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Part I.  Executive Overview

The Master Veteran Record (MVR) project was initiated in 1994.  The primary objective was to provide the capability for the sharing of common data across VA.  MVR information processing is based on the sharing of computer "messages” through a National Data Broker (NDB) at the Austin Automation Center (AAC) that interprets, translates, and routes each message as needed among the different computer systems.  The goal of MVR is that veterans are able to report changes to their status only once and the information is shared with all VA program offices.  The concept is that each veteran will have a single coordinated source of information from enlistment until after death benefits are complete.  This information will be available to all VA facilities twenty-four hours a day.  In 1996, VA began to implement the technical infrastructure for MVR using a commercial Message Routing and Translation System (MRTS) product, Software Technology Corporation's DataGate Interface Engine for the NDB.  The final deployment of the project is scheduled during 1999.  

The Veterans Benefits Administration (VBA), Veterans Health Administration (VHA), National Cemetery Administration (NCA), Board of Veterans Appeals (BVA) and Office of Information and Technology (OI&T) are partners in MVR, having contributed time and resources to the development and implementation MVR.  VBA is continuing development in the effort to realize the full potential of MVR support to benefits applications.  The MVR project is an example of a collaborative effort requiring individual program offices to form new alliances to achieve a corporate goal.

To assess the benefits this system provides to the customers in the execution of their mission, the OI&T review staff interviewed the MVR program coordinators at the following sites/offices:


Central Office:  OI&T, BVA and VBA

Field:  Health Eligibility Center (HEC), AAC, Philadelphia Insurance Center and NCA Systems Integration Center (SIC)

Part II.  Architecture

MVR executes on a mainframe computer at the AAC using a messaging approach to communicate electronically between the separate operating environments of the VA program offices.  The NDB routes messages among these environments.  Each program office has a gateway to interpret messages between its business environment and the NDB.  MVR uses a commercial off the shelf product that provides message routing, decision processing, translation, networking, and store and forward functions for the NDB.  Messages travel across the Integrated Data Communications Utility (IDCU).  The NDB routes messages to organizations' gateways based on transaction type.  (See attachment.)

The AAC mainframe houses and accesses many important VA national databases.  MVR uses data in some of these databases (e.g., BIRLS, PTF).  When a message is sent to MVR, the NDB uses a data validation program on the mainframe to check the transactions against BIRLS.  Each MVR partner requires a gateway to validate and transmit messages (notices of death, mailing address changes and eligibility changes) between the NDB and their business environment.  In addition to the Insurance gateway for exchanging messages that are related to VA insurance policy holders/beneficiaries, VBA is continuing development of its gateway with contractor assistance.  When the VBA gateway is completed later in 1999 there should be big savings evidenced in the benefits area.  The VHA gateway operated by the HEC routes messages to VHA systems and facilities, and forwards messages to MVR.  The NCA gateway routes death notices to the NDB.  The BVA gateway receives death notices and address changes from and transmits address changes to the NDB.

Part III.  Budget

As the program office, OI&T has been the only organization to designate major funding in support of MVR.  Since initiating the program OI&T has committed an estimated $3,000,000 to the MVR lifecycle.  All other participants have committed over $500,000 to the lifecycle.  With the completion of the development project scheduled during 1999, the OI&T program office involvement will end.

 MVR Lifecycle Costs

Costs by FY 
OI&T
VBA
VHA
NCA
INS. Center
BVA

Non Payroll $s







Payroll $s








$400,000
0
0
0
0
0

95
$195,000
0
$50,000
$7,000
0
$7,000


$400,000
0
0
0
0
0

96
$226,000
0
$50,000
$7,000
0
$7,000


$400,000
0
0
0
0
0

97
$232,000
$7,000
$50,000
$7,000
$7,000
$7,000


$400,000
0
0
0
0
0

98
$200,000
$8,000
$70,000
$7,000
$7,000
$7,000


$400,000
$200,000
0
0
0
0

99
$150,000
$8,000
$7,000
0
$7,000
$7,000

Total Estimated Lifecycle Costs $3,537,000 

Estimated Tangible Benefits

Benefit Category
FY2000
FY2001
FY2002






Overpayment Remedy
$  313,000
$  313,000
$  313,000

Debt Collection
1,000,000
1,000,000
1,000,000

Mail Delivery
1,120,000
1,120,000
1,120,000

Cost Avoidance
2,921,100
2,993,900
3,069,300

Appeals Productivity
500,000
500,000
500,000

Estimated Value of Benefits
$5,854,000
$5,926,900
$6,002,300

Overpayment Remedy:  Prompt delivery of death related information is expected to annually prevent $313,000 in overpayments by VBA's benefit systems.
Debt Collections:  Improved coordination of veteran information is expected to result in savings of $1,000,000 per year.

Mail Delivery:  Thru the sharing of address updates across the Department, VA is expected to realize $1,120,000 per year in cost savings related to postage, mail handling, address research, address correction, and incorrectly mailed prescriptions.
Cost Avoidance:  The complete and accurate veteran information provided by the MVR messaging solution enables VA programs to avoid costs associated with performing the routine tasks:

· Data sharing reduces the need to repeatedly ask veterans the same questions.  A five percent reduction in time spent interviewing veterans will result in savings of more than $2,300,000 annually.

· Faster service will result in fewer inquiries.  A ten percent reduction in inquiries will result in savings of more than $500,000 annually.

Appeals Productivity:  Additional and more timely information will reduce workload and result in savings of $500,000 per year.

Estimated Intangible Benefits

When fully implemented MVR will improve the work flow activities involved in processing veteran status information.  As a result, administrative decisions can be completed in a timely manner and information gathered will be accurate and complete.  MVR will permit data to be electronically shared easily between VA components.  The delivery of VA services will improve through the flexibility of interacting with the changing information environment.  Service providers and veterans will be ensured that the information available to them is up to date.  This will raise the confidence level of all those who handle VA information and it will reduce the customers' burden of providing the same information to different sources.
Part IV.  Findings and Recommendations

1.  Finding:  All contributing partners strongly advocate the concept and use of MVR.  Whether providing information (VBA, VHA, NCA, and BVA) or receiving information (VBA, VHA, and BVA), each organization agreed that the benefits derived from MVR prove it to be a worthwhile project.  The success that the project has had up to this time indicates that this achievement should continue. 

Recommendation:   VA program officials should research ways to expand utilization of the system.

2.   Finding:  MVR security and contingency planning is sufficient to assure continuity.  Customer organizations agreed that the security of MVR was very important.  The AAC has a redundant system where everything is dual/mirrored.  If needed, an additional twenty days worth of data is saved on the mainframe.  The individual customer organizations rely on that contingency.  The Philadelphia Insurance Center further enhances the security requirements for the MVR insurance information through the Center's storage plan.  The VHA Health Eligibility Center in Atlanta can use HINQ and Target as a back-up.  The customers also have methods of validation for each message they submit into MVR.  The access to MVR by employees is limited by password protection. 

Recommendation:  Continue to monitor the security and contingency plan for MVR to ensure the validity of the data being processed, maintain the system redundancy, and keep the password protection updated.  

3.  Finding:  The NDB at the AAC has sufficient capacity for handling additional transactions.  The program office at the AAC reports that the NDB can presently handle up to 125,000 transactions an hour.  By the end of FY'99 the NDB will be replatformed to handle up to 250,000 transactions an hour.

Recommendation:   Continue to monitor the performance and system capacity to ensure sufficient resources are available to support additional transactions.

4.  Finding:  Additional enhancements to MVR are recommended to further improve the system.  Customer organizations would like some enhancements made. 

Recommendation:  These suggested improvements should be reviewed by the AAC and participating organizations, and implemented where applicable:

a.  The Insurance Center is interested in a notification of accounts receivable.  Those vets that owe money back to the VA could have funds deducted from their accounts.

b.  Provide NCS with a regular update on the validity of the data reviews that are conducted by the contractor at the AAC.

5.  The MVR project serves as an excellent example of cross-organizational cooperation and funding.  This was a large, complex project that required the utmost in cooperation between the various VA organizations.  The staff members in the MVR Program Office provided the initiative, and, as a result of their dedication to the project, were able to create and maintain the level of interest and cooperation with the various program offices that made this project successful.

Recommendation:  During the continuation of the MVR project, all offices should be encouraged to continue with the levels of cooperation and involvement that have made MVR the success it is.

Part V.  Summary

The Master Veteran Record is not a master or central database of common veteran data.  It is a messaging system that electronically links VA computer systems so that they can share vital information (notices of death, mailing address changes, and eligibility changes) about veterans.  The objective of MVR is to unify service delivery so that critical changes in a veteran's status are shared promptly across VA.  The savings, both tangible (costs) and intangible (customer satisfaction and business improvements) should be dramatic by the time the system is fully implemented.  The customer organizations that are participating in MVR, whether contributing or receiving information, are very complimentary of the system.  The development and implementation of a system with the ramifications of MVR was an undertaking that required cooperation and open communication between many offices in the Department.  This cooperation and communication continues.  Under the direction of the MVR staff and the respective program offices, the highly successful MVR project has met the challenge of the concept of "one VA".  The customer organizations are looking forward to expanding the system to accommodate new transactions.  At this stage of the project it is evident that the successful cooperation among all organizations will carry on and VA will continue to benefit from this effort.  

At the end of this In-Process Review we have gleaned some of the lessons learned for success that we normally only see at the end of a Post-Implementation Review.  These lessons learned are:

· Maintain close coordination and communication with the customer to ensure that business and technical requirements are being satisfied in a timely manner.

· Ensure that the project manager has direct communication with decision-makers.

· Ensure that a wide variety of users participate in the decision-making process on system enhancements and/or modifications.
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