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1.  TOC \o "1-3" \h \z \u Introduction

The purpose of the IFAS Rollout Plan is to provide a high-level overview of the IFAS deployment approach.  The Department of Veterans Affairs (VA) plans to deploy IFAS in multiple phases over a period of approximately four years.  This document describes each phase of deployment, including where and when the deployment will occur, the new systems and functionality being implemented, the systems being replaced, new interfaces, data conversion, and organizational change management (OCM) and training considerations.

2. Background
VA has a critical need for an integrated financial and logistics capability.  The Financial and Logistics Integrated Technology Enterprise (FLITE) Program is the initiative VA has undertaken to deliver such a capability.  The program has two primary components, a logistics and asset management component referred to as Strategic Asset Management (SAM), and a financial component referred to as Integrated Financial Accounting Systems (IFAS). 

The Integrated Financial Accounting System (IFAS) solution will be a fully integrated financial management system that will use commercial off the shelf (COTS) products to leverage financial management system best practices.  It will conform to the Financial System Integration Office (FSIO) tested requirements.  IFAS will be hosted by a financial management Shared Service Provider (SSP) or qualified private sector provider, in accordance with Office of Management and Budget (OMB) Financial Management Line of Business (FMLoB) guidance.

Through the IFAS project, VA intends to replace its current core financial system, Financial Management System (FMS), as well as a portion of the Integrated Fund Distribution, Control Point Activity, Accounting and Procurement (IFCAP) system, and integrate with SAM as well as many other legacy VA systems and subsystems.  This document describes the IFAS rollout plan.

3. IFAS Rollout Approach

VA plans to deploy IFAS in two separate tracks over approximately four years.  The first track will replace FMS with a new FSIO-tested, COTS financial management system called IFAS.  The second track will replace a portion of IFCAP with IFAS.  The FMS Replacement is divided into two phases: Pilot/Beta and National Deployment.  The IFCAP Replacement is divided into four phases: Development, Pilot, Beta, and National Deployment.  Figure 1 below illustrates the IFAS deployment timeline.
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Figure 1: IFAS Deployment Timeline

3.1 FMS Replacement

The first track of the IFAS rollout will be the replacement of FMS with a new FSIO-tested COTS financial management system.  The replacement of FMS will occur in two phases, Pilot/Beta and National Deployment, and is expected to take approximately two years to complete.  The following paragraphs describe each phase of the FMS replacement. 
3.1.1 FMS Replacement Pilot/Beta

The purpose of the Pilot/Beta phase is to validate the system and associated business processes in a production environment, to gain experience with production cutover, and to obtain acceptance from the user community. The Pilot/Beta will be implemented in a production environment and will continue to operate while IFAS is being deployed nationally.
The Pilot/Beta phase will last approximately 12 months and will occur in two stages.  Stage 1 will comprise initial system configuration and the deployment of IFAS for the Franchise Fund. Stage 2 will begin approximately three months after Stage 1 and will deploy full IFAS functionality to selected Veterans Health Administration (VHA), Veterans Benefits Administration (VBA), and National Cemetery Administration (NCA) sites.

3.1.1.1 Sites

Stage 1 will occur at the Financial Services Center (FSC) in Austin, Texas.  During Stage 2, IFAS will deploy to two VHA sites, two NCA sites, and two VBA sites. The specific sites for deployment will be determined in FY 2009.
3.1.1.2 Implementation/Operation

During the Pilot/Beta Stage 1, the contractor/SSP will create the system infrastructure, establish the system environments, and install the system software.  After confirming the functional and system requirements, the contractor will perform the initial system configuration and implement system functionality for the VA Franchise Fund.  During Stage 1, VA intends to implement the system modules necessary to address the following IFAS functional areas:

· Procure to Pay:  This key functional area includes business processes that are generally related to acquisition, procurement, and Accounts Payable.  For the FMS Replacement, this includes accounts payable and only the procurement functionality required for the Pilot site.  Most of the acquisition and procurement functionality will be implemented during the IFCAP Replacement.
· Acquire to Retire:  This key functional area includes business processes that are generally related to the acquisition, funding, management, and retirement of capitalized assets. 

· Order to Cash:  This key functional area includes business processes that are generally related to Accounts Receivable and the generation of revenue across the enterprise.  

· Record to Report:  This key functional area includes business processes that are generally related to transactions posted to the General Ledger or business processes that are related to the planning, budgeting, and reporting process (but not the generation of reports per se).  

The processes related to these functional areas are listed in Table 1.  
Table 1. IFAS Functionality Being Implemented During Pilot/Beta Stage 1

	Functional Area
	Process Name

	Procure to Pay
	Budget Distribution - Appropriated

	
	Vendor File

	
	Purchasing (2237)

	
	Purchase Card

	
	Miscellaneous Obligations (1358) 

	
	Receiving / Certification

	
	Revolving Fund (Formerly Supply Fund)

	
	Non-Obligation Payments

	
	Administrative and Loan Accounting Center (ALAC) Establish & Receive Collections on Receivables

	
	ALAC Accounts Payable

	
	ALAC Deposits – Funding Fee Only

	
	ALAC Deposits – Other

	
	Special Adaptive Housing 

	
	CWINRS

	
	Travel Request

	
	Travel Payment

	
	Permanent Change of Station (PCS)

	
	PCS Modification

	
	PCS Advance

	
	PCS Expense

	
	Agent Cashier Payments

	
	Canceled Checks

	Order to Cash
	Accounts Receivable Non-HealthCare

	
	Accounts Receivable HealthCare Interim

	
	Accounts Receivable HealthCare To Be

	
	Accounts Receivable Wait for Payment

	
	Debt Management Center (DMC) Education Benefits Offset 

	
	Agent Cashier Deposits

	
	Agent Cashier Debit Voucher

	
	Budget Distribution - Reimbursement

	
	Grants

	Acquire to Retire
	Fixed Asset Subsystem (Acquire)

	
	Fixed Asset Subsystem (Disposition) 

	
	Budget Distribution – Construction

	Record to Report
	General Ledger Beginning of Fiscal Year Cycle

	
	General Ledger Monthly Cycle

	
	General Ledger End of Fiscal Year Cycle

	
	Miscellaneous Journal Vouchers and Expenditure Transfers

	
	GL Only Corrections & Adjustments

	
	Accruals

	
	Suspense Fund 

	
	REPS


Additionally, the contractor will need to implement a consolidated financial reporting solution to enable VA to prepare standard financial reports using data from both IFAS and FMS.
The contractor will align all hosting support activities, in coordination with VA, as the deployment of sites occur. The contractor will provide all necessary services to support and host the IFAS solution, consistent with the goals and objectives of the FMLoB initiative. These services include infrastructure hosting and Operations and Maintenance (O&M). Hosting includes all of the services necessary to deliver the proposed approach from initiation through system cutover and all post-deployment production operations. O&M includes support for operations, maintenance, and security of the deployed system infrastructure.  

VA will provide level 1 functional and technical support for the users of IFAS.  The contractor will be responsible for providing this support during the initial phases of the project.  The contractor will provide the contact center and support staff required to provide level 2 and level 3 technical and functional support to the VA support organization, the IFAS project and the FLITE program.  While VA will be responsible for user provisioning, the contractor will support providing access to the system and environment to internal and external system and financial auditors
3.1.1.3 Systems Being Replaced

IFAS will replace FMS on a site-by-site basis, beginning with the Pilot/Beta Stage 1.  VA sites will continue to use FMS and IFCAP until IFAS has been fully deployed at their site.
3.1.1.4 Interfaces

The contractor/SSP will need to establish interfaces between IFAS and the systems listed below: 

· Automated Allotment and Control System (AACS)

· Budget Construction Obligation Outlay System (B-COOS)

· Board of Veteran Appeals (BVA)

· Burial Vault Payments (BVP)

· Consolidated Co-Payment Processing Center Lockbox (CCPC LB)

· Credit Card System (CCS)

· Central FEE (CENTRAL FEE)

· Civilian Health And Medical Program of the VA (CHAMPVA)

· Construction Management Information System (CMIS)

· Decision Support System (DSS)

· Electronic Contract Management System (eCMS)

· FedTraveler.com (FedTraveler)

· Financial Management System (FMS)

· Financial Reporting Data Warehouse (FRDW)

· Graphical Distribution of VA eXpenditures (GDX)

· Generic Code Sheet (GECS)

· Generic Translator (Gentran)

· GSA Advantage (GSA)

· Integrated Funds Distribution, Control Point Activity, Accounting and Procurement (IFCAP)*

· IFCAP Federal Receiving Report / Non-Federal Receiving Report (IFRR/INRR)

· Kathy Lee Frisbee Menu / Financial Clinical Data Mart (KLF/FCDM)

· Management Information Exchange (MINX)

· National Item File (NIF)

· Payroll and Accounting Integrated Data/OnLine Data Entry (PAID/OLDE)

· Strategic Asset Management (SAM)**

· Travel Management Center (TMC)

· Veterans Personal Finance System (VPFS)

· System named for the first letter of the 5 pilot sites - Waco, Indianapolis, Newark, Roanoke, Seattle (WINRS)

* This is a temporary interface between IFAS and IFCAP.  It will replace the existing interface between FMS and IFCAP until the IFCAP replacement is complete.

**An interface between IFAS and SAM will be established during the FMS Replacement phase to share vendor data.  The full integration of IFAS and SAM will be completed during the IFCAP Replacement track.
3.1.1.5 Data Conversion

Data cleansing and conversion will begin during Pilot Stage 1 and will continue throughout the deployment.  Data will be cleansed and converted on a site-by-site basis, as IFAS is being deployed. The following general types of data will be converted for each site:

· Open sub-ledger transactions at the time of migration for each organizational element (i.e., each medical center, cemetery, central office, et. al.)

· General ledger history for a number of periods at the time of migration. Unique conversion elements may include the following (which will require further analysis as part of the data conversion planning):

· LGY

· Construction

· Grants

· Manila site data

· San Juan site data

· Pershing Hall site data
3.1.1.6 OCM and Training
Training activities will begin during Pilot Stage 1 and will continue throughout the deployment.  The following specific training activities will be performed:

· Development of all training materials for all courses and functionality for Stage 1.

· Pilot of the course materials for Stage 1 and Stage 2.

· Assistance in scheduling the coaching.

· Delivery via a coaching model for Stage 1 for 25 VACO and 25 FSC users.

· Update of materials based on Stage 1 lessons learned.

· Assistance in scheduling the instructor-led training delivery.
· Delivery via instructor-led for Stage 2 for 20 VHA, 25 VBA, and 10 NCA users.

In the area of OCM, the contractor will need to coordinate with the FLITE program office.  Primary responsibilities will include support to the sites and the Program Management Office Support (PMOS) contractor by providing information for the development of communications, transition activities, and status reporting.

3.1.2 FMS Replacement National Deployment

The contractor/SSP will implement IFAS at all remaining FMS sites during National Deployment.  The implementation schedule will be determined at a later date, based on the availability of funding.

3.1.2.1 Sites

IFAS will be implemented at all remaining sites during National Deployment.

3.1.2.2 Implementation/Operation

The contractor/SSP will continue to implement the full IFAS functionality on a site-by-site basis.  

3.1.2.3 Systems Being Replaced

The contractor/SSP will continue to replace FMS with IFAS on a site-by-site basis.
3.1.2.4 Interfaces

· Capital Asset Management System (CAMS)

· Centralized Administrative Accounting Transaction System (CAATS)

· Centralized Property Tracking System (CPTS)

· Chapter 1606 (CH1606)

· Chapter 1607 (CH1607)

· Chapter 18 (CH18)

· Chapter 30 (CH30)

· Chapter 31 (CH31)

· Chapter 32 (CH32)

· Chapter 35 (CH35)

· Compensation Pension & Examination System (CPE)

· Countrywide Home Loans (CHL)

· Distribution Of Operational Resources (DOOR)

· Funding Fee Payment System (FFP)

· Insurance (INS)

· Office of Inspector General ePayroll (OIG/ePayroll)

· Prosthetics (Prosthetics)

· VA Loan Electronic Reporting Interface (VALERI)

· Veterans Services Network (VETSNET)

3.1.2.5 Data Conversion

As IFAS is being deployed nationally, the contractor/SSP will cleanse and convert FMS data for each of the remaining sites as IFAS is implemented. 
3.1.2.6 OCM and Training
The contractor/SSP will perform the following training activities during this phase:

· Minor updates to materials based on lessons learned from Stage 2 of the FMS Replacement Beta.

· Assistance in scheduling the instructor-led training delivery.

· Training delivery via instructor-led training for 225 FSC, 125 VACO, 35 HAC, 1500 VHA Field, 165 VBA Field and 22 NCA users.

3.1.3 FMS Replacement Rollout Summary

Table 2 summarizes the FMS rollout plan:

Table 2: FMS Replacement Rollout Plan

	PLANNING
(FY 2007 – 2008)
	PILOT
 (FY 2009)
	NATIONAL DEPLOYMENT
(FY 2010)

	
	Stage I
	Stage II 
	

	Sites

	Various
	Franchise Funds (Austin, TX)
	· 2 VHA

· 2 NCA

· 2 VBA
	Remaining sites

	Implement /Operate

	· Requirements analysis

· Architecture planning

· Establish PMO

· Services acquisition
	· Hosting

· Procure to Pay:

· Budget Distribution - Appropriated

· Vendor File

· Purchasing (2237)

· Purchase Card

· Miscellaneous Obligations (1358) 

· Receiving / Certification

· Issue Book

· Revolving Fund (Formerly Supply Fund)

· Non-Obligation Payments

· Administrative and Loan Accounting Center (ALAC) Establish & Receive Collections on Receivables

· ALAC Accounts Payable

· ALAC Deposits – Funding Fee Only

· ALAC Deposits – Other

· Special Adaptive Housing 

· CWINRS

· Travel Request

· Travel Payment

· Permanent Change of Station (PCS)

· PCS Modification

· PCS Advance

· PCS Expense

· Agent Cashier Payments

· Canceled Checks
· Order to Cash:

· Accounts Receivable Non-HealthCare

· Accounts Receivable HealthCare Interim

· Accounts Receivable HealthCare To Be

· Accounts Receivable Wait for Payment

· Debt Management Center (DMC) Education Benefits Offset 

· Agent Cashier Deposits

· Agent Cashier Debit Voucher

· Budget Distribution - Reimbursement

· Grants
· Acquire to Retire:

· Fixed Asset Subsystem (Acquire)

· Fixed Asset Subsystem (Disposition) 

· Budget Distribution – Construction
· Record to Report:

· General Ledger Beginning of Fiscal Year Cycle

· General Ledger Monthly Cycle

· General Ledger End of Fiscal Year Cycle

· Miscellaneous Journal Vouchers and Expenditure Transfers

· GL Only Corrections & Adjustments

· Accruals

· Suspense Fund 

· REPS

· Reports and Queries
	· Reports and Queries

· Operation and Maintenance


	· Minor updates

· Operation and Maintenance 



	Replace

	
	FMS


	
	

	Interfaces

	
	
	· AACS

· B-COOS

· BVA

· BVP

· CCPC LB

· CCS

· CENTRAL FEE

· CHAMPVA

· CMIS

· DSS

· eCMS

· FedTraveler

· FMS

· FRDW

· GDX

· GECS

· Gentran

· GSA

· IFCAP

· IFRR/INRR

· KLF/FCDM

· MINX

· NIF

· PAID/OLDE

· SAM

· TMC

· VPFS

· WINRS
	· CAMS

· CAATS

· CPTS

· CH1606

· CH1607

· CH18

· CH30

· CH31

· CH32

· CH35

· CPE

· CHL

· DOOR

· FFP

· INS

· OIG/ePayroll

· Prosthetics

· VALERI

· VETSNET



	Data Conversion

	Data cleansing for the Pilot sites
	Data conversion of FMS data for each site where deployment is occurring
	· Data conversion of FMS data for each site where deployment is occurring 

· Data cleansing for upcoming National Deployment sites
	· Data conversion of FMS data for each site where deployment is occurring



	OCM & Training

	· Stakeholder analysis

· OCM strategy and planning.

· Training needs
	· Conduct OCM activities

· Design, Develop and Conduct Training
	· Conduct OCM activities

· Update training content and conduct training
	· Conduct OCM activities

· Update training content and conduct training


3.2 IFCAP Replacement

The second track of the IFAS rollout will involve the replacement of a portion of IFCAP with IFAS purchasing functionality and the integration of IFAS with SAM.  Additionally, the Item Master will need to be integrated with IFAS.  The replacement of IFCAP is expected to take just over four years to complete and will occur in four phases: Development, Pilot, Beta, and National Deployment.  The following paragraphs describe each phase of the IFCAP replacement. 
3.2.1 IFCAP Replacement Development

The IFCAP Replacement Development will begin when the IFAS Pilot/Beta begins and will last approximately 18 months.  It will include the development and testing of the IFAS components that replace IFCAP, the integration between IFAS and SAM, and the replacement of the interfaces between IFCAP and the VistA applications with interfaces between IFAS and the VistA applications.  It also will include the cleansing and conversion of data at the Pilot sites.

IFAS and SAM will be integrated to support purchasing and fixed assets.  The following data is expected to be exchanged between IFAS and SAM:

· Vendor Data

· Item Data

· Inventory Data

· Purchase Request Data

· Purchase Order Data

· Purchase Card Data

· User and access control data

· Fund Control Point Data (Accounting String, Balance Queries)

· Internal Voucher / Standard Voucher Data

· Fixed Asset Data

3.2.1.1 Sites

The development of the system components required to replace IFCAP will occur at FSC in Austin, Texas, and VA sites in Milwaukee, Wisconsin.
3.2.1.2 Implementation/Operation

The sole purpose of this phase is to develop and test the IFAS components needed to replace IFCAP, the integration between IFAS and SAM, and the interfaces between IFAS and VistA. It is anticipated that no new IFAS functionality will be implemented (put into production) during this phase.
3.2.1.3 Systems Being Replaced

No systems will be replaced during this phase.
3.2.1.4 Interfaces

Although interfaces will be developed and tested during this phase, none of them will be put into production.
3.2.1.5 Data Conversion

Data cleansing and conversion activities of IFCAP data will begin during the IFCAP Replacement Development phase and continue throughout the deployment.  During the IFCAP Replacement Development, the implementation contractor will define the requirements for data conversion, develop cleansing and conversion processes, and test these processes.  

Data will be cleansed and converted on a site-by-site basis as IFAS is deployed.  The following general types of data will be converted for each site:

· Purchase Requests and Purchase Orders – All open procurement documents will be converted at the time of migration. 

· Purchase Card Data – IFCAP contains data about purchase cards including card numbers, authorized users, and limits.  Data for all active purchase cards will need to be converted at the time of migration.

· Vendor Data – Each site maintains ordering information for vendors from which they make purchases.  The IFCAP vendor information will need to be migrated and reconciled with the data from FMS which has been migrated to IFAS to capture the ordering information for each site.
3.2.1.6 OCM and Training

The specific training activities performed during this phase include:

· Updates to materials based on changes since the FMS Pilot/Beta.

· Training delivery via a coaching model for 25 VACO and 25 FSC users.

In the area of OCM, the contractor will have limited responsibilities.  Primary responsibilities will include support to the Sites and the PMOS contractor by providing information for the development of communications, transition activities, and status reporting.

3.2.2 IFCAP Replacement Pilot

The purpose of the IFCAP Replacement Pilot phase is to perform a final validation of the new system and associated business processes in a production environment and to begin introducing users to the new functionality. The Pilot will follow IFCAP Replacement Development and will occur in two stages.  The overall duration of the Pilot will be approximately six months.  During Stage 1, IFAS will replace IFCAP for the Franchise Fund at the FSC.  During Stage 2, IFAS will replace IFCAP at a VHA site, a VBA site, and an NCA site.

3.2.2.1 Sites

Stage 1 will occur at Franchise Fund sites in Austin, Texas.  Stage 2 will take place at three sites: a VHA site, a VBA site, and an NCA site. The specific sites for deployment will be determined in FY 2009.
3.2.2.2 Implementation/Operation

During the Pilot phase, the new IFAS functionality and interfaces developed during the previous stage will be put into production at a limited number of sites.  Users will begin using IFAS to perform processes previously performed in IFCAP, including 2237 purchase orders, purchase card purchases, miscellaneous obligations (1358), receiving, and issue books.
3.2.2.3 Systems Being Replaced

VA will begin to replace IFCAP with IFAS on a site-by-site basis.
3.2.2.4 Interfaces

· Accounts Receivable (AR)

· Beneficiary Travel (Beneficiary Travel)

· Controlled Substances (CS)

· Drug Accountability (DA)

· Electronic Data Interchange Purchase Orders (EDI /PO)

· Event Capture (Event Capture)

· Federal Procurement Data System (FPDS)

· Fee Basis (FEE)

· Generic Code Sheet (GECS)

· IFCAP Federal Receiving Report / Non-Federal Receiving Report (IFRR/INRR)

· Incomplete Record Tracing (IRT)

· Integrated Billing (IB)

· Library (Library)

· Mental Health (Mental Health)

· Pharmacy Benefits Management (PBM)

· Pharmacy Data Management (PDM)

· Procurement History Activity / Procurement History Modification (PHA/PHM)

· Prosthetics (Prosthetics)

· Request for Quotations (EDI / RFQ)
· SAM
3.2.2.5 Data Conversion

For the Pilot deployment, IFCAP data from the Pilots sites will be moved to the IFAS production system after the completion of system, integration, and user acceptance tests.  Procurements at the pilot sites will be done using the IFAS system and IFCAP will be used only for historical purposes.      

3.2.2.6 OCM and Training

The specific training activities performed during this phase include:

· Assistance in scheduling the instructor-led training delivery.

· Delivery via instructor-led training for Stage 1 for approximately 128 FSC, 2 ALC, 295 VBA, and 10 NCA users.

· Update of materials based on Stage 1 lessons learned.

· Assistance in scheduling the instructor-led training delivery.

· Delivery via instructor-led training for Stage 2 for approximately 300 VHA, 295 VBA, and 30 NCA users.

3.2.3 IFCAP Replacement Beta

The IFCAP Replacement Beta phase is designed to further hone the rollout capabilities by deploying the system to a limited number of sites that span the range of VA organizational environments.  The Beta phase will incorporate lessons learned from the Pilot phase, including any revised requirements, and will also produce a set of repeatable processes that can be employed to complete National Deployment.  During Beta, IFAS will replace IFCAP at two VHA sites, two NCA sites, and approximately 30 VBA sites.  This phase will last approximately six months.  

3.2.3.1 Sites

During IFCAP Beta, IFAS will deploy to two VHA sites, two NCA sites, and two VBA sites.  The specific sites for deployment will be determined in FY 2009.
3.2.3.2 Implementation/Operation

The contractor/SSP will replace IFCAP with IFAS at the sites specified in the previous paragraph.  It is expected that minor updates to the IFAS configuration may be needed during this phase.  The contractor/SSP also will continue to expand its operation and maintenance capabilities.
3.2.3.3 Systems Being Replaced

VA will continue to replace IFCAP with IFAS on a site-by-site basis.
3.2.3.4 Interfaces

No new interfaces will be implemented during this phase.
3.2.3.5 Data Conversion

For the Pilot deployment, IFCAP data from the Pilots sites will be moved to the IFAS production system after the completion of system, integration, and user acceptance tests.  Procurements at the beta sites will be done using the IFAS system and IFCAP will be used only for historical purposes.      

During the Beta deployment, the process of extracting, cleansing, converting, and loading the data will be scripted to a repeatable operation for the National Deployment.   This script will provide documented steps to convert IFCAP data from the remaining VA sites as well as procedures to handle any anomalies or variation from the scripted.  In addition, data storage and performance of the system will be reviewed at this point to ensure the data volume and the growth rate of the data is in line with the initial projection.      

3.2.3.6 OCM and Training

The specific training activities performed during this phase include:

· Minor update of materials based on the IFCAP Replacement Beta lessons learned.

· Assistance in scheduling the instructor-led training delivery.

· Delivery via instructor-led training for approximately 868 VHA users.

3.2.4 IFCAP Replacement National Deployment

The IFCAP National Deployment will last approximately 20 months.  After the completion of the IFCAP Beta, the contractor/SSP will replace IFCAP with IFAS at all remaining sites.  The rollout will generally follow the same site-by-site sequence used for the FMS replacement and will be coordinated with the SAM rollout.

3.2.4.1 Sites

All remaining VA sites will convert from IFCAP to IFAS during National Deployment.

3.2.4.2 Implementation/Operation

During this phase, the contractor/SSP will replace IFCAP with IFAS at the remaining VA sites.  It is expected that minor updates to the IFAS configuration may be needed during this phase.  The contractor/SSP also will continue to expand its operation and maintenance capabilities.
3.2.4.3 Systems Being Replaced

VA will continue to replace IFCAP with IFAS on a site-by-site basis.
3.2.4.4 Interfaces

No new interfaces will be implemented during this phase.
3.2.4.5 Data Conversion

As IFCAP is replaced nationally, the contractor will cleanse and convert the IFCAP data for each remaining site using the scripts developed during the beta phase.  

3.2.4.6 OCM and Training
The specific training activities performed during this phase include:

· Minor update of materials based on IFCAP Replacement Beta lessons learned.

· Assistance in scheduling the instructor-led training delivery.

· Delivery via instructor-led for approximately 1,530 VACO, 20 HAC, 63,000 VHA and 1,020 NCA users.

3.2.5 IFCAP Rollout Summary

Table 2 summarizes the IFCAP rollout plan:

Table 3: IFCAP Replacement Rollout Plan
	DEVELOPMENT

(FY 2009 – 2010)
	PILOT

 (FY 2010)
	BETA

(FY 2011)
	NATIONAL DEPLOYMENT

(FY 2011 - 2014)

	
	Stage I
	Stage II 
	
	

	Sites

	FSC (Austin, TX)
	Franchise Funds (Austin, TX)
	· 1 VHA

· 1 NCA

· 1 VBA
	· 2 VHA

· 2 NCA

· 30 VBA
	Remaining sites

	Implement /Operate

	· Requirements analysis

· Design

· Configure purchasing module
	· Procure to Pay:

· Purchasing (2237)

· Purchase Card

· Miscellaneous Obligations (1358) 

· Reports and Queries
	· Reports and Queries

· Operation and Maintenance
	· Minor updates

· Operation and Maintenance 
	· Minor updates

· Operation and Maintenance 

	Replace

	
	IFCAP


	
	
	

	Interfaces

	· Requirements analysis

· Interface design

· Interface development
	· AR

· Beneficiary Travel

· CS

· DA

· EDI /PO

· Event Capture

· FPDS

· FEE

· GECS

· IFRR/INRR

· IRT

· IB

· Library

· Mental Health

· PBM

· PDM

· PHA/PHM

· Prosthetics

· EDI / RFQ

· SAM
	
	
	

	Data Conversion

	Data cleansing for the Pilot sites
	Data conversion of IFCAP data for each site where deployment is occurring
	· Data conversion of IFCAP data for each site where deployment is occurring 

· Data cleansing for upcoming Beta sites
	· Data conversion of IFCAP data for each site where deployment is occurring

· Data cleansing for upcoming National Deployment sites
	Data conversion of IFCAP data for each site where deployment is occurring

	OCM & Training

	· Stakeholder analysis

· OCM strategy and planning.

· Training needs
· Design, Develop and Conduct Training
	· Conduct OCM activities

· Conduct training
	· Conduct OCM activities

· Update training content and conduct training
	· Conduct OCM activities

· Update training content and conduct training
	· Conduct OCM activities

· Update training content and conduct training
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