities. A role is often suggested by, but is not the same as, a job title.

	Readiness for Change
	The extent to which key factors in the organizational context are supportive or conducive to moving forward with the proposed initiative.

	Site
	A geographic location where the system will be deployed; a physical location where employees will transition from legacy to new systems and require training.

	System
	A set of functionally interrelated social and technical tools, including computer software, hardware, and data transmission devices used to help perform manual or mechanical work. Systems are typically designed to facilitate the orderly, coordinated, and efficient completion of specific tasks and work procedures.

	Training Needs Assessment
	A systematic approach to determining the causes of performance gaps. It includes gathering data from a number of sources on performance problems, analyzing causes, and recommending training and non-training solutions to close performance gaps.

	Workstream
	A set of associated activities, focused around a particular scope that follow a path from initiation to completion.
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