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FOREWORD

Millions of veterans rely on the Department of Veterans Affairs (VA) for a diverse variety of
services delivering health care, benefits, and burial programs. VA has an obligation to deliver
the highest quality service in support of these programs in a way that satisfies the American
public’'s commitment to honor veterans’ military service and to compensate them for their

sacrifices.

VA provides this quality service in an environment of tremendous technological change. Infor-
mation technology (IT) allows activities to take place that not too long ago were thought im-
possible: conducting full-service banking across the Internet; buying stocks without a

broker; going grocery shopping without leaving your place of residence; and obtaining
information without having to venture to a library, or Government office. Twenty years ago,
automated teller machines were a novelty; now, no one thinks twice about obtaining currency
from these robotic devices. Parallel to these amazing advances is another development—the
belief among a large amount of Americans that many transactions can take place

instantaneously.

Having the appropriate suite of IT is absolutely essential to satisfy these new expectations
of appropriate customer service, the needs of the veteran community the Department is
charged to serve, and the changing legislative requirements that guide VA's operations. Plan-
ning plays an essential role in making sure VA acquires and maintains the correct suite of IT.
Without proper planning, VA will not be able to function as a business. Guided by a vision that
VA will function as a unified Department, provide world-class service, and present ourselves
as "One VA" to our customers, this VA IT Strategic Plan was developed. This plan sets a
corporate direction for IT and provides a framework for IT decision-making in VA.

This VA IT Strategic Plan provides the strategy and priorities to guide the operational,
tactical, budgetary and capital planning for IT by the Department’s Administrations and Staff
Offices. The IT goals defined in the Plan provide the basis for assessing current and future
IT investments. The goals will enable the Department to address cross-cutting opportunities
and continue to make strides towards achieving the concept of “"One VA.”

A VA IT Strategic Plan requires a combination of top down direction, horizontal cooperation,
and data driven analyses. As the CIO Council and I endorse these IT goals, objectives,
strategies, and performance goals, we ask you to embrace this as our direction, ensuring that

both business and IT objectives are met.
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Harold racey, Jr.
Acting VA Chief Informatiop Officer
Principal Deputy Ass@n_ﬁ ecretary for Information and Technology
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Introduction

A VA INFORMATION TECHNOLOGY (IT) STRATEGIC PLAN

The VA IT Strategic Plan provides
the overarching strategy and priori-
ties to guide the capital, budget,
operational, and tactical planning for
IT by the Department’s Administra-
tions and Staff Offices. It also pro-
vides the foundation on which IT
will be applied to support the
Department’ s business operation.

.
£

ORGANIZATION AND
STRUCTURE

ThisVA IT Strategic Plan addresses
the period FY 2002 — 2006 and
defines the Department’sIT:
> Mission;
> Vision;
» Goals and Objectives for the
useof IT;
> Strategies for achieving objec-
tives;
> Performance Goals; and
» Process for IT investment deci-
sion-making;

The plan provides a situation assess-
ment, including areview of legida
tion, the current VA infrastructure,
IT forces, trends, and environmental
factors. It discusses how program
evaluations will be used to establish
or revise strategic goals. Details of
planned IT spending and perform-
ance measures for initiativesimple-
menting this plan will be provided in
the VA Capital Plan.

The VA IT Strategic Plan supports
the business goal's of the Depart-
ment, aswell as goals of each
Department Administration and Staff
Office. The following VA documents
areincorporated by reference into
this plan:

» VA Strategic Plan FY 2000-2005.

» OneVA: Vision of Information
Technology Enhanced Customer
Service (March 1999).

> |IT Basdline Report (December
1997).

> VA Technical Architecture:
Technical Reference Model and
Standards Profile (May 1999).

> Assessment of New Telecommu-
nications Technologies (March
1998).

> VA Capital Investment Methodol-
ogy Guide (March 2000).

o,
£

VA MISSION

First and foremost, thisVA IT Stra-
tegic Plan supports VA's mission
whichis:

". i
5.

To care for him who shall have
borne the battle, and for his
widow and orphan.

o,
£

Secretary s Vision and
Goals

The Secretary has raised the stan-
dard for accomplishing the VA
mission. He has directed the
Department to become “a more cus-
tomer-focused organization, func-
tioning as‘One VA’ and delivering
seamless service to our customers.”
VA will “benchmark the quality and
delivery of our service with the best
in business and use innovative
means and high technology to deliver
World-Class Customer Service.”
The Department will create

“partnerships with our customers
and stakeholders making them part
of the decision-making process.”
The department will cultivate a
“dedicated VA work force of highly
skilled employees who understand,
believein, and take pridein our
vitally important mission.” Projects
will only be undertaken in a manner
that maximizes the taxpayer’ sinvest-
ment.

To implement this vision, the follow-
ing VA Strategic Goals have been
established:

» VA Goal 1 - Restore the Capabil-
ity of Disabled Veteransto the
Greatest Extent Possible and
Improve Their Quality of Life and
That of Their Families.

> VA Goal 2—Ensure a Smooth
Transition for Veterans from
Active Military Serviceto Civil-
ian Life.

» VA Goal 3 —Honor and Serve
Veteransin Life and Memorialize
Them in Death for Their Sacri-
fices on Behalf of the
Nation.

> VA Goal 4 — Contribute to the
Public Health, Socioeconomic
Well Being, and History of the
Nation.

> VA Goal 5—Provide One VA
World-Class Service to Veterans
and Their Families Through the
Effective Management of People,
Technology, Processes, and Finan-
cial Resources.
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MAKING IT HAPPEN

Since the announcement of the
Department vision, the Secretary has
set a number of activitiesin motion.
They include:

» Updating and maintaining a busi-
ness plan that defines require-
mentsin terms of broad customer
service goals.

» Updating and maintaining a vision
to describe how information tech-
nology can be better utilized
across the Department to improve
customer service.

» Updating and maintaining an in-
formation technology strategic
plan that sets investment priori-
ties.

» Updating and maintaining an in-
formation systems architecture
that creates the conditions for
introducing new technol ogies that
are responsive to the Depart-
ment’ s business goals.

» Developing modern electronic
methods of customer-focused ac-
cess to information and services.

These efforts present unique man-
agement and coordination chal-
lenges. To ensure their success,
plans and requirements for each
must be complementary and linked.
It isessential VA has current infor-
mation about emerging technologies
and how best to apply new technolo-
giesin an integrated and unified
manner that supports"One VA." It is
equally important to ensure business
plans and operationsfit into the
vision. Since March 1997, VA has
had a team across the Department
working together on information
technology architecture. Sincethen
VA has made significant progress:

(a) A revised VA IT Architecture
Report and Integration Agenda was
published in August 1998. This
Report summarized architecture-
related progress and plans since the
formation of a Department-wide IT
Architects Team in March 1997.

(The Report met with the approval of
the three Administrations insofar as
their overall joint approach to satis-
fying Clinger-Cohen Act require-
ments for a Department-wide archi-
tecture.) The Report stated an
agenda for Department-wide technol-
ogy integration. The agenda's eight
recommendations constituted a gen-
eral approach to solving the most
critical integration issues facing the
Department as a whole.

(b) Some of the eight integration
agendaitemsin the August 1998
Report related to technology integra-
tion of particular concern to informa-
tion security, e.g. single logon,
remote access, and Public Key Infra-
structure (PKI). VA has undertaken
acapital investment to incorporate
these and other significant features
into a fully functional, robust Infor-
mation Security Program in the
Department. Thisplan to fully se-
cure our vital information assets will
be completein FY 2003.

(c) Apart from the eight integration
agendaitemsin the August 1998
Report, the Report addressed the
need to complete a Technical Refer-
ence Model (TRM) and Standards
Profile. In September 1998, a con-
tract was awarded for the devel op-
ment of the Mode and Profile. In
May 1999, the Technical Architec-
ture was published, which incorpo-
rated the IRM and Standards Profile.
The VA Technical Architecture pro-
vides project managers and system
designers the information they need
to formulate IT system and project
architectures and to evaluate how
well projects align with architectural
objectives and Departmental stan-
dards.

Plans are underway to remove infor-
mation and access "bottl enecks'
through a coordinated application of
technologies such as the Internet,
interactive video and voi ce response,
and electronic filing and processing
of application forms for benefits.
Thisvision of "bottleneck-free"
access means that VA will give vet-
erans more effective and broader
access to information and services.

VA prepared a document, One VA:
Vision of Information Technology
Enhanced Customer Service, that
focuses on making the VA appear as
one entity instead of several Admini-
strations for both the customer and
employee. ThelT Visionisex-
pressed as a set of 21 I T-enhanced
functional capabilities or concepts,
arranged into six categories and
described in Appendix A, with each
of them contributing in a coordinated
way to an environment of integrated
customer service,

°Q

Answering the” Three
Pesky Questions”

Should the government do it
at al?

If s0, in-house or contracted
out?

Isthe right government agency
doing it?

IT STRATEGIC
PLANNING

Resources do not exist to support all
possible IT opportunities. Similarly,
not all problemscall for IT asthe
solution. Top-down, Deparment-
wide strategic I'T planning is key to
ensuring investmentsin IT are effec-
tively targeted in direct support of
the Department’ s business priorities.
IT investments, especialy in thisera
of constrained federal resources,
must be treated as major business
decisions, made by senior executives
through a comprehensive and inte-
grated capital planning and budget-
ing process, using sound economic
analyses.

Strategic IT planning must include
setting long-term goals, identifying
performance goals, selecting the
portfolio of IT investments to support
those goals and continuously measur-
ing the performance of IT invest-
ments. It must be tightly coupled
with VA’s strategic planning and it
must be an intrinsic and integrated
part of the budget process.
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One of the key considerations during
the budget formulation phaseis
whether a function should continue
to be performed at all, and if so,
whether by the Federal Government
or the private sector (see Answering
the Three “ Pesky” Questions on the
previous page). Federal Government
functions should be examined and
reengineered before applying IT.
During the budget execution phase,
an intensified management control
process provides a means to ensure
performance goals are achieved, and
that IT projects are delivered on

time, within budget, and perform as
intended.

RELATIONSHIP TO OTHER
VA PLANS

IT strategic planning must be ap-
proached in context with other
Department planning processes.
These strategic, performance and
capital investment planning proc-
converge at key executive level
decision points and when informa-
tion must be reported to OMB and
Congress. At these points of conver-

Figure A

Conceptua Planning Timeine

gence, their referencesto I T strategic
goals and performance objectives,
high priority projects and budgets
must bein agreement. Thus, IT stra-
tegic planning merges with the plan-
ning cycle and adds valueto it. The
Conceptual Planning Timeling,"
Figure A shows a typical budget year
and how IT strategic planning would
relate to other strategic planning and
budgeting process at VA. (Details
about the process and Figure A are
given in Appendix B.)
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IT Environment

VA INFORMATION TECHNOLOGY

IT) STRATEGIC PLAN

VA’sIT infrastructure is becoming
increasingly complex. Aswe take
steps to function as "One VA," plan-
ning must be done collaboratively to
achieve the appropriate balance
between corporate and program spe-
cific requirements. To do that, VA
assesses its current environment and
targets a direction for the future.
Environmental facta's (including
legidation), new IT trends, and other
factors are continuously influencing
our efforts.

MEETING THE CHALLENGE

How do we do it? Review legid a-
tion. Understand our business
requirements. Manage VA'sIT
Infrastructure. Stay abreast of IT
trends. Know how other federal and
local government entities and world
class companies are dealing with
these factors. Identify, define and
examine the policy and technology
issues. Manage our strengths and
weaknesses. Perform in-process and
post-implementation reviews. Prac-

Figure B

ticing these management techniques
allows VA to meet the challengel

OVERSIGHT

Congress has passed five statutes
that are the groundwork for agencies
to establish an investment approach
for managing IT. The relationship of
VA'sdrategic IT planning goals and
objectives to each piece of legid a
tion isdepicted in Figure B, "VA IT
Goalsand Legidation - The Rdla
tionship." (The IT Goalswill bedis
cussed in further detail later.)

VA IT Goals and Legislation — The Relationship
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benefit of the weteran.
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VA IT Goald - Establish processes
to sapport sound capial decizion
making for IT.
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VA IT INFRASTRUCTURE

VA'’sapplication systems have
largely evolved independently to
meet the needs of each line of busi-
ness. A few corporate administrative
systems (e.g., those for finance, sup-
ply, and human resources) and the
corporate infrastructure for telecom-
muni cations serve the Department as
awhole. The accompanying data-
bases in aggregate are the historical
record of business transacted during
the past 20 years. New projects that
introduce new technologies, replace
aging infrastructure, or automate
new business methods represent
adjustments to this basdine.

The Veterans Health Administration
(VHA), which operates patient care
facilitiesin all 50 states, has the
largest IT budget within VA. Its
information systems provide support
for health care delivery at 172 hospi-
tals and over 500 other facilities
(outpatient clinics, nursing homes,
and domiciliaries). Thesefacilities
are managed throuch a network of 22
clustered facilities called Veterans
Integrated Service Networks
(VISNSs). Facilitieswithin aVISN
work together to provide efficient
accessible health care to veteransin
a specific geographic area.

Every VA hospital usesthe Veterans
Integrated Service Technology Archi-
tecture (VistA) and office automa-
tion. Outside of VistA, avariety of
other applications exist. These sup-
port medical imaging, supply man-
agement, decision support, medical
research, and education, to name just
afew. Nationally, several databases
servethe VA health care system asa
whole.

VHA isresearching innovative uses
of information technology to assist in
its mission of ddivering high quality
patient care. VHA isexploring
reengineering their systemsto
develop administrative systems for
managed care, clinical systems, and
upgrades to the current systems envi-
ronment. VHA isalsoworkingin
collaboration with the Department of
Defense (DoD) and the Indian

Health Service to establish a Govern-
ment Computer-Based Patient Rec-
ord.

The Veterans Benefits Administra-
tion (VBA) information systems are
integral to the process of administer-
ing compensation and pension, edu-
cation, loan guaranty, vocational
rehabilitation and insurance. Veter-
ans Affairs Central Office (VACO),
four area offices, and fifty-eight
regional offices use a combination of
mainframe and local systems. Main-
frame database applications, includ-
ing the Compensation and Pension
Payment System (C&P), process
claims for various types of benefits.
Local computing platforms connect
to the mainframes and host a variety
of additional applications. These
platforms are a combination of
recently deployed local area network
(LAN) and legacy technol ogy.

VBA'’sinformation infrastructure
has evolved over four decades. The
Honeywell network (originally
named Target and now called the
Benefits Delivery Network (BDN))
was implemented in the late 1970s.
The Honeywell network transitioned
aformerly batch claims process to
online transaction processing
(OLTP). Wang V'S systems were
introduced in the early 1980s to sup-
port office automation and certain
local applications, particularly loan
processing. VA deployed LANs and
workstations under Stage | of Mod-
ernization from 1993 to 1995, inte-
grating these with the existing base
of terminal and minicomputer
devices.

National Cemetery Administration
(NCA) systems administer burial
benefits for veterans and eligible
dependents. NCA manages over 100
cemeteries, provides markers for
veteran gravesites worldwide, pro-
vides flags for burial ceremonies,
and administers the State Cemetery
Grants program. Area officesin
Atlanta, Denver, and Philadel phia
are collocated with VBA regional
offices. Cemetery personnel use the
nearest VA hospital to obtain sup-
plies and administrative support. The

NCA Systems Integration Center in
Quantico, Virginiais responsible for
development and support of systems
and networks for NCA. Chief among
these NCA systemsisthe Burial
Operations Support System (BOSS)
which automates administrative
functions for interments.

Board of Veterans' Appeals (BVA)
information systems support the
adjudication of veterans benefit enti-
tlement claims presented for appel-
late review. These systems provide
office automation, appeals tracking,
and terminal access to remote sys-
tems. The Veterans' Appeals Control
and Locator System (VACOLYS) sup-
ports core appeal s tracking functions.
Besides linking to VACOLS, BVA
workstations are provided read-only
access to the BDN. VA regional
offices access BVA’ s main business
system, VACOLS, for read and write
access to appeal s records originating
from their individual facilities. Vet-
eran’ s Service Organizations (V SOs)
in the Lafayette Building have access
tothe BVA LAN and avariety of
research tools. These research tools
include CD-ROMs and databases on
disk containing historical informa-
tion (such as past Board decisions
and General Counsel opinions) and
research tools such as the Physi-
cian’ s Desk Reference and VBA's
Automated Reference Manuals
(ARMS) system.

For administrative processes such as
human resources, finance and sup-
ply, national systems serve the
Department as awhole. VA is ahead
of many other cabinet departments,
who only recently have attempted to
consolidate their administrative sys-
tems. VA operates asingle Financial
Management System (FMS), for core
financial management. Plansarein
place to expand capabilitiesin a suc-
cessor system—the Integrated Finan-
cial Management System. VA isre-
placing its core human resources and
payroll system for all employees with
HR-LINK$, which uses a commer-
cial off-the-shelf solution.
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IT TRENDS Operating Systems: » Telecommuting will come to be
viewed as a contributor toward
reducing air pollution in major

Several forces and trends conspire to » Thetrend toward newer operat-

affect I'T strategic decision-making.
The importance of considering those
trendsin planning is essential. Infar-
mation about several, significant
trends was gathered through research
of various documents including the
Price Waterhouse Technology Fore-
cast, the Gartner Group database,
Forrester Research and 2025
(Coates, Mahaffie, and Hines,
©1997, Coates & Jarratt, Inc.,
Greensboro, NC). For the VA IT
Strategic Plan, those trends are sum-
marized as follows.

Computing and
Communications Platfor ms:

» Servers are gaining features, such
as multiple processors and large
storage subsystems, that make
them increasingly competitive
with traditional mainframe sys-
tems.

ing systems (i.e., Windows 2000,
UNIX, Linux) haslarge
employee training and system
integration implications.

» Anoverdl IT strategy and
adherenceto an IT architecture
will be necessary to maintain
standards and to allow integra-
tion of systems throughout entire
organizations

Architectures:

» Proprietary network management
schemes will migrate to open net-
work management, plus there will
occur acultural shift, particularly
within Information System (1S)
departments.

» Proprietary systems will continue
to be present for many yearsto
come.

» Legacy systemswill continue to
run and be supported.

metropolitan areas. With this
comes the management challenge
to create palicies and procedures
associated with a workforce not
only diversein terms of back-
ground and experience, but alsoin
terms of their physical work loca-
tions. Security of data transported
in such an environment will likely
become of considerable import.

» Data manipulation capabilities on

desktop computers will continue
to expand, creating significant
authentication issues. Already,
technologies exist to createrealis
tic images of eventsthat never
actually occurred (e.g., inserting
the visage of an individual into a
scene to create the impression the
person was actually there).
Source validation for images

will become critical.

Enabling Technologies:
» As mainframe technol ogy evolves,

cost inefficiencies in supporting > Client/server will remain the

» Decision support systems will

legacy systems and |ower prices
for new mainframes—causing the
development of new mainframe
applications—will provide IT
directors with the justification for
both upgrading existing systems
and providing additional capecity.

> Networks will continue to evolve,
and the distinctions between
them will diminish such that any-
time, anyplace to anywhere com-
muni cation (person-to-person,
person-to-data, data-to-data, etc.)
will become aredlity.

» Thetrend toward smaller and
faster processorswill allow
manufacturers to create highly
specialized, targeted, and physi-
cally small systemsfor usein
specific areas, such as medical
care.

dominant architecture for new
applications for the foreseeable
future.

Computer Security:

» Today' strends toward open sys-

tems, client/server computing, and
the blending of computing with
communications are forcing man-
agement to focus on the tradeoff
in balancing adequate I T protec-
tion with end-user productivity
and the expenses of administra-
tion and auditing security across a
wide variety of computer and net-
working systems. Public Key
Infrastructure (PK1) encryption
pilots currently underway show
promise. Subsequent full imple-
mentations will give VA the abil-
ity to protect sensitive information
in transit over networks anywhere.

continue to be viewed favorably
by managersin enhancing organ-
izational decision-making capa-
bilities.

» Many decision support system

applications are being imple-
mented on data warehouses,
which effectively provide a snap-
shot of operational data.

» In the arena of devel opment tools

and languages, many new tools
have emerged, filling the need for
increased technology independ-
ence and flexibility in how appli-
cations are devel oped, regardless
of the platform.

» The quality and acceptance of

recognition technologiesin the
areas of image, speech, and hand-
writing continue to grow.

» Groupware, document imaging,

and document management tech-
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nologies are providing benefitsin
areas such as communication,
efficiency, and scheduling, all of
which improve the decision mak-
ing process.

» With the ever-growing demand
for increased bandwidth, com-
pression technology continues to
be important, enabling the wide-
spread use and transmission of
audio, video, and data (including
Internet real-time audio and
video).

» Smart card technologies will con-
tinueto evolve. In thefuture, it
is reasonable to expect that asin-
gle card, usable by veteransin
ATM-like devices, will contain
all their benefit and related health
care information.

» Virtual reality technology evolu-
tion, unlimited by issues of cul-
tural diversity, will providethe
capability for enhanced training
episodes and developing a highly
skilled information technol ogy
workforce.

Database Trends:

» Database architectureis being
revolutionized by cost reduction
in secondary storage prices.

» Future database storage prod-
ucts will include capabilities
such as write-and-never-delete
record keeping for most applica-
tions (not just banking),
allowing customers to access
the information they need and
place orders through easy-to-use
interfaces.

Applications:

» Commercial off-the-shelf soft-
wareisreplacing in-house
developed applications.

» With the move to off-the-shelf
software that is easily custom-

ized, organizations should be
able to streamline programming
personnel and lower costs for
new applications.

» The Internet is making possible
awide range of activities, includ-
ing accessing information, mes-
saging, streaming audio and
video, dectronic mail (E-mail),
and business transactions.

» Increased use of the Internet has
also highlighted the need for
enhanced eectronic publishing
and sophisticated search and
retrieval tools.

> A wide variety of new tools are
emerging that help locate infar-
mation on-line. These tools will
help standardize the way elec-
tronic documents are stored and
represented.

o,
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ENVIRONMENTAL
FACTORS

VA's Strategic Planning call
includes an Environmental Scan of
perceived strengths, weaknesses,
opportunities and challenges.
Because of the far-reaching impact
of IT, we know that plans to cope
with these environmental factors
have IT implications. Some issues
require new strategic planning
initiatives while others align with
existing planning initiatives.

Current Critical Issues:

> Integration of the organizations
to effectively manage and
improve their programs, func-
tions, and accountability.

» Augmentation of appropriations
with new funding sources, such
as sdlling services, treating non-
veterans, increased sharing, and
franchising.

> Prioritization of limited health
care resources to meet the health

care needs of the nation’ s veter-
ans.

> Allocation of resources for
hedlth care, benefit, and burial
services based on demographic
need.

> Integration of information sys-
tems throughout the Depart-
ment.

» Resolution of claims processing
timeliness and accuracy prob-
lems.

Possible Future I ssues:

» Consolidating veteran and mili-
tary related programs such as
compensation and medical care
will be considered.

» Developing a common VA/DoD
disability and rating system so
that veterans can
remain in the military while
their claims are being resolved.

» Collaborating with VA and
Social Security to explore
using each others medical find-
ingsto grant VA and Socia
Security benefits, where possi-
ble, to save time and money.

» Working in partnership with
DoD to create data interfaces
allowing VA to obtain veteran
information at or before thetime
of discharge.

Other Findings:

» Access to servicesis not equita-

ble for veteransin all locations.

» Customers now expect and de-

mand better service necessitating
achangein theway VA does
business, including provision of
electronic access to information.

» Theinfluence of Congress, vet-

€ran service organizations, and
otherswill often dictate what
changes VA will make.
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The Capital |nvestment Process

Sdect —  Control

Evaluate

Select — How do you know you have
sl ected the best projects?

Control — What are you doing to ensure
that the projects will deliver the bene-
fits projected?

Evaluate — Based on your evaluation,
did the system deliver what you ex-

pected?

Page 8

» Continuing constraints on
resources are requiring VA to set
prioritiesin how resources are
used

o,
°g

PROGRAM EVALUATIONS

Historically, throughout government,
reviews were conducted when prob-
lemsarose, after implementation of
asystem or initiative, or when
requested by Congress. Therewas
no process in place for halting efforts
overcome by events, such as chang-
ing customer needs. Proactive
efforts are underway now to perform
reviews throughout the life cycle of
projects.

Project evaluationswill assist in the
management of VA IT resources du-
ing the planning, budgeting, procure-
ment and managementin-use phases
of thelT lifecycle. In-process

reviews performed before the system
isfully operational ensure that the
investment is on schedule, within
budget and performing as planned.

Post-implementation reviews eval u-
ate the overall effectiveness of the
agency’ s capital planning and acqui-
sition process. They evaluate cus-
tomer satisfaction, strategic impact
and effectiveness, internal business
and innovations. Thereviews deter-
mine actual return on investment.
They confirm whether the asset per-
formed as planned and ensure con-
tinual improvement of VA’s capital
management process based on les-
sons learned.

In order to monitor project health,
scorecards that reflect actual versus
planned progress will be provided to
the CIO Council for action as
required.




IT Mission, Vision and Goals

VA INFORMATION TECHNOLOGY

IT) STRATEGIC PLAN

MISSION

VA’sIT mission isto support the
“One VA" concept of the Depart-
ment, using technology to unify the
Department in its dealing with the
public and pursuing technology
integration to improve information
management and sharing and uli-
mately improving customer service.

VISION

The Department of Veterans Affairs
(VA) has implemented a CIO Program.
The purpose of this program isto
ensure that information and technol ogy
resources are managed to maximize
benefits to the Department, and ac-
countahility to the Department's CIO
statutory requirements and the veterans

OBJECTIVES, STRATEGIES
AND PERFORMANCE GOALS

Strategies and performance goals
establish the basgline for measuring
thevalue of IT investments. The
measures will be defined within each
initiative. These measures are
quantifiable and will be used to

eval uate progress towards the long
term goals on an annual basis.

VA serves.

VA IT Strategic Planning Goals

Ensure proposed networ ks and technical infrastr ucture conform to established VA standards for
seamless technology integration, inter oper ability, and infor mation accessibility and usability.

IT Goal 1

VA ismoving toward an environment where systems will function together to provide world-class, “ One
VA” service and away from the era of “ stove-pipe’ project development. These new systemswil | provide
critical leveraging of scarce resources that will provide accurate and secure data to aid the Department in
supplying high quality services and benefits to the nation’ s veterans.

IT Goal 2 |Support Departmental strategic planning and performance goals.

VA has established certain goals and objectives critical to the long-term success of the Department.
Information technology is a key enabler for many of the goals and objectives in the Department Strategic
Plan. It isimportant that information technology, and the IT Strategic Plan, support Departmental strag-
gic planning and performance goals, and is consistent with the Department’ s Budget and Performance
Plan.

IT Goal 3 Promote and manage VA crosscutting initiatives for the benefit of the veteran.

Implicit in thefirst goal are efforts that cross the traditional organizational boundaries of the Department.
This further implies needed coordination and facilitation. TheDepartment’s Chief Information Officer has
responsibility for providing stewardship over the Department’ s IT resources. Part of this stewardship isto
provide needed coordination and facilitation for corporate I T projects—those projects that affect multiple
organizationsin VA—for the ultimate benefit of the veteran through increased and/or more responsive
SErvices.

IT Goal 4 |Establish processesto support sound capital decisionmaking for IT.

VA will expend nearly $1.5 billion in fiscal year 2001 to obtain information technology resources. It will
undertake a number of large-scale efforts to implement these resources into the business processes of the
Department—ultimately providing enhanced services and benefits to the veteran. The Clinger-Cohen Act
requires VA to establish processes for the selection, control, and evaluation of investmentsin capital
assets. It isessenti al these practices be extended to I T—a vital capital asset of the Department.

|
Page 9




IT Goal 1: Ensure proposed néet-
works and technical infrastructure
conform to established VA stan-
dards for seamless technology inte-
gration, interoperability and infar-
mation accessibility and usability.

Objective A: Develop aVeteran
Centered IT Architecture to promote
Department-wide interoperability
and data sharing.

Strategy: OI&T will define the
overal IT architecture framework
and technical standards to achieve
interoperability and integration
across the Department's systems,
and for solving technology problems
of Department-wide strategic impor-
tance. The VA IT architectureis
aimed at helping the sponsors and
project managers of IT systems
select design options and products
that promote Department-wide
interoperability and information
sharing. The business direction for
VA'sIT architecture will be set by
the Department's, and each compo-
nent organization's, strategic,
operational, and performance plans.

Per for mance Goal: By 2005, 100%
of VA systemswill conform to the
VA IT Architecture, improving ine-
gration and communication across
systems.

Objective B: Ensure VA informa-
tion assets are adequately protected
against unauthorized access, theft,
misuse, or loss.

Strategy: Under leadership of the
VA CIO, the Department will
undertake efforts to:

» Conduct an Department-wide IT
system risk assessment.

» Implement a Departmentwide I T
security incident response sys-
tem.

» Deploy, nationwide, a suite of
standard IT security packages.

» Evaluate issues associated with
remote access to VA systems.
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» Research emerging IT security
iSsues.

» Ingitutea VA Information
Security Awareness Program.

» Providetraining in IT security.

> Issuea VA IT security policy
framework.

» Certify and accredit VA IT sys-
tems, networks, operating sys-
tems, and major applications for
compliance with IT security
requirements.

» Develop aVA IT Security web
page.

» Augment the existing I T security
organization.

VA is making the necessary capital
investments to provide sufficient
resources to implement this strategy.
(Seethe VA Capital Plan for further
details.)

Per for mance Goal: Full Implemen-
tation of the Department-wide IT
Security Program by FY 2003.

IT Goal 2 - Support Departmental
strategic planning and performarce
goals.

Objective A: Make planning, budge-
ing, and evaluation mutually depend-
ent within the IT capital investment
process.

Strategy: The CIO Investment Pandl,
on behalf of the CIO Council, will
review, evaluate, and make recom-
mendations on IT investments that
meet IT capital investment criteria.
Mid-level procurements are reviewed
by the VA CIO. Minor projects are
the responsibility of VA Administra-
tions and Staff Offices. Reviewswill
assess conformity to VA budget and
IT plans. Feedback mechanisms will
be used to evaluat e budget resources
applied to IT projects. Resources for
this effort come from VA organiz-
tions using existing staffing levels.

Per for mance Goal: Ensure 100% of
IT decisions are consistent between
the VA Strategic Plan and budget,
and provide correlation between
planned versus actual IT spending.

Objective B: Recruit and maintain an
effective I T workforce that will posi-
tion VA to leverage developing tech-
nologies that will provide new and
enhanced servicesto veterans.

Strategy: The VA CIO, working with
Administrations and Staff Offices,
will:

> | dentify needed competencies to
support anticipated technological
additionsto VA’sIT architecture.

» Evaluate current staff competen-
cies.

» Determine methods for eliminat-
ing the staff performance require-

ment gap.

» Develop and implement an
ongoing staff IT training program.

» Implement incentives designed to
retain key I'T personndl.

> Review, regularly, the effective-
ness of IT training.

» Participate in a pilot study spon-
sored by OPM that will test and
evaluate the use of IT occupa-
tional competencies as a basis for
hiring and retention of IT persm-
nel.

Resource requirements will be
determined once gap analysisis com-
plete.

Per formance Goal: Providefor a
10% improvement in on-the-job sati s-
faction among staff by FY 2005 as
measured by surveys.

Per for mance Goal: Improvementsin
IT staff skills each year compared to
the preceding year, as measured by an
annual skills assessment.

Performance Goal: Annual
improvementsin the retention of




staff with critical IT skills, as meas-
ured against the preceding year.

Objective C: Create high-leverage
partnerships with Federal, state, and
private sector 1T leadership groups.

Strategy: VA will, under the leader-
ship of the CIO Council:

» ldentify and manage VA cross
cutting issues and opportunities
supporting collaboration and
resource sharing.

» Participatein interagency and
intergovernmental working
groups, panels, and seminars
designed to advance commort
interest areas in information tech-

nology.

» Enumerate opportunities for cal-
laboration with other government
agenciesfor joint leveragein
information technol ogy
investments.

» Reduce redundant information
technol ogy systems and data cd-
lections, both within VA and
between VA and other Federal
agencies, other governments, and
the public at large.

» Provideinformation to the public,
in an eectronic form, that is
organized by service desired
rather than by VA organization.

Resources will be drawn from exist-
ing staffing levels.

Performance Goal: Provide by the
end of fiscal year 2003, as provided
in the President’ s memorandum of
December 17, 1999, appropriate
online transactions for the processing
of services.

Performance Goal: In coordination
with GSA, and by December 2000,
issue VA’s portion of the 100,000
digital signature certificates for use
of public key technology in support
of the President’ s December 17,
1999, memorandum.

IT Goal 3— Promote and manage
VA cross-cutting initiatives for the
benefit of the veteran.

Objective A: Establish data stan-
dards for sharing and administration
of VA corporate information.

Strategy: VA, under the leadership

of the CIO Council, will standardize
data across the Department through

such means as:

» Authoritative Copy of Record for
customer ID data.

» Fully compatible, interoperable
e-mail within VA.

> Electronic imaging, indexed star-
age, and VA-wideretrieval on
demand of claims folders and
medical records.

» Widespread use of video-
conferencing.

» Workflow automation for process
integration and standardization.

» Complete data communications
connectivity and interoperability.

> Robust €l ectr onic interchange of
veteran personnel and medical
data with DoD.

» Routine eectronic data
exchange with other government
agencies.

> Automated customer income veri-
fication.

> Direct deposit of all customer
benefit payments.

» Paperless data exchange with
commercial partners.

Per for mance Goal: Coordinate one
project per year that will move the
Department toward the position out-
lined in the VA document: One VA
Vision of Information Technology
Enhanced Customer Service.

Objective B: Apply innovative tech-
nology to business functions and
service delivery.

Strategy: The CIO Council will
encourage initiatives to:

» Reengineer and simplify work
processes to reduce costs and
improve effectiveness, and make
maximum use of commercial off-
the-shelf technologies.

> Apply technology to VA business
processes, such as telephone-
based, One VA veteran service
representatives; expert system
utilization for determination of
potential benefits digibility; com-
mon customer service environ-
ment (CSE) graphical user inter-
face; and gateway-resident CSE
transaction broker and interface
engine.

» Usethe Internet to provide
e-mail between veterans and VA.

> Increase the amount of business
conducted el ectronically across the
Internet with the veteran, includ-
ing the provision and submission
of form-related data.

Perfor mance Goal: Costs of

operation are reduced by 10 percent,
or output isincreased by 10 percent
without a commensurate increase in
cost, for existing business functions.

Performance Goal: Service ddivery
times are decreased by 10 percent,
service delivery accuracy (“ right
product at theright time”) isim-
proved to 100%.

IT Goal 4— Establish processesto
support sound capital decision-
making for IT.

Objective A: Provide a portfolio of
capital IT investments that maxi-
mizesreturn at acceptable level of
risk and sets investment priorities.
Strategy: The CIO Council will:

» Evaluate I T capital investment
proposals.
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» Review the progress of
approved and funded capital
investmentsin IT.

Existing staff resources will be used
as apool from which to draw sub-
ject matter experts whose task will
be to assist the CIO Council in these
analyses.

Performance Goal: Positive Cost
Recovery and Return on
Investment.

Strategy: The CIO Council will
promote and facilitate the devel op-
ment and use of effective tools for
capital planning and investment
management by:

» Using the Information Technology
Investment Portfolio System
(I-TIPS) to track IT capital invet-
ments.
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» Promoting the use of I-TIPSto
track all capital investments
undertaken by the Department.

» Employing decision-support soft-
ware, such as Expert Choice, to
assist in theranking of IT capital
investment.

Per for mance Goal: Deployment of
the Information Technology Inves-
ment Portfolio System (I-TIPS) to
evaluate and track Department capi-
tal investments.

Objective B: Maintain an inte-
grated project team and process to
support sound capital decision mak-
ing.

Strategy: The CIO Council will
improve the linkage between IT
capital planning, the budget and
accounting processes by:

» Evaluating IT capital investments
quarterly, throughout their life

cycle.

» Making recommendations to the
CIO Council on remedial action
required for investments not
meeting costs, schedule, and per-
formance requirements.

Existing staff resources will be used
to accomplish this objective.

Per for mance Goal: Ensure 100%
of those IT investments that exceed
cost or schedule goals by 10% or
more will be brought to the attention
of the CIO Council for apprapriate
resolution.




IT Strategic Priorities
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IT strategic priorities are those ini-
tiatives that support core/priority
mission functions, aligning activities,
processes and resources to support
mission-related performance goals.
For thisIT Strategic Plan, strategic
prioritiesinclude mission critical or
cross-cutting initiatives. Mission
critical initiatives are those initia-
tivesthat contribute to the achieve-
ment of Department strategic
(business) goals and objectives.

IT initiatives that address cross-
cutting issues can be defined in three
ways:

> Issuesthat every VA office or pro-
gram must address in the course
of managing information technd-

ogy.

» Those issues that are interdepend-
ent, involve relationships among
organizations and require a cog-
erative solution.

» Specific problems or opportunities
that currently need to be ad-
dressed at the Department level,
as opposed to abstractions or
classes of problems. These issues
stem from the“ One VA" concept

Examples of cross-cutting issues that
conform to this definition include,

but are not limited to: data sharing,
transfer of technology, and best prac-
tices within and outside the Depart-
ment.

o,
°Q

VA MiISSION CRITICAL
INITIATIVES

Thereare 10 initiatives critical to
VA’smission and the efficient
operation of VA business needs.
They include existing operations
initiatives, aswell asinitiativesin
progress, are described in the table
bel ow.

VA Mission Critical Initiatives

Burial

BOSS provides benefit delivery automation support to NCA facilities nationwide to automate all of the manual, paper-

Operations
Support (BOSS)

intensive record keeping, information and forms processing associated with interments. BOSSintegrates NCA processing
with VBA and VA IRM systems throughout the country.

Compensation and
Pension (C&P)

Thisreplacement for the C& P system that resides on legacy hardware and software will provide greater accessto
claimant informetion through a state-of-the-art automated environment.

Benefits
Replacement
System
Electronic This set of Office of Acquisition and Materiel Management initiatives provides VA with an “ out-of-the-box” contracting
and procurement solution, as well as a web-based business opportunity system for companies wishing to do business with
Commerce VA
Government Theproject isajoint effort of the Department of Veterans Affairs, the DoD, and the Indian Health Service. The GCPR

Computer-Based
Patient Record

project includes: a common information model that provides a basis for understanding and interpreting disparate inforna-
tion and ingtitutional legacy systems; atechnological suite providing an open and scalable architecture; and a unifying

System (GCPR) image of virtual longitudinal patient records across geographically dispersed hubs and nodes.
HR-LINK$ isin the process of implementation. HR-LINK$ will be VA’ sintegrated human resources and payroll system.
HR-LINK$ It will encompass personnel and payroll transactions, related accounting for payroll, and personnel statistical information.
HR-LINK$ isacommercia off-the-shelf product—the federalized PeopleSoft Human Resources Management and Payroll
System.
Information The VA Information Security Program provides the actions and funding necessary to ensure adequate security for VA's
Security information systems and data.
Program
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Integrated IFMSwill replace our existing core financial management system and selected other applications that collect and feed
Financial financial information to the core system with an integrated, Department-wide commercial off-the-shelf core financial and
M anagement logigtics system.
System (IFMS)
Thisisapilot for aproject to create an eectronic work environment for VBA's (C&P) veterans claims processing. This
Virtual VBA dectronic environment—Virtual VBA—will scan all original veterans benefits claimsinto an imaging system creating an
dectronic folder. By having C& P electronic folders accessible throughout the claims and appeals process, thisinitiative
will directly improve the quality of serviceto the 2.7 million veterans who rely on C& P to deliver benefits and services.
Veterans H_ealth VigtA isVHA’s main health careinformation system. It encompasses the Decentralized Hospital Computer Program
Information (DHCP), aswell asthe complete information environment at VA medical facilities, providing clinical and administrative
Systems and applications, workstations, and personal computers with graphic user interfaces.
Technology
Architecture (VistA)
Voice, Videoand [ Thisproject will moveall long distance voice services and video transport services from an expiring contract vehicle (FTS
Data 2000) and will also move al wide area network services from an expiring contract vehicle (IDCU—Integrated Data Can-
Communications [ munications Utility) to anew contract—FTS 2001.
Transition
Program

Relationship between VA Mission Critical Systems and IT Goals and Objectives

Goal

Objectives

Supporting Program

1. Ensure proposed networks and technical
infrastructure conform to established VA
standardsfor seamlesstechnology integra-
tion, interoper ability and information
accessibility and usability.

A. Develop aVeteran Centered IT Architecture
to promote Department-wide interoperability
and data sharing.

VistA

Voice, Video and Data Communications
Transition Program

B. Ensure VA information assets are ade-
quately protected against unauthorized access,
theft, misuse, or loss.

Information Security Program

2. Support departmental strategic planning
and performance goals.

A. Make planning, budgeting, and evaluation
mutually dependent within the IT capital
investment process.

Integrated Financial Management System

B. Recruit and maintain an effective | T HR-LINK$
workforcethat will position VA to leverage

devel oping technologies that will provide new

and enhanced servicesto veterans.

C. Create high-leverage partnerships with GCPR

Federal, state, and private sector I T leadership
groups.

3. Promote and manage VA cross-cutting
initiativesfor the benefit of the veteran.

A. Egtablish data standards for sharing and
administration of VA corporate information.

Electronic Commerce

B. Apply innovative technology to business
functions and service delivery.

C&P Benefits Replacement Program
Virtual VBA

BOSS

4. Establish processesto support sound
capital decision-making for I T.

A. Provideaportfolio of capital IT investments
that maximizesreturn at an acceptable level of
risk and setsinvestment priorities.

(Support for this objective comes not from a
specific project but rather Ol& T’ s management
of capital investment review for IT proposals.)

B. Maintain an integrated project team and
process to support sound capital decision
making.

(Support for this objective comes not from a
specific project but rather Ol& T’ s management
of capital investment review for IT proposals.)
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CROSS-CUTTING
OPPORTUNITIES

The Department’ s cross-cutting
issues and opportunities are specific
and actionable. One or moreIT
initiativeswill likely arise from each
of them. VA isalready undertaking
some initiatives in these areas.

» Provide an infrastructure that will
allow veterans to conduct busi-
nesses with VA dectronically, to
access and/or update personal
information and to process trans-
actions and provide a unified and
consistent view of thisinforma-
tion.

- Internet home page

- VA Corporate Information
Repository

- 800 telephone services

- Kiosks

- PKI

- Common Customer Service
Environment (CSE) Graphical

User Interface

- Expert system for determination
of potential benefits digibility

» Provide for employee and manage-

rial self-servicing.

- Direct access by employees to
their records in human
resources systems

- E-mail and office automation
tools that improve productivity
individually or collaborative

» Provide for an infrastructure that

will alow for internal (VA-wide)
sharing of information.

-Master Veteran Record (MVR)

- Integrated Department-wide
e-mail system

-VA Web site

- Intranet

- Electronic record-keeping
- Video-conferencing

- Gateway-resident CSE transac-
tion broker and interface engine

- Workflow automation for process
integration and standardization

» Coordinate and manage the flov

of automated information between
VA and other government and
non-government agencies to set
Cross-agency priorities.

- DoD initiatives (DD-214,
transfer of medical records,
discharge physical)

- Social Security matching

- Department of Treasury inter-
faces

- State and local governments
(video-conferencing, optical
imaging, telemedicine)

-National Veteran Service Organi-
zations (video-conferencing),
private hospitals (video
conferencing, optical imaging,
telemedicine)

- State welfare agencies

» Create an eectronic commerce
technol ogies program to accelerate
elimination of paper transactions.

- Electronic funds trandfer and
Electronic Data Interchange
(EDI)

-SMART cards

- Purchase cards

- Electronic benefits applications
» Ensurethat VA coresystems and

their serviceswill not be dis-

rupted.

- Risk Assessments

- Contingency planning

- Security planning

» Ensure access to service record
and digibility data, to include:

- Enrollment

- Beneficiary Identification and
Record Locator System (BIRLS)

- Authoritative Copy of Record for
customer ID data

- Electronic imaging, indexed
storage, and VA-wide retrieval
on demand of claim folders

» Ensure state-of-the-art wide area
network capacity and servicesto
meet existing and future business
needs.

» Consolidate and integrate busi-
NESS Processes across organi za-
tions through the use of informa-
tion technol ogy.
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Appendix A— ONE VA VISION OF INFORMATION TECHNOLOGY ENHANCED

CUSTOMER SERVICE —IT ENHANCED FUNCTIONAL CAPABILITIES

A VA INFORMATION TECHNOLOGY (IT) STRATEGIC PLAN

IT ENHANCED FUNCTIONAL
CAPABILITIES

Customer Service

1. Telephone-based, One VA Veteran
Service Representatives (VSRS).
Accessed through national and regional
automated call distribution systems,
well-trained Veteran Service Representa-
tives (VSRs) operating in regional
customer service centers provide first-
level, tlephone-based servicesto
veterans and their familiesthat span all
VA lines of business.

2. Common CSE Graphical User
Interface. Aspart of VA’sautomated
Customer Service Environment (CSE),
V SRs use acommon, graphical user
interface (GUI) astheir dominant tool
for gaining accessto the informatian
they need from a host of production
systemsin order to providereal-time,
first-level customer response.

3. Gateway-resident CSE Transaction
Broker and Interface Engine. As part of
the VA CSE, a gateway-resident
transaction broker and interface engine
mediates real -time queries and real-time
or delayed updates (initiated from the
common CSE GUI) of therelevant VA
production databases or replications of
them.

4. Expert System for Determination of
Potential Benefits Eligibility. VSRsand
claims adjudicators use an automated
digibility determination expert system to
help them determine a customer’s

of their own e-mail
addresses.

Customer Self-service

6. Telephone-based Sdlf-service.
Customersand VSOs can call asingle
toll-free number to gain accessto arange
of telephone-based sdlf-service transac-
tions enabled by VA’ s automated
Customer Service Environment (CSE),
24 hours aday, 7 days aweek.

7. Internet-based Self-service. Custom-
ersor VSOs can use a personal computer
from home, from a public building, or
from a VSO office and, with verifiable
identification, gain accessto VA sdf-
service transactions through the Internet
that are supported by the CSE, 24 hours
aday, 7 days aweek.

8. Dynamic Fact-Based Approach and
Digital Certificates for Authentication
of Sdlf-service Users. Identification and
authentication of veterans requesting
access to veteran-confidential self-
service transactionsis accomplished for
both telephone and Internet access
through a dynamic fact-based approach,
and supplemented with digital certificate
technology for Internet access.

Internal Data Sharing and
Exchange

9. Authoritative Copy of Record for
Customer ID Data. A singleVA
production system maintainsthe
authoritative copy of record of all
veteran identification and basic digibil-
ity determination datathat is needed by
multiplelines of business. A software
modulein the CSE automatically

11. Electronic Imaging, Indexed
Sorage and VA-wide Retrieval On
Demand of Claims Folders and
Medical Records. For all active health
care patients and benefits claimants, VA
routinely creates scanned images of any
hardcopy medical recordsand all
documents that support their claimsand
heslth care, indexing and storing them
for fast eectronic dissemination and
retrieval on demand by authorized VA
professionals, VSOs, or customers.

12. Widespread Use of Video-
Conferencing. Every VA facility is
equipped with interoperable and
compatible, conference style and/or
desktop video-conferencing technol ogy,
making substantial use of thistechnal-
ogy for geographically remote clinical
consultations and patient examinations
(telemedicine), and to conduct meetings
and hearings related to claims adjudica-

tion and appeal.

13. Workflow Automation for Process
Integration and Standardization. VA
uses network-based, interoperable, and
compatible workflow automation
software to manage the interdependent
activities of standard, high volume,
customer service processes (e.g., clams
and appeal s processing, common clinical
procedures).

14. Complete Data Communications
Connectivity and Interoperability. The
VA datacommunications infrastructure
of itsWAN and all LANs enables
complete VA-wide connectivity and
interoperability, providing seamless
transport of all types of dataamong all
its processing platforms.

potential digibility for any or all VA
benefits and services. The system
automatically matches the customer's
profile with the statutory digibility rules
of each benefit program or service.

5. Internet E-mail between Customers
and VA. VA providesits customersthe
opportunity to communicate with VSRs
and functional specialists, including
primary health care providers, through
Internet-based e ectronic mail. Func-
tional specialists control the distribution

enaures that the authoritative copy of
record and all full or partial copiesof it
that are maintained by other VA systems
arekept in sync.

10. Fully Compatible, Interoperable
E-mail within VA. All organizations of
VA and its partners can readily send and
receive secure eectronic mail to/from
each other, including attachments of
compound documents containing any
type of data.

External Data Sharing and
Exchange - Federal Govern-
ment

15. Robust Electronic Exchange of
Veteran Personnel and Medical Data
with DoD. VA dectronically acquires
from DoD, both on demand and through
rule-based dissemination a) the fully
automated medical records of all
veterans who become patientsin the VA

.
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health care system, records that conform
toa standard format used by DoD and
VA, and b) all personnel data about
veterans and their dependentsthat is
pertinent to qualifying and servicing
them as VA customers.

16. Routine Electronic Data Exchange
with Other Government Agencies. VA
professional s conduct interactive
sessions with other government agency
serverstoassist individua customersin
real time, and VA serversroutindy
communicate with servers of other
government agencies, interchanging
large data files to make automated
adjustments to veteran data maintained
by VA’ s benefit ddivery systems.

17. Automated Customer Income
Verification. Manual income verifica-
tion processes are replaced with inter-

agency sharing of veterans income data

and benefit adjustments are automati-
cally and retroactively applied.

External Data Sharing and
Exchange - Non-Federal Govern-
ment

18. Direct Deposit of All Customer
Benefit Payments. VA uses electronic
fundstransfer technology to directly
deposit monetary entitlementsinto the
bank accounts of every qualifying
veteran and veteran’ s dependents.

19. Paperless Data Exchange with
Commercial Partners. Initsbusiness
dealingswith all commercial partners
who provide benefits and servicesto VA

customerson VA'sbehalf, VA exchanges

al data eectronically.

Customer Outreach and Feedback

20. WWW or Customer Outreach. VA
uses the World Wide Web (WWW) as
one method of information dissemination
tothe general veteran population.

21. Built-in Customer Feedback
Mechanisms. VA’ s automated Customer
Service Environment (CSE) has built-in
customer feedback mechanisms that
veterans and V SO representatives use to
expresstheir likes and didikes about the
actual delivery of benefits and services
aswell asthe assistance they received
from VA to obtain them. The data
collected isfed to acustomer complaint
tracking and follow-up system.
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Appendix B —Planning Timeline

A VA INFORMATION TECHNOLOGY (IT) STRATEGIC PLAN

OCTOBER

The Office of Planning and
AnalysisIssues Call for VA Stra-
tegic Plans. Thiscall for 5-year
plans signals the beginning of the
planning cycle.

DECEMBER

The CIO Investment Panel Con-
firms VA Strategic Plan. The
Government Performance and
Results Act (GPRA) for the first
time puts into law the means for
developing strategic plans and link-
ing them to resource requests. VA’s
Strategic Plan will be confirmed or
updated each December. IT isakey
component, some would say an
inseparable component, of all VA
programs and of management’s
long-term vision concerning how to
improve these programs. The focus
of thisVA IT Strategic Plan ison
what needs to be done to accom-
plish VA’ s mission and meet cus-
tomer expectations, while leaving
program execution decisions up to
theindividual program offices.

JANUARY

The CIO Investment Panel De-
velops I T Strategic Plan. Though
the IT Strategic Plan coversafive
year period, it will need to be
reviewed for applicability each
year. The IT Strategic Plan defines
the Department’s IT mission, goals,
and objectives; cross-cutting oppor-
tunities that require a collaborative
solution; and a process for IT
investment decision-making. It pro-
vides a situation assessment,
including areview of legidation, IT
forces, and the current VA infra-
structure. The result of this process
isaDepartment level IT Portfolio
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of strategic technology investments
sponsored by the CIO Council and
subsequently approved by the
Department’ s Capital Investment
Board (CIB). Performance gapsin
the existing portfalio giveriseto
new strategic and cross-cutting
opportunities.

FEBRUARY

The Office of Financial Manage-
ment and the Office of I nfor ma-
tion and Technology Issue Call
for Capital Plan Applications.
This planning call defines the capi-
tal planning process, timetable, and
information that must be submitted
for each affected project. Projects
that do not meet review thresholds
and other criteriawill be part of
capital planning; however, they will
not require CIB examination.

Those projects that meet threshold
and other criteriawill go forward
to the CIB. Project sponsors will
be required to complete IT Appli-
cations.

These data collection instruments
ask for concise narrative statements
describing each project, its objec-
tives, expected benefits, risk man-
agement strategies and budget
information. Completed Applica-
tions for each project must contain
sufficient information for subse-
quent portfolio analysis steps.
Though what is reported to OMB
and Congress will be summarized,
this backup material can be used to
answer more detailed follow up
questions. The Applications contain
cost and performance specificsin
support of the VA’ s Budget and
Performance Plans.

The Office of Policy and Analysis
Sends a Draft of the Strategic

Plan to OMB. The Strategic Plan
will include a comprehensive mis-
sion statement; long-term goals for
the Department and how they will
be achieved; description of there a-
tionship between annual perform-
ance goalsin the Annual Perfom-
ance Plan and the long-term goals
in the Strategic Plan; and identifi-
cation of external factorsthat could
affect achievement of long-term
goals.

APRIL

The Office of Financial Manage-
ment | ssues Callsfor Budget and
Performance Plans. These calls
areissued by the Office of Budget
and ask for detailed fiscal and per-
formance information about prg-
€ects requiring appropriations from
Congress. The budget will also
provide the financial blueprint for
all Department projects. Informa-
tion is provided for all VA efforts,
including capital projects. To
maintain consistency, data provided
for the budget and performance
plan should match data being sub-
mitted in IT Applications.

The Office of Policy and Analysis
Sends Strategic Plan to OMB

and Congress. At thispointin the
process, recommendations from
OMB have been reviewed and the
Strategic Plan updated accordingly.
Thefinal Strategic Plan isthen sent
to OMB and the Congress.

MAY

The CIO Investment Panel
Evaluates|T Initiatives. This ana-
Iytical step begins with the CIO
Investment Panel using information
contained in the IT Applications
contrasted with the previous year’s
Portfolio as a basdline. Over ape-
riod of years, the accumulated




Applications provide an historical
record of actual progress juxtaposed
against cost and performance targets.

Existing and proposed projects are
evaluated against performance,
affordability, life cycle cost, technol-
ogy integration issues, risk and man-
agement capacity criteria. These cri-
teria may be updated annually as the
VA Strategic Plan changes and/or
the evaluation processis refined.
The selection process focuses on a
complete portfolio of IT investments
that must compete for funding, not
just new projects. Even though
sponsoring organizations will have
chosen projects based on appropriate
criteria to advance through the capi-
tal investment process, the CIO
Investment Panel selection process
may still remove some initiatives.

Project evaluations are conducted by
a Departmental cross-organizational
team. Theresult of thisanalysisisa
Departmental consensus position—as
opposed to an aggregation of sepa-
rate analyses conducted by OI&T.
The outcome will be aranking of
projects and supporting analyses that
can be used by senior managersto
make the actual portfolio decisions.
Though projects will have undergone
a selection process within their spon-
soring organizations prior to submis-
sion as|T capital investments, there
may be some that still fall out of the
capital investment process.

Present IT Portfolio to CIO Cown-
cil. The CIO Council will review the
IT Portfolio package, which contains
all source documentation, including
IT Applications, IT scoring sheets,
and any relevant reports (e.g., GAO
reports, congressional interest docu-
ments, and in-process and post-
implementation review findings). In
addition, the package will include an
analysis by the CIO Investment Panel
of the portfalio of IT investments and
Project Criteria Ranking Shest,
which is a summary of the scoring of
all proposed investments. After its
own comparisons and tradeoffs, the
Council will recommend a strategic
mix of IT projects (new, ongoing,
mission-critical, infrastructure, cross

functional, administrative and R&D)
for presentation to the CIB.

JUNE

Present Portfolio to CIB. The CIO
Council will present its recommen-
dations for the IT portion of the
Capital Investment Portfolio, which
will include its assessment of exist-
ing investments, as well as recom-
mendations for new or revised
undertakings.

CIB Approves Capital Plan. The
CIB will assemble to review and
approve or disapprove investment
plans for the Department’ s major
capital assets. For purposes of capi-
tal planning and programming, can-
puter hardware and software are con-
sidered capital assets. (A capital
asset is defined as: land, structures,
equipment and intellectual property
[including software] that is used by
the federal government and has an
estimated useful life of two years or
more.) The CIO Council’sIT inves-
ment portfolio, gap analysis and sup-
porting documentation will be an
input to the Board’ s decision-making
process.

The Office of Financial Manage-
ment and the Office of I nfor ma-
tion and Technology Review
Budget and Perfor mance Plans.
The results of the Board’ s decisions
will be contrasted with the Depart-
ment’ s Budget and Performance Plan
to ensure consistency of the presenta-
tion to OMB.

AUGUST

The Office of Financial Manage-
ment Sends Draft Capital Plan to
OMB. At thispaoint, referencesto IT
strategies, performance and priority
projects must agree.

OMB'’ s Capital Programming Guide
suggests the following el ements be
included in agency capital plans:
statement of mission, strategic goals
and objectives and annual perform-
ance plans; description of the plan-
ning phase; basdline assessment of

the existing portfalio; justification
for spending for proposed new capi-
tal assets; plansfor proposed capital
assets once in use; summary of risk
management plan; and coordination
with OMB guidance.

SEPTEMBER

The Office of Financial Manage-
ment Sends Capital Plansand
Budget and Perfor mance Plansto
OMB. After the budget is defined,
there will always be instances where
new requirements are introduced by
legidation or otherwise. In those
"exceptions," funding will be
absorbed by an organization, or the
CIO Council and the CIB will need
torevisit investment plans for the
Department.

OCTOBER

The Office of Financial Manage-
ment Reports VA Annual Per-
formanceto Congress

o,
°Q

IT ORGANIZATIONAL ROLES
AND RESPONSIBILITIES

Several individuals and groups have
rolesin IT strategic planning. They
are the Department CIO, CIO Cown-
cil, Administration CIOs, CIO
Investment Pandl, and the VA CIB.
Following is a discussion of theroles
and responsihilities of those indi-
viduals and groups as they relate to
the VA IT strategic planning process:

Department ClIO — The Department
CIO chairsthe CIO Counci. The
incumbent serves as the principal
advisor to the Secretary on al IT
matters, coordinates and manages
the Department-wide implementa-
tion of the Clinger-Cohen Act of
1996, and provides oversight for IT.

Administration CIOs—VBA and
VHA each have ClOs. Theseind-
viduals provide direction, leadership,
and management over information
management activities at the
Administration level. The Admini-
stration ClOs serve as an independ-
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ent and objective lever between the
business components and IT compo-
nents.

CIO Council — The CIO Council
was established to provide a corpo-
rate forum for Departmental I T man-
agement. The CIO Council supports
the CIO' s efforts, and provides
advice and corporate perspective for
IT plans and investments The CIO
Council membership is comprised of
the VHA and VBA CIOs, and repre-
sentatives from NCA, the Office of
Financial Management (OFM), the
Office of Planning and Analysis
(OP&A) and the Board of Veterans
Appedls (BVA). TheCIO Council is
chaired by the VA CIO.
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VA CIO Investment Panel — The
CIO Investment Pandl, on behalf of
the C1O Council, developsthe VA IT
Strategic Plan and provides advice
and counsdl regarding IT investment
proposal's submitted as part of the
Capital Investment Process. This
Work Group is composed of repre-
sentatives from VHA, VBA, NCA,
OP&A, OFM, Office of Budget,
Office of Acquisition and Materie
Management (OA&MM) and the
Office of Information and Technd-
ogy (OI&T). Members were desig-
nated by the CI1O or CIO Council.

VA Capital Investment Board -
The VA CIB was established to en-
surethat all VA capital investment

decisions support the Department’s
and administrations strategic plans,
goals, and objectives.

In summary, aVA IT Strategic Plan
requires a combination of top-down
direction, horizontal cooperation and
data-driven analyses. The CIO and
the CIO Council provides leadership
and direction, ensuring that both
business and IT objectives are met.
The CIB determines which I T inves-
mentswill beincluded in the Agency
Capital Plan (ACP).
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