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1 Executive Summary

Purpose

This document contains the Regional Data Processing (RDP) Project Management Office (PMO)
role and strategy for supporting and executing the RDP initiative from a Project Management
perspective.

The PMO works directly with RDP Leadership to apply proven methods, strategies, standards,
and best practices for project management. Utilizing the various plans and strategies contained in
this document will help ensure successful implementation of the RDP initiative.

Project Background

In recent years, Congress has increased pressure on the Veterans Administration (VA) to
consolidate its data processing centers. This is driven by the need to increase the efficiency and
effectiveness of the Agency’s information technology (IT) infrastructure and improve the
delivery of Veterans Health Administration (VHA) services. This push to consolidate data
processing centers and improve overall investment efficiency is also driven by the tightening of
the Agency’s budget and an increased level of scrutiny from both VA and the Office of
Management and Budget (OMB).

To address these challenges, VA is consolidating data processing centers across the enterprise via
RDP.

Project Definition
RDP is the co-location or consolidation of 128 Veterans Integrated Services Network (VISN)

data centers to four Regional Data Processing Centers or “RDPCs”. The four RDPCs will be
located in two Regions, one within each of the following cities:

o Region 1 (West)
0 Sacramento

o Denver

e Region 4 (Northeast)
o0 Philadelphia
o Brooklyn

An Infrastructure Assessment of the remaining VISNs in Regions 2 and 3 (VISNs 6-12, 15-17,
23) will be conducted to determine their preparedness and necessary changes to achieve
Minimum Level of Operations (MLO) at each of the locations.

This project will examine the results and impact of the RDPCs in Regions 1 and 4 to assess the
feasibility and anticipated benefits of implementing an enterprise-wide Co-location Program
across all VISNs — including developing the detailed implementation plans through FY 2007. It
additionally launches a PMO responsible for coordinating and providing guidance for the
implementation.
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Strategic Alignment

RDP supports the following VA strategies:

e One-VA Architecture policy, strategy, and guidance. RDP is consolidating the current
data processing center architecture — migrating from a distributed architecture at the
medical center/facility level to a regionally distributed architecture. This migration will
establish a modified infrastructure which supports the needs of current and future VHA
healthcare systems (e.g., VistA Legacy and HealtheVet-VistA) and other elements
aligned with VA and VHA strategies and program goals.

e Priority 5 of the Undersecretary of Health’s 12 Priorities for 12 Months: Improving
Information and Care Coordination. RDP will improve the current data processing
architecture and establish an infrastructure to more efficiently implement next generation

health services delivery programs.

o Federated IT System (IT Reorganization). RDP provides many benefits that align
with the Federated IT System, as listed in Table 1.

Federated IT System Goals

RDP

Enhance operational effectiveness, provide
standardization, eliminate duplication

v Improves efficiency, standardization,
operational performance, and
reliability

- Unifies management structure
and realize efficiencies via
reduced data centers

- Provides robust, reliable, and
flexible infrastructure via
unification and standardization

- Provides higher levels of
redundancy

- Improves continuity of
operations (COOP)

v' Enables next generation healthcare
delivery

Improve the VA’s ability to provide the full
range of benefits and programs to the nation’s
veterans.

v Enables VA to implement the best
Heath Data Repository (HDR) in the
world.

v Positions VA to respond better and
faster because we will be more
centralized

- Positions VHA to efficiently
and rapidly integrate new
technologies

v' Gives local levels better span of
control

v" Enables VA to deliver a scalable,
world-class data center

- Delivers world-class
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healthcare infrastructure
- Enables next generation
healthcare delivery

Table 1: Alignment with Federated IT System

Approach

The functional approach selected for the RDP Project involves the implementation of two
regional demonstrations that will serve to consolidate VISNs in Region 1 (West) and Region 4
(Northeast). These demonstrations include the consolidation of regional data centers and the
optimization of resources to function efficiently. After these demonstration projects have been
completed, their “lessons learned” will be analyzed and applied to the MLO implementation.

Implementing the RDP Project involves three primary elements: a deliverables-based
management methodology, a team of highly skilled experts with a solid understanding of the
elements needed to transform VHA’s data processing center environment, and an overall focus on
managing the organizational transformation that must occur to accomplish the technology,
governance, and geographic changes inherent in this project. Figure 1 illustrates these three
underlying elements of the approach and how these elements support the RDP Project.

Mational
RDPC

odology

Proven Experfise
Enterprize Transfammation

Data Processing Center
analysis and optimization

Crganization Transfarmation
Change Management
Project Management

WHA Domain

Risk ! Quality Management
Strateqic Planning

» Focused on delivery of a
transformed, consolidated data
processing environment
optimized to support current
operations and emerging
initiatives

* r

[ 1
Morthesast Wiestern

Region Regional ROPC MLO
Demo Demo

» Based on arigorous CBA and
designed to achieve projected
costsavings

»  Employs proven project
rmanagement principles

* vy v ¥ r

Organization Change Management

¥ Strong emphasis on the Organization Change Management Elements related to the
RDPC initiative

» DeveloE'ment and socialization of a plan to manage arganizational impact resulting from)
the ROFC Initiative

b Leverage ase to Change Management principles to guide the Initiative

Figure 1: RDP Consolidation Approach

Through the use of a One-VA methodology there is the assurance of a measurable progress in
completing the project. Previously agreed-upon deliverables help insure that all project aspects
are addressed and completed in the proper sequence and phase. In addition, using this
methodology results in the employment of tested and proven project management processes
utilized by the Project Management Institute (PMI) in their Project Management Body of
Knowledge (PMBOK). Throughout the project’s lifecycle, utilization of the PMBOK processes
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follows VA-established project management guidelines and helps reduce project risk by applying
proven methods. Further, deliverable due dates provide a method to monitor specific progress
and/or milestones to measure on-going performance.

Through the use of a team of highly skilled experts with a solid understanding of the elements
needed to transform VHA’s data processing center environment, the specialized aspects of the
project are expertly managed. Within the Project Management Office are experienced Subject
Matter Experts who specifically address such issues as risk management, communications,
quality control, configuration management, security, and project scheduling. Technical Subject
Matter Experts will assist with network modifications, build-outs, hardware installations, etc. All
of these resources will be shared within each VHA region as needed — thus ensuring efficient,
specialized resource allocation.

Providing an overall focus on managing the organizational transformation, which must occur to
accomplish the technology, governance, and geographic changes inherent in this project, is
critical. The initial RDP initiative recognizes the necessity for organizational change management
to insure a successful project completion. Through the development of a formal Organization
Change plan, all affected areas have the opportunity to view and understand any organizational
impact that will result, and manage those changes.

Prepared By: RDP PMO Page 4 of 93 VA-RDP Project Management Plan v0.5
WORKING DRAFT
CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS



2 RDP Project Scope

Scope Planning & Definition

Scope planning and scope definition are both linear processes that result in specific outputs. Once
scope planning has been completed a scope statement is generated and then utilized as an input
for the scope definition process. In turn, the WBS is the output generated from completing the
scope definition process. Both of these process flows are illustrated in the following figures:

Inputs Tools/Action Outputs
« Product description « Product analysis

* Scope statement

. Project(;harter « Benefit/cost analysis » Supporting detail
. Constral(lts « Alternative identification * Scope management plan
e Assumptions » Expertjudgment

Figure 2: Scope Planning Process Flow

Inputs Tools/Action Qutputs

e Scope Statement

+ Constraints « WBS templates « Complete WBS

* Assumptions » Decomposition » Scope statement updates

« Other planning outputs
« Historical information

Figure 3: Scope Definition Process Flow

Scope Statement

To better align with the next generation healthcare delivery processes being implemented within
VHA, the current data processing infrastructure needs to be transformed. This transformation
involves by replacing, reengineering and re-hosting existing applications to a modern computing
architecture and infrastructure. A key element of this is the migration to a VISN-centric data
processing infrastructure. This transformation will be accomplished using a phased approach,
with specific new applications and services coming “on-line” as their legacy counterparts are
retired.
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This scope involves:

1. Development of a detailed economic and feasibility analysis to support the selection of a
national level architecture to execute the RDP Initiative.

2. Establish a Project Management Office to coordinate the communication and execution
among VISNs, regions, external offices, and stakeholders involved in and affected by the
RDP Initiative.

3. Develop an approach to “stand-up” the RDP environment, including supporting processes
and required enabling network and technical infrastructure.

4. Guide the implementation and rollout of the RDP environment as defined through FY 2007 —
including execution of processes defined for the RDP PMO.

Project Business Need

RDP will yield the following business benefits:

o Improve efficiency, operational performance, and reliability

e Enable a “next generation” of healthcare delivery

e Improve preparedness for adverse event scenarios

o Enable the VA to implement the best Health Data Repository (HDR) in the world

e Position the VA to respond better and faster through centralization

At the same time, there is a business need to demonstrate that RDP implementation will still
enable VISN-level involvement and a continuation of world-class healthcare service.
Centralization of facilities and resources does not diminish the capacity to influence future
development of key information application systems.

The RDP Initiative will be deemed successful if the RDP model has demonstrated its
effectiveness against an established set of critical success factors. These include customer
satisfaction, cost efficiencies, and other measurable areas. Further, success will also be measured

by the establishment of a governance structure that can support the RDP model — a model that
serves as a “cookbook” for replication throughout the VA.

Project History

Currently, Data Processing across the VA is decentralized at the Medical Center Level. This
decentralization leads to redundant capabilities and inefficiencies. The current model is not
sustainable due to resource limitations.
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As a result, the RDP Initiative is focused on increasing the efficiency of the VA IT Infrastructure
by optimizing the data center environment. This project began in December, 2001. The project
goal is to co-locate and/or integrate the various Data Centers at the VISN level.

Migration from the local level is the first step, followed by VISN-level co-location in the second
step. Finally, regional co-location will be the final goal.

A number of current and previous initiatives have analyzed RDPC co-location at the VISN and
Regional levels. VISN 3 conducted an assessment study on co-location. VISN 20 performed a co-
location analysis and pilot. VISN 2 completed a co-location analysis. VISN 15 was involved in a

pilot study.

Project Objectives

Project Objectives consist of the business benefits that VHA expects to achieve as a result of
spending time and exerting effort to complete this project. The following table lists specific
objectives of the RDP Project and a brief description of the objective.

OBJECTIVE

DESCRIPTION

Establish the support infrastructure required to
support the National RDP Initiative

Formation of the RDP PMO through resource
staffing, direct involvement with the region
Teams and region support.

Develop and assist in the execution of the high-
level RDP Strategy

National & Regional Project Managers work
alongside VHA and VISN decision makers in
both an active and supportive role.

Monitor and report overall project progress

PMO serves as a project monitoring &
tracking “clearinghouse’ to coordinate and
report on project status.

Establish the support infrastructure required to
support the specific Regional Demonstrations

SME resources within the PMO serve to both
support specific regions and coordinate
activities across the regions.

Develop and assist in the execution of each
Regional RDP Strategy

Via weekly meetings and other means, the
PMO can provide expert recommendations in
a timely manner and assist with strategy
execution.

Provide Project Management support and
expertise to the Regional COO

Through the National Project Manager, PMO
resources serve in an experienced advisory
role

Provide the analytical support and resource
coordination required to support the
establishment of the RDP PMO

PMO Project Manager and Team Leads
coordinate the activities of team members
while also assisting with issues facing the
individual demonstration Regions.
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OBJECTIVE

DESCRIPTION

Support the RDP Management in performing ad
hoc analysis to support the planning and rollout

Both the National Project Manager and
Western Region Project Manager participate
in initial project planning stages. Additional
SME support brought onboard as required.

Support the creation of key deliverables and
reports to project stakeholders (e.g., IDMC
Briefings, NLB Status Updates, VISN CIO
Council Briefings, etc.)

Working in coordination with the
demonstration Regions, the PMO produces
required documentation deliverables; periodic
reports; and required presentations to project
stakeholders.

Development of an Organization Change
Management Strategy as a key enabler to the
RDP Project

PMO Organizational Change SME works
with Project Managers and regional teams to
create a change management methodology for
approval and implementation.

Development of a Communications Strategy

PMO Communications Management SME
works with Project Managers and regional
teams to create a Communications Plan for
approval and implementation.

The development of a standardization approach
for rolling out the RDP changes

Change Management issues are identified and
collected in the Change Management Plan to
guide the project Team accordingly.

Incorporate critical Risk Management issues
into the RDP planning, analysis, and rollout

Dedicated Risk Management SME works with
PMO and region Teams to identify and
capture potential risks in the Risk
Management Plan.

Planning, tracking, and reporting of critical
tasks and milestones associated with the RDP
Initiative at the National Level

PMO Project Planner/Scheduler works with
Project Managers to capture and track
relevant tasks; and to report updated status on
milestones and deliverable due dates.

Support the RDP planning and analysis
activities

National and Regional Project Managers, with
support from the PMO, function as “trusted
advisors” to the Teams in determining and
analyzing project activities.

Establish the support infrastructure require to
support the MLO

Project Managers and the PMO team are in
tune to the needs of the MLO after having
supported both West and Northeast Demo.

Develop and assist in the execution of the MLO
RDP Strategy

Utilization of prior “best practices” and
processes during the project demonstrations
are applied to the MLO RDP Strategy

Provide Project Management support and
expertise to the MLO COO

PMO Project Managers will have recent
expertise in supporting the Demonstration
Team’s management.
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OBJECTIVE DESCRIPTION

Planning, tracking, and reporting of critical The entire PMO team will perform these
tasks and milestones associated with the RDP functions on a daily basis to track project
Initiative at the Regional Demonstration Level progress and manage deliverables

Analysis of the impact of the RDP change on Organizational Change planning, along with
the support organization at the VISN and interaction with the Demonstration Teams to
facilities level help identify issues and their resolution.
Support the assessment of the Organizational Lessons learned from the project

Change Management Issues across the entire demonstrations are applied across the entire
RDP RDP regarding Organizational Change.

Table 2: Project Objectives
Project Assumptions and Constraints

The successful completion of any project is dependent upon the validity and accuracy of certain
assumptions that are incorporated into project planning. Should any of these assumptions prove
invalid, project success may be placed in jeopardy. Thus, it is important to identify those initial
assumptions and their potential risk.

Constraints, on the other hand, identify “limits” or other restrictions under which the project must
operate. Constraints are not always of a negative nature — some limitations can be beneficial to a
project. What is important regarding constraints — that they are clearly identified prior to a project
start. lIdentification of these constraints allows project planning to be adjusted accordingly.

In some cases, project assumptions that prove to be inaccurate can develop into new project
constraints (most likely negative in nature). Identified assumptions and constraints for this project
include:

¢ Organizational Change management is key to the success of this project:

0 Co-location and consolidation of resources to a regional model requires careful
organizational change management to mitigate personnel relocation issues and ensure no
adverse impact to the delivery of healthcare services.

0 The transformation from a medical center-centric model to one that is focused regionally
will move data and equipment “away” from end users and may require the relocation of
personnel to new facilities.

0 There is the potential for adverse impact to the existing culture related to the staff
restructuring and realignment needed to implement data center consolidation.

o Changing the management model at the data processing center level may surface
resistance from managers reluctant to relinquish operational control, thus slowing the
implementation progress.
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¢ Management support must be provided to facilitate and support the key communication
elements identified to manage the organizational change.

e There is a need for extensive communication (to insure delivery of accurate and timely
information) — within component RDP subprojects, among the subprojects, and externally to
support the organizational change management.

e Once developed, progress at each step of the Initiative will be assessed to validate
assumptions in the baseline and determine the impact on the results of the CBA. Changes in
these assumptions will require similar adjustments elsewhere.

o Itisa critical assumption that Regional Demonstration objectives will be successfully
achieved to provide support to elements of the MLO Implementation.

e There are critical areas of the project which will be intentionally under-supported due to the
initial focus on creating the foundation for the Initiative. These areas include the following:

o0 Limited project planning support for the Regional Demonstrations — while some support
will be provided, the focus will be on the National Level, with additional support at the
Regional Level added later.

o0 Limited organizational change management support for the Regional Demonstration —
initial change management emphasis will be on developing a national change
management plan for the initiative — as the emphasis shifts to regional issues additional
resources will be required.

0 Limited support for the MLO effort — the initial focus will be on the National Level and
Regional Demonstrations, limited resources will be allocated to the MLO.

0 No dedicated support on security management — initially security elements will be
managed by the PMO resources on a part time basis — later, a dedicated resource will be
added to fully address security issues and develop the Security Management Plan

e The management approach must emphasize communications, timeliness, and continual
process improvement.

e Any project assumptions that can later be replaced/updated by actual data may require
adjustments in the project plan and associated project resources.

Project Deliverables

A project deliverable can be any measurable, tangible, verifiable item that must be produced to
complete the project. These deliverables are subject to VHA approval. Once project deliverables
are defined, it is important to provide the context in which they are relevant to the project.
Further, their position in relation to the overall RDP Initiative. The following table lists specific
project deliverables for the RDP Project.
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PROJECT DELIVERABLE

DEFINITION

ROLE IN THE RDP
INITIATIVE

Support the RDP Initiative

This is a daily task whereby
the entire PMO staff provides
expert assistance to each
Region as needed.

PMO knowledge (and support)
increases through
Demonstrations to fully
support MLO.

Perform Program
Management & Supporting
Activities

Project Management support
for each region, coordinated
through the PMO.

Organizes and coordinates
overall program management
from a central location (PMO).

Perform Contract
Management/Develop Work
Plan

Leverage SME capabilities to
assist in project planning.

Assists the RDP in creation
and management of overall
project planning.

Perform Quality Assurance

Insures project alignment with
quality standards in place.

QA function within the RDP
and relevant to other VHA
projects (i.e. HealtheVet).

Project Charter

Outlines the objectives, scope,
stakeholders, and project
structure.

Defines role of the PMO in
support of Region Demos &
MLO Implementation.

Cost Benefit Analysis

Development of a detailed,
top-down analysis of the costs,
benefits, and risks associated

Replaces assumptions with
actual data and defines project
financial performance metrics.

Project Plan

Monitor project schedule,
track progress, provide
progress reports, and track
performance metrics.

Changes to a plan within one
project (demo) could impact
other projects.

Communications Management
Plan

Documenting consistent
communication through well-
designed communications
channels.

Outline the phasing of the
Communications plan over the
entire lifecycle of the project
from inception through the
transitional implementation
phase to the future
organization.

Risk Management Plan

Identification of potential
project risks, with the risks
being quantified and the risk
impacts assessed.

Initial Risk Management Plan
for the Demonstrations
incorporate lessons learned
into the MLO Risk
Management Plan.
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PROJECT DELIVERABLE

DEFINITION

ROLE IN THE RDP
INITIATIVE

Organization Change
Management Plan

Discussion of organizational
roles and responsibilities of
the various key stakeholders,
regions, VISNs, local sites,
and the shared supporting
services.

Organizational Change
Management Plan will be
focused on the Demonstrations
— with lessons learned
incorporated into the MLO
Organizational Plan.

Security Management Plan

Documents security concerns
associated with collocating
disparate hardware and
concerns such as locks, fire
protection, backup power, etc.

Ensure compliance with
government security
regulations and RDP security
configuration requirements;
identify and document the
RDP C&A approach.

Configuration Management
Plan

Process allowing project
managers who are dependent
on code, hardware, or
interfaces being developed are
informed of changes that may
impact them.

Configuration Management
Plan will be focused on the
Demonstrations. Lessons
learned will be incorporated
into the MLO Configuration
Management Plan.

Quality Management Plan

Plan focuses on ensuring the
level of quality and
completeness is adequate
across the entire project;
Identify and document
applicable quality standards.

Coordinates alignment of
project technology choices
with critical related processes
and systems which have a
likelihood of impacting the
RDP effort.

Earned Value Analysis

Measures project performance
according to project cost and
schedule; estimates cost to
complete the project.

Provides senior RDP
management capability to
monitor and manage project
costs.

Primavera (TeamPlay)

Enterprise-wide, government
mandated project management
software for tracking tasks,
milestones, risk, etc.

Project managers and
stakeholders updated on
project status and inter-action
with other RDP schedules.

PMO Standing Operating
Procedure(s)

Operating procedures that may
be internal to the PMO or
external to a Region or RDP.

Provides a standard by which
PMO functions consistently in
all RDP practices.

Table 2: Project Deliverables
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3 Work Breakdown Structure (WBYS)

The Work Breakdown Structure (WBS) serves as a graphical representation of the different tasks
that must be completed during the project. The Work Breakdown Structure facilitates the
planning and control of cost, schedule and technical quality of the project outcome.

A Work Breakdown Structure is developed by identifying the project deliverable and then
successively subdividing that deliverable into increasingly detailed and manageable subsidiary
deliverables or components.

Breaking down each level of the work into more defined components, until the lowest, results in
the works package level. Each component of the WBS has its own set of goals and project
objectives which must be achieved in order for the overall project objectives to be met.

RDPC Co-Location Project WBS

PMO Creation [1]

Demo Project
Management (West
Region Demo) [2]

]

PMO Project

[1.2]

—| Management Processes

1

Gap Analysis and

|

[2.4]

Detailed Project Planning

||| Demo Project Planning

Demo Project
Management (Northeast
Region Demo) [3]

MLO Project
Management [4]

1

]

|

Gap Analysis and
Detailed Project Planning
[3.4]

MLO Pre-Planning [4.1]

Demo Pre-Planning [3.1]

||| Formally Establish MLO

Project [4.2]

Demo Project Planning
[3.3]

||| MLO Project Planning

[4.3]

|__|[Formally Establish Demo

Project [3.2]

[2.3]
Figure 4: Top Level, WBS
LEGEND
Not Partially
Started Completed
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Figure 5: WBS Level 1.1

PMO Project
Management
Processes [1.2]

[

I

I

Develop Metrics/
Reporting [1.2.1]

Develop
Configuration
Management Plan

[1.22]

Develop Security
Plan [1.2.3]

I

Develop Change Deliver Risk Execute Risk Update Risk Deliver Quality
Plan plan| Plan
[1.25] Plan [1.2.7] Plan [1.2.8] [1.2.9] [1.2.10]
— 1 —
Bevip e
document
response strategy a?ac:;::‘:stl:s
= UHIEES {2371 [1.2.9.1] Develop Staffing
Plan [1.2.11]
Develop specs for: Perform risk re-
res, d?:;';";frr:' reporting from | | |assessments, risk
S oaportantics. ||| Risk Database audit, & risk
112721 [1.2.82] reviews [1.2.9.2]
Update RDPC Develop RIM's Document
— Risk Register [H  User Guide i recommendations
[1.2.7.3] [1.28.3] [1.29.3]
Execute
| Communication
Plan [1.2.4.4] Document risk- Hold regular RIM
|_|related contractual| | | team meetings
agreements [1.2.8.4]
[1.2.7.4] o
Update schedule
[ | and cost
information
[1.2.7.5]
Develop
| | contingency
reserves of time
and cost [1.2.7.6]
Update Risk
Management Plan
[1.27.7]
Figure 6: WBS Level 1.2
Not Partially
Started Completed
Tasks Tasks
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Execute
Communication
Plan[1.2.4.4]

[

[

[

[

[

[

[

|

Develop website
[1.2.44.1]

Design newsletter
[1.2.442]

Town Hall
meetings
[1.2.443]

Facilitate white
papers [1.2.4.4.4]

Draft speeches
[1.2.4.4.5]

Facilitate
workshops
[1.2.4.4.6]

Develop training
materials
[1.2.4.4.7]

Liaison with VHA
on public affairs
[12.4.4.8]

Figure 7: WBS Level 1.2.4.4

Perform risk
management
planning [1.2.6.1]

Collect historical Detzrs’;‘g‘n‘: r;i'g:;'e"e' Determine high-level 32‘:1202[2;': Present high-level Document risk
information prons, deliverables, o Risk Management breakdown structure
12611 constraints estimates [12.6.1.3)|  |/APProach document| |0 o h[12.6.15] (RBS)[1.2.6.1.6]
[fZE00 [1.26.12] <61 [1.2.6.1.4] pp <61
Figure 8: WBS Level 1.2.6.1
Perform Risk
Identification
[1.2.6.2]
[ [ [ [ L
Review project Develop risk . . Update Risk
documentation identification Conduc_t assumption inf Ga_ther{lszks 24 Management Plan
[1.2.6.2.1] checklists [1.2.6.2.2] analysis [1.2.6.2.3] e | 2624 [1.2.6.2.6]

Figure 9: WBS Level 1.2.6.2

LEGEND
Not Partially
Started Completed
Tasks Tasks
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West Region
Demo Pre-
Planning [2.1]

Demonstration Develop Demo
Assessment Demo CBA/ROI CBA document

[2.1.1] Analysis [2.1.2] [2.13]

Pilot funds
approval [2.1.4]

Figure 10: WBS Level 2.1

West Region
Formally Establish
Demo Project [2.2]

Figure 11: WBS Level 2.2

Establish Pilot VISN/
Region/data center
SLA[2.2.4]

West Region Demo
Project Planning
[2.3]

Develo
Develop Quality Develop Change Configura’tJion

Management Plan Management Plan Management Plan
[2.3.3] [23.4] [2.3.5]

Develop Security
Management Plan
[2.3.1]

Figure 12: WBS Level 2.3

LEGEND

Not Partially
Started Completed
Tasks Tasks
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West Region Gap
Analysis and
Detailed Project
Planning [2.4]

[ I I |

Perform ™As Is™ Pilot Rollout/ Develop Lessons Ongoing.
and ""To Be™ l . _ Demonstration
mplementation Learned Analysis Financial Tracking /
Analyses [2.4.1] [2.4.5] document [2.4.6]

Analysis [2.4.7]

1

Equipment Analysis
Plan [2.4.1.1]

1

Telecom/Network
Analysis/Plan
[2.4.1.2]

—

Facilities Analysis /
Plan [2.4.1.3]

——
Staffing Analysis/
Plan [2.4.1.4]
Figure 13: WBS Level 2.4
Northeast Region Demo
Pre-Planning [3.1]
[ I I |
Demonstration Assessment Demo CBA/ROI Analysis Develop Demo CBA :
[3.1.1] [3.12] document [3.1.3] Pilot funds approval [3.1.4]
Figure 14: WBS Level 3.1
LEGEND
Not Partially
Started Completed
Tasks Tasks
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Northeast Region Formally
Establish Demo Project

[3.2]
[ I | |
Develop Demo Charter Develop Governance Develop Demo Management R’,E eStiaok::i/Z};tEa)ingr?tc\e/rlssT/A
[3.2.1] Structure [3.2.2] Plan [3.2.3] 9
[3.2.4]
Figure 15: WBS Level 3.2
Northeast Region
Demo Project
Planning [3.3]
[ [ I |
Develop Security Develop Risk Develop Quality Develop Change Develop Configuration
Management Plan Management Plan Management Plan Management Plan Management Plan
[3.3.1] [3.3.2] [3.3.3] [3.3.4] [3.3.5]
Figure 16: WBS Level 3.3
LEGEND
Not Partially
Started Completed
Tasks Tasks
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Northeast Region|
Gap Analysis and|
Detailed Project
Planning [3.4]

[

I

I

[

[

|

Perform "'As Is™"
and "™To Be™
Analyses [3.4.1]

Develop roadmap
for rollout of Demo
projects [3.4.2]

Develop project
plan for rollout of
Demo projects

Maintain Demo
Project Plan
[3.4.4]

Demo Rollout/
Implementation
[3.4.5]

Develop Lessons
Learned Analysis
document [3.4.6]

Ongoing
Demonstration
Financial
ITracking / Analysis|

(3.4.3] [3.4.7)

Equipment
Analysis Plan
[3.4.1.1]

]

Telecom/Network
Analysis/Plan
[3.4.1.2]

—

Facilities
Analysis / Plan
[3.4.1.3]

—

Staffing Analysis/
Plan [3.4.1.4]

Figure 17: WBS Level 3.4

MLO Pre-Planning
[4.1]

Develop SOW for
VISN MLO plan
reviews [4.1.1]

Contract for MLO
review/gap analysis
[4.1.2]

Receive VISN MLO
plans [4.1.3]

VISN-level MLO
Gap Analysis [4.1.4]

VISN-level MLO
Action Plans
Development [4.1.5]

Gap Analysis and
action plans

delivered [4.1.6]

Figure 18: WBS Level 4.1

LEGEND
Not Partially
Started Completed
Tasks Tasks

Prepared By: RDP PMO Page 19 of 93
WORKING DRAFT

CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS

VA-RDP Project Management Plan v0.5



Formally Establish MLO
Project [4.2]

Develop MLO Project Charter

Develop Governance Structure|

Develop MLO Management

Establish MLO VISN/Region/

[4.2.1] [4.2.2] Plan [4.2.3] data center SLA [4.2.4]
Figure 19: WBS Level 4.2
MLO Project
Planning [4.3]

[ [ [ [ [ |
Develop Security Develop Risk Develop Quality Develop Change Colgzvj:,gzon Develop Staffin
Management Plan Management Plan Management Plan Management Plan 9 P 9
[4.3.1] [4.32] [4.3.3] [4.3.4] Management Plan Plan [4.3.6]

e e e ~ [4.3.5]

Figure 20: WBS Level 4.3

LEGEND
Not Partially
Started Completed
Tasks Tasks
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4 Organizational Breakdown Structure

Organizational Breakdown Structure
Planned Timeline

11/20 11727 12/4 12/11 12/18 1/22

11/30 12/21 1/8
« Identify work elements in the WBS Delivery of draft OBS Final OBS incorporated into
« Show assignment of project responsibilities Project Management Plan

« Identify reporting relationships
e Tie-in OBS with the Communications Plan

The Organizational Breakdown Structure (OBS) addresses the idea that each task in the Work
Breakdown Structure must be assigned to a team or person. The OBS will mirror the structure of
the WBS. Major categories are assigned to a team with a technical lead, while lower level tasks
are assigned to groups and individuals within the team. It is important to have a completed WBS,
because any task not on the WBS that creeps into the project will become the responsibility of the
Project Manager to perform or re-assign to another resource who is likely already working on
previously known tasks.

This OBS was set up with the National Project Manager at the RDP Initiative level to oversee
and coordinate the entire project. A Regional Program Manager is assigned to specifically
oversee the three major regions — West Demonstration, Northeast Demonstration, and MLO.
Major sub-groups were developed with a Team Lead for each — Project Management Office
(PMO), WAN-related tasks, Vista-related tasks, System-related tasks, etc. The Project Managers,
Technical Leads and supporting RDP Management make up the primary leadership team and
meet as a group regularly via conference call and in-person meetings.

The Project Managers schedule, assign, and monitor tasks, while the Technical Leads coordinate
and review the total demonstration/implementation effort. The Communications team creates
promotional material to aid in securing project support. The Risk Management team identifies,
captures and manages risk-related issues. The Organizational Change Management team
identifies potentially negative change issues and manages them in a positive manner. The Quality
Management team is tasked with monitoring various project aspects to insure consistently high
levels of performance are maintained. The Project Management Office, in addition, provides both
technical and administrative support to the various regions during the Project Demonstrations and
MLO Implementation. The PMO is also tasked with managing, at the national level, all project
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scheduling and planning to insure each Region remains on track with schedule and cost
expectations.

The Organizational Breakdown Structure (OBS) diagram shows the functional relationship
between the RDP project organizations and the assigned work components within the project. The
OBS is the tool that is used to show which work elements in the Work Breakdown Structure are
as assigned to which organizational units. The OBS should show the assignment of project
responsibilities and reporting relationships. The OBS is the primary tool for developing the
communications management plan and aids in the development of the project schedule.
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5 Interim Master Project Schedule

The Interim Master Project Schedule, below, incorporates the project schedules for the
Demonstration Projects in addition to a tentative schedule for the MLO Initiative. This master
schedule is updated as required and is utilized for tracking task completions, milestones, due
dates, resource allocation and measurement of earned value statistics.

ORGANIZATION Veterans Affairs

CURRENT DATE 06/01/2006

TITLE RDP Master Project Schedule

PROJECT START 9/27/2005 8:00:00 AM

PROJECT FINISH 12/14/2007 5:00:00 PM
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0ct2, 05 0ctd, 05

Qct 16,05

0ct23,

TlF[s[sulriw]tr slsulTiwlr Fs]sulTw[T]F]s

slu[TwltFls

51

] WBS  |TaskName St | Finish S
1 1 National Level Project Management tasks 71905 12113105
T2 14 Pre-Planning a5 96105
R 111 Demonsirafion Assessment THONS|  BHSI0
1 112 Demo CBAROI Analysis 8605 9205
T 113 Demo CBA document G505 B0S
6§ 114 Demonsiration funds approval GI05 SIS
R 12 PMO Establishment | Operations 90605 1249005
N 124 PO Creation 9605 114805
IR Establih Proect Management Office amns| 1005
EREH National RDPC - Demonstration Governance Establishment and Refinement| 9605 912600
TR 1 National Demenstration Governance decument (incorporated info Charter) | 9127105 9127105
TR Develop and Defiver Demonstration Charter 1IH405 11H805
TR Regional Charter creation amns| 2mins
BN 122 PMO Project Management Processes 9027005 1219105
15 1221 Develop Nefrics Reporting 92705 92705
18 1222 Develop Configuration Management Plan 92T05 927ins
T Develop Securty Plan amns| 2mins
T | Develop Change Hanagement Plan 100s| 110
TR RS Develop Qualty Management Plan 1S 1105
| 228 Develop Staffing Plan 103 1108
T 1227 Develop PHO Project Management Plan 10H405 103105
2|t Project Coordinafion 10305 10124105
2| 12281 Organize project fies 10M205  10M805
T | 12232 Update Share Point 10H905 1024105
bl 12283 nternal communications 0305 10ii0S
% 1229 Develop and Deliver Risk Management Plan 1065105 1112205
T | 1220 Perform risk management planning 1065105 10120105
T3 | 12200 Collect historical information 0505 108105
T | 1202 Determing high-leve| azsumptions, consiraints 10M05| 101005
EREHEH Determing high-level defverables & estimates 0105 10M2005
T | 12zand Develop Risk Management Approach document 0H305| 10M7I05
T3 | 122018 Present high-level Risk Management approach 0HH05|  10M805
T3 | 122918 Document Risk Breakdown Structure 101005 10720005
T | 12202 Perform risk identification 102105 1414105
T3 | 12202 Review product documentation 1021005 10724005
T | 122022 Develop risk identfication checklsts 1028005 10726005
T | 122023 Conduct assumption analysis 1002705 | 1012805
T3 | 122924 Gather risk information 103105 1073105
T | 122028 Develop ROPC risk register 1005 12005
Ta | 122026 Update Risk Wanagement Pian 10305 11405
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D | WES [TaskhName Sart | Fiish S5, 15 082,05 0uts, 05 0016, 5 04z,
T[ls[suiTwit[Fls sultwltlF[sisultiwlrIF[s]sulrw[t]Fis[su
4 12283 Deliver Risk Management Plan 4705 1145005
T | 12203 Develop threat response sirategy s s
T | 122932 Develop opportuniies reponse strategy 1805 11805
T | 12280 Update ROPC Risk Register 11805 11803
T | 122934 Document risk-related contractual agreements 1110005 111005
(85 | 122935 Update zchedule and cost information MAs 11108
T | 122938 Develop contingency reserves of fime and cost 114005 114005
T | 122937 Update Risk Management Plan 11805 111805
T 12294 Excecute Risk Management Plan 1042005 1018005
Co | 122044 Develop 2pecs for Risk Database 101205 1014005
T 122942 Develop 2pecs for Databaze reporting 101705 101805
82| 122943 Develop RIN's User Guide 101205 1014005
53| 122944 Hold reqular RIN team meetings 101705 101905
T | 12295 Update Risk Management Plan 1HBI05 1112205
T | 12208 Analyze change requests for risk 111805 1117105
T | 122052 Perform risk re-assesament, aud, review 111805 11121108
Ca | 12208 Document recommendations 12208 1112208
(o | 12210 Develep and Deliver Quality Management Plan 121905 121905
T | 22 Develop and Deliver Communication Plan 106005 11/14105
CE | 1z Disseminate plan for review 10605 1011105
T 12212 Receive feedback and incorporate info plan 101205 1020005
TR | 122113 Defiver plan 1021005 10125005
TE | 122014 Execute the plan 1105 1111405
N Develop webste T8 1H408
65 |1221142 Design newslefter 115 110
TE 1221143 Town Hal mestings 1S 11T0s
CE 1220144 Faciltate white papers 1S 110
T | 1221148 Draft speeches 18 117308
CE (1224148 Faciltate workshops 1S 110
T 1224147 Develop training materialz s 1S
T 1221148 Lizison with VHA 1S 11T0s
| o1 Develop Project Management Plan 1024105 1219005 B
N 2 Vlestern Demonstration 927105 12144007 ¥
T 2 Requirements Gathering 1105 112006
T 214 Define ROPC Faciity Requirements 11105 1213005
T | 41 Define Success Criteria 11105 112006
Tl un Develop and Deliver CF Dashboard 105 1216105
‘| 22 Gain approval on key success factors 1223005 12123005
[ 2123 Develop and Deliver Prefiminary Desired Service levels for user end perfor 11114005 12M9105
] 2124 Conduct as-is azsezsment of user end performance 102008 1120008
T 2125 Conduct testing for end user performance using tool MIE 11306
R 21 Architecture Design 1017105 GI30/06
8 | 224 Preliminary design - Plan and Develop Target Architecture 047I05 1116106
T 2211 Select and aszign Subject Matter Experts to develop network model 101705 121605
& 2212 Select and assign Subject Matter Expertis) to develop network model ser 11115005 12/9/05
T 2213 Select and aszign Subject Matter Expert(z) to develop database/storagem 1130005 12116105
CE | a4 Select and assign Subject Matter Expert(z) fo develop security model 1505 10908
T | 2218 Select and aszign other SMES a3 needed for Service Management Nodel | 1211005 12123105
T | 2218 Develop Model (Network mode!, server mode), storage model, securty mor 11115005 12130105
T | a7 Prepare and Defiver Prefminary Design (inlcuding architecture modeke, CO1 - 111508 11608
T 2214 Define Service Management Framework/Service Team Construet 1111105 123005
T | 2218 Define services fo be included in RDRC (LAN, WAN, efc), whoarest 1111505 12130105
[ey | 22182 Develop draft model of SLAS for initial dizcuzsion M5 111805
o | 201 Detailed Technical Design 12149005 613006
R Document overal idation sirategy (including lidation sequence.  11/08 1120008
T 2222 Develop acquizton plan for hw and software (including upgrades) 0308 13106
Co | n Develop and Deliver Detailed Technology Pan 1219005 21008
(o | 2224 Develep and Deliver Service Management Mlan 121905 13106
Te | 2218 Develop and DeliverTest Plan for each VISN 2108 2108
T | 2226 Develop and Deliver Staffing Model for ROPC 2906 41406
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0| WS - TaskName ‘ Start ‘ Finign Sep25 05 002,15 0ct3, 05 Oct 16,05 0ct 73,
T[Fs ?‘ir.mlwth [slefulrwl[TTrssultiwlT FlslsulTIw[T[F]s]sn
M 22281 Conduct as-is =kile aszessment 219008 31508
[0z | 222682 Define desired future state (based on SLAs) 28006 3/9/06
(103 | 222683 Conduct gap analysiz on skils 33108 33106
[104 | 22264 Define hiringftraining plan and strategy 4124/06 4124006
[105 | 2227 Refine Service Wanagement Plan 4025008 6130106
108 2228 Develop and Deliver OD/CH Plan 0008 3124008
(7 | 2229 Conduct ODICM Activities 424008 4124108
08 | 23 Implementation Planning (iterative process with implementation task) 9127105 12129106
[0 | 231 Develop Readinezz Plan (includes install & test plans for install of equip.) 927105 32706
[0 | 232 ROPC site selection 927105 102005 v v
T 2321 Develop Facity Requirements document H27105 912705 ]
[z | 2322 ROPC Site A 92705 101105
(13| 23221 Sie A research w2705 10M0IS
[11e | 23222 Planning and Analysis 927105 10M0M05
(15 | 23223 Acquisiion 01105 10M105 B
116 2323 ROPC Site B 1018105 10/20105 p—
[0 | 233 Develop and Deliver Implementation Plan 73008 12115006
(21| 234 Develop and Delilver Transition Plan (includes any clozeout activities for leaving  11/16/06|  12/20106
[122 | 24 Implementation (iterative process with implementation planning) 9127105 111706
[123 ] 241 Syncronous replication latency testing 927105 10MTI0S
[Tz | 242 Explore SAN solution for the RDPC Environment 927105 10124005
125 243 RDPC Host site A - Herakles 92705 12/28005 v
126 2434 Site Buildout 10142005 1216105
[ | 24311 Build out network cage / racks 11428/05 11/30005
(128 | 24312 Provision electrical cicute 101205 10M8I05
(129 | 24313 configure network ports-Herackes 208 12105
(130 | 24314 nstall squipment 205 12105
[131 | 24315 Set up remote monitoring 120105 1211005
(132 | 24318 s&t up Orion 2208 12208
(133 | 24317 Setup ACS 2205 127205
[134 | 24318 Setup CWSI 12205 127205
138 24318 IP address and DNS services schemas 1212105 12208
136 | 243100 Set up Active Directory 12112005 12116105
(137 | 24310 Setup Visth 121205 12HE0S
(138 | 243112 Configure Swiches 121205 12HB0S
(139 | 2432 Network 927105 122905 v
[0 | 24324 Connect to Nation-wide network backbone (TMP) via Sac. 121205 1229105
[1# | 24322 Replication path from Herakles to Sepulvada 9027105 912705 R
T 24323 Installation of secondary internet connection for redundancy 1212105 121705
| 143 | 24324 Repliation to Host Site B 1026005 1171008
[1a | 244 RDPC Host Site B - SLC 102105 41006 v
[ | 2444 Site Buildout 0I5 102605 v
158 | 2442 Move equipment from Mather to SLC 410/06 41006
158 2443 Connect to Nation-wide network backbone (TMP) 10426/05  10/26/05
160 245 VISh 20 92705 117106 v
(181 | 2454 VISH 20 Network 02705 BI85 p—
(185 | 2452 Portland 92705 1045 P—
[181 | 2483 Pugent Sound 100305 63006 »
(91 | 2484 Spokane 03005 10606 v
(200 | 2455 Walla Walla 100305 1016106 v
(21| 2456 Roseburg 100305 1417106 v
2457 Boise 103005 10127106 L,
2458 Vihite City 02705 117106 v
2459 Anchorage 1013005 10127106 L,
248 VIsH 21 92705 61106 v
2454 VISH 21 Network 92705 9128105 p—
2462 VA Northern California HCS - Sacramento 972705 BI30/06 L
2453 VA Sierra Nevada HCS - Reno 9127105 330106 L
2454 VA Central California HCS - Fresno 9127105 31706 L,
2485 VA Palo Alto HCS - Palo Alto 2705 4128106 v
2466 San Francisco 912705 519106 L
2457 VA Pacific Islands HCS - Honolulu 8127105 6106 L
2458 Martinez 92T 2124006 v
I 247 VISN 22 92705 10606 v
(3B | 2474 VISH 22 Network 92705 1273005 v
(342 | 2472 Sepulveda Facility 92705 104005 v v
359 2413 West LA 92T05 | 7114106 v
374 2474 san Diego 92705 1006106 v
(384 | 2475 Long Beach [ AT v
(334 | 2476 Loma Linda 92705 91N v
[0¢ | 2477 Las Vegas 977105 812506 v
[ae | 25 Project Monitoring Activities 927105 1807 v
415 | 2581 Document performance against CSF and fine tune as nesded 1110/08 11807
(48 | 252 Document Lessons Learned 1807 11907
[a7 | 253 Update configuration pian WIS 92TNS i)
[#g | 26 Project close out activites 12307 1ZHAT
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Figure 21: RDP Master Project Schedule

6 Scope Management Plan

Scope Management Plan
Planned Timeline

11/27 12/18 12/25

11/23 12/11 114
Identify Scope Baseline process «  Identify Scope Change Control 1/3 .
Process Develop & deliver draft I_ncorporate changes & deliver
Scope Management Plan final Scope Management Plan

e Identify process for tracking
Scope Changes

Scope Management Plan Purpose

The Scope Management Plan describes how the project scope will be managed and how scope
changes will be integrated into the project. It addresses the likelihood of scope change within the
project and how changes will be identified and classified. The Scope Management Plan should
include an assessment of the amount and type of scope changes anticipated as progressive
elaboration is used to define the project output. More formalized processes of Scope Management
are normally used on larger projects in which the likelihood for scope creep or changing
requirements is greater.

Scope management includes monitoring and controlling what the end product of the project will
be. The objective during the project planning process is to define specifically and completely the
total scope of the project. The objective of the Scope Management Plan is to make certain that the
project scope is delivered.

Scope changes are common in projects, especially complex projects, as more information and
detail become available during project planning and execution. The Scope Management Plan
describes the process that project will follow to implement scope changes. The process should
include how and by whom a change is initiated, how and by whom the change is assessed, and
how and by whom the change is integrated into project documentation. The process used to
document and report the impact the change will have on other aspects of the project, especially
cost and schedule, should be also be included in the Scope Management Plan. Specific reference
should be made to the integrated Change Control Process contained in the integrated Change
Management Plan.
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The project work breakdown structure (WBS) is the primary tool for depicting and controlling the
scope of the project. Project Scope Management is accomplished through integrating the Project
Scope Statement, establishing a scope baseline, and managing a change control process. Project
Scope Management involves communicating the scope baseline and the scope change control
process which contains the steps the Project Manager should take to get scope changes approved
and recorded. In addition, the change management process should contain an assessment of what
constitutes a scope change on the project and the likelihood of changes affecting the scope of the
project.

Implementing Scope Management

This simply requires that the scope is monitored for any changes, expansion in scope demands or
requirements and that any change is identified and documented. Any scope change is then
brought under the change control process and evaluated accordingly.

Scope creep (typically a slow, gradual or incremental expansion of project scope) is a common
problem resulting from not monitoring and controlling project scope. The Project Manager and
team must be aware of and vigilant about meeting scope requirements but not allow the project
scope to expand without planning or control. Scope creep can be costly in terms of direct cost,

time, required resources or change in quality.

Projects are dynamic efforts and as such change is inevitable. One of the greatest challenges to a
project’s success is controlling the impact of change or managing changes to the benefit of the
project objectives. By accepting the fact that change will occur and planning for the management
of change, the probability of project success is increased and enhanced.

Any change in an area of a project will have impacts on other dependent areas. A change in
schedule can cause an increase in cost, a change in available resources, or impact the schedule for
delivery of a critical component. Risk events could change in probability of occurrence or
severity. A change in scope could alter the entire project plan in terms of cost, schedule,
resources, or quality.

By planning and implementing a disciplined, systematic change control process, change can be
effectively managed; impact can be fully comprehended and informed decisions made without
endangering the project objectives or customer expectations. In fact, in many cases, change is a
necessary process as project information becomes available. A projects objective is not to simply
meet the letter of the scope statement but to provide a product or service that meets the needs and
requirements of the customer. As a project proceeds it may be evident that the end result of the
execution of the project plan will miss the “need” target of the customer and the plan will need
refinement or correction to get it back on track.

The Change Control Plan establishes the processes, procedures and responsibilities for
identifying, evaluating and managing change. Integration is achieved by assessing a potential
change’s impact to all relevant aspects of a project, primarily scope, cost, schedule, risk and
quality.

Due to the size, complexity, and visibility of this project, it is recommended that a Change
Control Board (CCB) be established to review and evaluate a change. This body is responsible for
ensuring that change is managed, that negative impacts are minimized and that the project
objectives remain the focal point. In some instances there may be more than one board especially
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when highly technical deliverables are involved. A Technical Review Board (TRB) or
Engineering Review Board (ERB) may be established in addition to the project CCB. These
boards may be subordinate to the CCB with final review and approval by the CCB. The project
team must assess the project and plan the organization and structure to meet the needs of the
project.

We will use Clear Quest for collecting, assessing, monitoring, and integrating changes. Project
Managers are accountable for ensuring that all changes for their regions are added to this system.
Project Managers will also provide input for assessing and monitoring changes in their region.
The PMO is responsible for further assessing and monitoring changes, along with integrating
changes into the enterprise project.

Scope Baseline

An approved scope statement and the finalized WBS become the functional baseline for planning
and control. Changes to the baseline requirement will almost always lead to program problems,
increased risk, and delays in delivery. The requirements baseline will drive the project’s budget,
timeline, and viability. It bears repeating that getting the requirements right the first time is the
single most important step in ensuring a smooth, trouble free project. Once the functional baseline
has been developed and approved, the Project Manager can generate a baseline schedule and
baseline cost data. These baselines, once presented to decision making authorities and approved,
becomes the contract between the Project Manager and the customer for the delivery of the
proposed system or products. The baseline can be converted into a graphical representation for
tracking, briefing, and high level overview of project status. Below is an example of graphic
baseline representation. This sample will be updated once actual data is available.
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SAMPLE BASELINE FOR PROJECT

4500
4000 /L
3500 / This graph shows the total
/ baselined cost of the
3000 / project ($4200), the
2500 cumulative amount
2000 / baselined to be spent by
/ unit of time or phase, and
1500 / the relative amounts
1000 / planned to be spent.
500 v’/o/ Funds planned for time
‘ ‘ " " ‘ ‘ between 4 and 5 are
1 2 3 4 5 6 7 significantly greater than
TIME/PHASE or OTHER others.

Figure 22: Sample Baseline for Project

Once schedules and work packages have been folded into the project plan, the tracking of cost
and task accomplishments can be performed and plotted along the baseline to discover variances,
overruns, and problems in need of closer examination. This will be updated as data becomes
available.
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ACTUAL/BASELINE FOR PROJECT

5000

4500 + -

As the project progresses,
the actual costs and
schedule accomplishments
can be compared to the
baseline and conclusions
drawn accordingly.

In this case, cost has
exceeded baseline budget
by project completion.

1 2 3 4 5 6 7

TIME/PHASE, or OTHER ———BASELINE
- = = = ACTUAL

Figure 23: Actual/Baseline for Sample Project

Scope Change Control Process

The Change Control Plan must be comprehensive and should be concise. The plan does need to
address all aspects of change control to ensure complete evaluation of change and enable
managed decision-making.

The risks associated with such “scope creep” are driven by the size of the proposed change and
the point along the development process it is inserted. A rule of thumb in project management is
that the first 10% of decisions drive 85% of a programs cost. It is understood that for many
reasons, a change to the scope baseline may become unavoidable.

Resource constraints, technology innovation, political considerations can all affect the original
plan. Accordingly, a method for identifying, documenting, approving and implementing required
changes should be established and adhered to in order to reduce the risk associated with such
actions. Establishing a scope baseline, at a specific point in the development cycle is
recommended.

Change proposals surfacing after that event or date being held in abeyance until the next planned
upgrade, should be considered. The use of project review meetings and informal communications
to identify needed changes is encouraged, but these forums are inappropriate for approval of
changes. The authority to approve and record changes to the project and functional baselines is
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vested in the decision authority. The detailed process of formulating, approving and

implementing changes is illustrated in the figure below.

User or developer identifies a
Need for requirements change

Change proposal documented. Cost and
benefits should be Considered and
explained from the writer's perspective.

Proposal forwarded to
Project Manager.

Project Manager conducts independent risk
analysis, cost/benefit study, and cost,
schedule and performance impact.

Project Manager forwards package, with
recommendation, to decision authority.

Yes

v

v

Project Manager files decision and

Provides feedback to originator

Program and functional baselines
are redrawn, change is filed and
mapped to provide audit trail
for future reference.

Figure 24: Notional Change Request/Approval Process

Implementing the Integrated Change Control Management Plan

Identified changes in scope, cost, schedule, risk and quality are managed according to the Change
Control Process. The project team must be disciplined about recognizing and managing change.
Project success is dependent upon the implementation of change control processes that provide
review, approval and communication of change and its impact.
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7 Organizational Change Management

Purpose

The Organizational Change Management (OCM) Strategy for the VA RDP Project articulates a
high level Change Management approach and basic activities to support each of the co-location
efforts (OCM activities will be tailored and adjusted within each Region as necessary). It explains
the link between OCM, Communications and Training efforts — all of which must work in concert
to prepare impacted stakeholders for upcoming changes. Additionally, the strategy offers a
proposed organizational structure designed to support effective OCM planning and execution to
support the RDP program through its various transitions.

These OCM activities will improve the likelihood of a smooth, seamless transition to Regional
data centers in support of the goals for the project. The OCM Strategy also documents the
required OCM infrastructure necessary to support implementation. The OCM Strategy:

o Offers a deliberate approach to organizational change management to address and minimize
conflicts between stakeholder communities of interest

e Offers a process by which to align identified OCM liaisons behind a consistent view of the
organizational vision and structure

The successful implementation of the Organizational Change Management Strategy will yield the
following benefits:

o Reduce risks associated with stakeholder/customer behaviors that could thwart the initiative;
e Gain buy-in and promote acceptance of the new operating model;
o Achieve successful results from the new organizational structure.

Link to Plan

The most recent version of the OCM Plan is contained on the PMO Internal Share Point Site
http://vaww.infoshare.va.gov/NationaRDPC/PMO-
Restricted/Organizational%20Change%20Management/Forms/Allltems.aspx

This document describes the OCM strategy, basic suite of work products and activities that
should occur in each Region and their purpose, and describes a proposed structure for
implementing these activities in a collaborative manner.
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8 Technical Change Control Plan

Technical Change Control Plan
Planned Timeline

11/25 1211 12/28 118
¢ Identify Change Control processes o |gentify Northeast Region Develop & deliver draft Incorporate changes & deliver
« Identify West Region technical technical requirements Change Control Plan final Change Control Plan

requirements

Purpose of Technical Change Control Plan

The Technical Change Control Plan establishes the processes, procedures and responsibilities for
identifying, evaluating and managing change to technical requirements. Each potential change
must be reviewed to assess its impact to all relevant aspects of the project, primarily scope, cost,
schedule, risk and quality.

Any technical requirements change will have impacts on other dependent areas. A change in
implementation schedule can cause an increase in cost, a change in available resources, or impact
the schedule for delivery of a critical component. Risk events could change in probability of
occurrence or severity. A change in scope could alter the entire project plan in terms of cost,
schedule, resources, or quality.

By planning and implementing a disciplined, systematic change control process, change can be

effectively managed, impact can be fully comprehended, and informed decisions made without
endangering the project objectives or stakeholder expectations.

Change Management Activities

The following change management activities comprise the change control process:

e Change identification: Recognizing that a change has occurred or needs to occur
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o Review and approval: Establishing processes and procedures for formal change review
and authorization of changes

e Documentation of change process: Managing the approved changes and regulating the
flow of requested changes

o Baseline control: Maintaining the integrity of baselines by releasing only approved
changes into the project, and maintaining configuration documentation

e Project plan updates: Controlling and updating the scope, cost, budget, schedule, risk, and
quality requirements upon approved changes

e Documentation of impact: Recording and documenting the impact of the changes on all
aspects of the project

Change Control Board

Because of the size and complexity of the RDP project, it is recommended that a Change Control
Board (CCB) be established to review and evaluate a change. This board will review and
evaluate changes, and be responsible for ensuring that change is managed, that negative impacts
are minimized and that the project objectives remain the focal point. This board will serve as the
decision authority in the process documented below. The project manager will provide this board
with the description of the proposed change, an independent risk analysis, cost/benefit study, and
estimates of cost, schedule, and performance impact using the Change Control Request form
provided in Appendix B.

Review and Approval Process

It is important to understand that while project review meetings and informal communications
can identify needed changes, these forums are inappropriate for approval of changes. The
authority to approve and record changes to the project and functional baselines is vested in the
decision authority. The detailed process of formulating, approving and implementing changes is
illustrated in the following diagram:
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User or developer identifies a
Need for requirements change

Change proposal documented. Cost and
benefits should be Considered and
explained from the writer's perspective.

Proposal forwarded to
Project Manager.

Project Manager conducts independent risk
analysis, cost/benefit study, and cost,
schedule and performance impact.

Project Manager forwards package, with
recommendation, to decision authority.

Is change
approved?

Yes

v v

Program and functional baselines
Project Manager files decision and are redrawn, change is filed and

Provides feedback to originator mapped to provide audit trail
for future reference.

Figure 25: Notional Change Request/Approval Process

This diagram begins with the identification of a need for a change, which is documented to
provide a description of the nature and extent of the change, combined with an estimate of the
costs and benefits as understood by the change requestor. That proposal is then forwarded to the
Project Manager for independent review and study of risk, cost, benefits, and impact on project
schedule and performance. At that point the change is forwarded to the CCB for review and
decision; if the change is disapproved, the Project Manager records the justification and notifies
the originator; if the change is approved, the Project Manager makes any required baseline
changes to program and functional baselines and maps those changes back to the approved
change.

Change Thresholds

The Technical Change Control Plan will describe the limits that trigger the change control
process for scope (WBS), cost, and schedule adjustments. The change thresholds for a project
baseline deviation will be determined for 1) technical changes in scope or performance which
affect technical requirements and are not in conformance with the currently approved project

Prepared By: RDP PMO Page 36 of 93 VA-RDP Project Management Plan v0.5
WORKING DRAFT
CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS



plan; 2) schedule changes greater than a certain duration, or those which affect the project
completion date; and 3) net cost increases to the total project cost in excess of a determined
percentage (cumulative) of the original cost baseline.

Change Identification, Documentation, Implementation and Reporting

The change control form provided in Appendix B forms the basis of the key documentation
required to track each change request. The project manager completes this form, providing a
description of the proposed change, an independent risk analysis, cost/benefit study, and
estimates of cost, schedule, and performance impact, and forwards this risk to the change review
board.

Automated Tools to Manage and Track Changes

The SharePoint project portal serves as the automated tool used to manage and track changes.
This portal is used as the repository of all project planning documents, will manage and track

changes to all documents, and will always contain the latest versions of cost estimates, project
schedules, and cost benefit information.

The SharePoint project calendar will display all meetings of the Change Control Board, as well as
copies of the agenda for each CCB meeting. After this board has approved each change, the
Work Breakdown Structure, the project schedules, and any budget/cost documents will be
updated with approved changes.

Changes which affect the project baselines will be reported during the Monthly Performance
Reporting Process, and those which affect cost and schedule performance will also be addressed
through Earned Value Reporting.

Configuration Management

For a project as complex as the RDP consolidation, thorough configuration management is
essential to be able to successfully migrate the system from an initial state through completion.
Configuration management involves identifying the configuration of a system at given points in
time, systematically controlling changes to the configuration, and maintaining the integrity and
traceability of the configuration throughout the lifecycle. The items placed under configuration
management include the software and hardware products that comprise the RDP network and
infrastructure as well as items required to create or maintain these products. Proper configuration
management enables an organization to answer questions about

» The process for making changes to the network and infrastructure

» The person or group responsible for a network and infrastructure change
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» Details of the changes that were implemented
» Timing and audit trail for the changes

» Justification for the changes

» Authorization of the changes

The key steps involved in implementing configuration management are as follows:

Determining Configuration Management Organizations and
Responsibilities

In this stage, the responsibilities for each area of Configuration Management are identified,
including such areas as Architecture, Operations, and Deployment. As an example, in the
Northeastern region, working groups have been formed for Network (routing, data center
management, IP addressing, infrastructure), VistA (Application implementation, tuning,
clustering, data migration and replication), and NOS (Network applications such as DNS, Active
Directory, and Exchange).

Configuration identification

Configuration identification (Cl) involves identifying the components of the network, uniquely
identifying the individual components, and making them accessible in some form. A proper
configuration identification schema identifies each component of the network and infrastructure
and provides traceability between the component and its configuration status information. Proper
configuration identification answers questions about the configuration of the network, the
components of the network, and the versions of the network components.

The major activities of configuration identification are:

e Selecting network components to be placed under CM control

o Creating an identification scheme for the components to uniquely identify each individual
component

Configuration Change Control

Configuration change control involves controlling and managing the changes to the network and
infrastructure. The goal of change control is to establish mechanisms that will help ensure the
integrity of the network and infrastructure. Proper configuration change control answers
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guestions about which network components are controlled, how changes to the network are
controlled, and who controls the changes to the network.

The major activities of configuration change control are:
o Defining and documenting the change control process
o Identifying and classifying what constitutes changes to the network
o0 Evaluating what components in the current network configuration need to be changed
0 Testing or modeling the impact of the change upon the current network
o0 Implementing the change if it is approved

¢ Identifying and maintaining network configuration baselines (capturing an approved snapshot
of the network and its components at a given point in time)

o |dentifying and controlling network changes

Configuration Status Accounting

Configuration status accounting involves the recording and reporting of the change process. The
goal of configuration status accounting is to maintain a status record of all items in the network
baseline, thus providing traceability of all changes to the network. Proper configuration status
accounting answers questions about what changes have been made to the system, when were they
made, and what components were affected by this change.

The major activities of configuration status accounting are:

¢ Identifying the configuration status information to be recorded

e Maintaining a record of configuration changes

e Reporting the status of network configuration management
First-tier, architectural configuration status information will be recorded and maintained in a
centralized repository containing the inventory of network components and their status, as well as
the proposed and implemented changes to the network. Second-tier, component configuration
status information will also be recorded and maintained. Regardless of their form, configuration
elements must be easy for network personnel to access so that they may record what they did to

the component at the same time they performed the action.

Since the configuration status information is crucial to ensuring the integrity of the infrastructure
baseline, its components, and the CM process, only authorized personnel should update this data.
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The Change Control plan will identify the specific personnel authorized to update the status
information changes and the specific changes that each person is authorized to make.

Regular monitoring of the configuration status information will enable the identification of trends
and potential trouble spots in the network. The Change Control plan will outline the reports
required and review timeframes for performing this analysis.

Configuration Reviews

Configuration reviews will be performed periodically to verify the correctness of the
configuration status accounting information. The goal of a configuration review is to verify that
all network components have been correctly identified and that all network changes have been
properly managed. Periodic configuration reviews will also enable assessment of the
effectiveness of the CM process and the identification of potential modifications. Proper
configuration reviews answer questions about whether the configuration status accounting records
are accurate and complete and whether the configuration management process works effectively.

The major activities of a configuration review are:

o |dentifying the information to be reviewed and performing the review

o Documenting and analyzing the results of the review
The configuration review analyzes and notes any discrepancies between the configuration status
information and the physical network and infrastructure. This is a detailed review which

compares the data in the repository with the actual physical configuration of the deployed
components.
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9 Schedule Management Plan

Schedule Management Plan
Planned Timeline

[Tl Ix1 Toe [ [ % [ o T >

11/20 11/27 12/4 12/11 12/18 12/25 11 1/8 1/15 122 1/29

11/24
e Complete TeamPlay training
& receive access
¢ Identify Schedule Change process

1/21
12/7 Deliver Schedule Management Plan
e Input project plan & WBS 1/8
data into TeamPlay

«  Begin tracking schedule(s) « Identify project performance measurement

* Identify & deliver required reports (weekly, monthly, OMB, etc.

12/20
Integrate Schedule Baseline into
Change Management process

Schedule Management Using TeamPlay

Project Tracking and Reporting

Primavera provides an environment easily accessible for executive management to use when
reviewing project data, as well as the capability for tracking project status and progress.

Primavera will be used to capture the following information:

« Work Breakdown Structure (WBS) Milestones and Activities

« Budget and Expenses

« Risks and Issues with Corrective Actions and Mitigation Strategies
« Performance Measures

« Project Documentation and Project Work Products

« Resource Time and Allocation

Primavera TeamPlay is the program used for schedule management and tracking of status,
costing, earned value, etc. Maintaining and updating a project schedule involves the following
steps.

Establish Project Baseline

Project Baselines are a snapshot of the state of the project at a particular date and time. It is the

reference used by the tool, and the Project Manager, to determine if a variance exists from when
the baseline is established (start of project) when compared to the current project status (tracks a
project’s cost and schedule performance).

Review and Approve/Reject Timesheets
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The purpose of Timesheets is to allow project team members to communicate the status of their
activities to the Project Manager. This data is then used by the tool to record progress and
calculate earned value information.

Apply Actuals

The application of actuals updates the project’s status based on information included in approved
timesheets. It is recommended that the Responsible Manager apply actuals to one project at a time
to ensure that a notification of outstanding timesheets is generated. It is necessary to resolve a
resource’s timesheet deficiencies before completing the “Apply Actuals” process, which may
include rejecting timesheets. If a resource is active on multiple projects, each Project Manager
must approve the resource’s timesheet before any Project Manager can apply actuals.

Manually Enter Project Actual and Remaining Costs

Some expenses, such as Firm Fixed Price contract payments/invoices, must be manually entered.
For each activity that has incurred costs, the Project Manager must enter the cumulative actual
cost as of the Data Date. The Remaining Cost value may need to be revised if it is not
automatically computed

Schedule the Project

Schedule the project to determine how long the project will last and when activities will occur
relative to the project or activity calendar.

Update Progress of Project

Once actuals have been applied and the project has been rescheduled, review the status of each
activity that has started. The “Units %” complete field should be automatically calculated
depending on the % complete type chosen, except for “Physical %” complete when steps are not
present. If this field has not been updated, the Project Manager must manually enter the
“Physical %” complete data. The Project Manager must start the activity in order to modify the
“Physical %" complete. If the activity is 100% complete, the Project Manager must check the
“Finished” box for all percent complete types.

Schedule Change Management Process

The schedule change management process involves the utilization of a schedule baseline. This
baseline provides a point of reference from which any future schedules changes are measured
against. An initial baseline is established with the schedule once all tasks have been delineated
but project work has not yet begun. Additional baselines may be called for to demark significant
events in the project and percent completion of tasks at the time of those events.

Any proposed schedule changes, adjustments or additions will be compared against the current
baseline as an indicator of the effect upon the entire schedule. This process of review involves all
relevant stakeholder and the authorization process requires approval of the Project Manager,
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Change Board, Management, etc. This schedule change process is closely integrated within the
project’s overall change management process.

10 Staffing Management Plan

The ability to plan and manage project resources is required to deliver a project. This is
accomplished through a plan that defines the project organization, resource planning (people) and
process for managing project staffing. It describes when and how human resources will be
brought onto and taken off of the project.

Typically, the process of identifying project team members and stakeholders is completed early in
the project planning phase. This not only involves identifying individuals but also the roles and
responsibilities for each.

The structure of the RDP Program organization supports its mission and objectives. Figure 1
depicts a high-level view of the RDP Project.

RDPC Organization Chart

RDPC Program Management Office
Project Coordinators, Config/Change Control
Admin Support, QM/RM, Equipment/Facilities
Network/Telecom, Security, Project Planner

VHA RDPC Chief Operating
Chief Technical Officer
Project
CFO/CL

LIETER R RN T RN

West Coast Region COO
Project Manager

CFO/CLO Liaison E

Northeast Region COO
Project Manager

CFO/CLO Liaison l

MLO COO
Project Manager

CFO/CLO Liaison l
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Figure 26: RDP Organization Chart

With a basic foundation in place, additional expertise will be leveraged to support the MLO
initiative, enhance the organizational change management elements, and fully support the security
planning. During this Phase, the Team will supplement the objectives outlined for Phase | with
additional focus on the following:

o Formally establish the MLO Initiative by outlining a charter, governance structure, and
adapting the processes identified for the Regional Demonstrations.

o Fully support the project management requirements of the Regional Demonstrations
e Expand the analysis of the organization change management issues at the Regional Level

e Incorporate Security issues into the analysis, planning, and rollout at all level of the RDP
Initiative

Phase Il of the RDP Initiative adds to the foundation established in Phase | by fully supporting
the Regional Demonstrations and the MLO. Phase 11 also provides the security expertise needed
to fully analyze the security implications of the RDP analysis, planning, and rollout.

In Phase 11, additional resources are added to support the increased volume of activities
anticipated as the Project focuses to finalize the implementation plan — including a detailed
facility-level assessment of the impact of migration from the current environment to the Regional
Data Processing Center environment. During this Phase, the Team will supplement the objectives
outlined for Phase Il by focusing on the following:

e Fully support the facilities / network management element of the RDP Initiative

o Fully support the administrative element of the project at all levels

Project Organization and Responsibilities

There are a number of different organizations and/or “stakeholders” that are involved with the
RDP Project. Some, like the PMO, have a daily, direct involvement. Others may have a more
limited role. Following are the relevant organizations involved in the project:

o VHA RDP Chief Operating Office (COO) — The COO will be the primary business owner
of the RDP initiative — and will be the responsible party and primary interface to the RDP
sponsors and stakeholders. Responsible for overall leadership of the RDP effort — including
the oversight and management of the Project Management Office (PMO), coordination
between the regional demonstrations and the MLO. Develops the overall strategy and
approach for analyzing the alternatives and developing a plan for implementing the RDP
rollout. The COO reports to VHA/VA and would Chair the National Regional Data
Processing Center Governance Council which serves as the overall governance body
responsible for oversight of the RDP initiative.
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RDP National Project Management — Responsible for ensuring consistency / congruency in
the planning, analysis, and execution of the RDP elements across the each of the Regional
Demonstrations and the Regional MLO rollout. Works closely and supports the activities of
the VHA COO, the Regional Demonstration COOs, and the Regional MLO COOs. Provides
direction, coordination, and oversight to the Project Management Office, and coordinates the
activities of the Regional Demonstrations — and MLO, once established.

RDP National Chief Financial Officer (CFO) — Serves as a critical liaison to the RDP
initiative and provide subject matter expertise on the financial impact of the RDP initiative on
the ongoing operations of the VHA IT infrastructure. Coordinates and directs the work of the
Regional RDP CFOs and support the National COO in planning, analyzing, and
implementing the critical elements.

RDP National Chief Liaison Officer (CLO) — Coordinates the required subject matter
expertise on a number of critical central to the execution of the RDP initiative — including
Acquisition and Materials Management, and Contracting.

RDP National Chief Technical Officer — Provides overall technical expertise, directional
guidance on critical technology elements, and serves as the single coordination point for all
emerging agency-wide initiatives — including LAN Management, VISTA Management,
HealtheVet Integration, RDP consistency with the VA Enterprise Architecture, and
congruence with the VA’s Telecom Modernization Program (TMP). Oversees the work of
the Regional CTOs and coordinates the activities critical high-level technical subject matter
experts.

Regional Chief Operations Officer — Provides direction, oversight, management, and
coordination of the RDP planning, analysis, and rollout at the regional level — including the
Regional Demonstrations. The Regional COOs report to the National COO, are members of
the National RDP Governance Council and have accountability to VISN Directors for all
RDP elements.

Regional Chief Technology Officer — Provides overall technical expertise, directional
guidance on critical technology elements, and serves as the single coordination point for LAN
Management, VISTA Management, HealtheVet Integration, RDP consistency with the VA
Enterprise Architecture, and congruence with the VA’s Telecom Modernization Program
(TMP). Coordinates the activities with all RDP technical subject matter experts.

Regional Technical Security Office — Responsible for oversight and coordination of all
security, privacy, and related data management elements associated with the planning,
analysis, and rollout of the RDP initiative. Reports to the Regional COO and has
accountability to the National OCIS.

PMO Resource Requirements

Security Management Analyst — Responsible for analyzing and documenting the impact of
critical components related to HIPAA and secure information sharing across federal agencies.
Provide critical input and guidance on certification and accreditation, and other key security
concerns related to the implementation and roll-out of the RDP infrastructure.
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o Equipment and Facilities Management Analyst — Responsible for outlining the equipment
requirements required to support transition to the RDP environment. Develop a gap analysis
at the facility level to identify the current capabilities, RDP future state needs and the
transition plan. Outline the equipment needed to support the emerging initiatives which
require support from the RDPs (e.g., HealtheVet VistA). Performs a Gap Analysis on the
current facilities to determine suitability for migration. Determine facility-level security
needs. Outlines other key facilities-level issues related to the RDP rollout and develop a
facilities rollout plan.

o Telecom / Network Analyst — Responsible for analyzing the network and telecom
requirements needed to support the RDP environment. Develop a telecom/network capacity
plan for the RDP environment. Outline the interfaces and implications related to the Telecom
Modernization Program. Outline the telecom/network Service Level Agreements (SLAS)
between the Regions and the VISNs for the RDP environment.

o Regional Project Managers — Supports the Regional COOs in managing the day-to-day
activities associated with the RDP initiative at the Regional level — including the Regional
Demonstrations. Coordinates with the National Project Manager to ensure consistency /
congruency in the planning, analysis, and execution of critical RDP elements. Identifies and
coordinates the resources required to execute the RDP strategy at the regional level. Works
closely with the PMO and the other regions to ensure consistency with the top-down RDP
approach and to foster knowledge sharing.

e RDP Project Coordinators (2) — Responsible for the execution and control of the critical
operational and technical elements of the RPCD Initiative. Directs and oversees the day-to-
day operations of the RDP analysis and planning including: Security Management, Risk
Management, Quality Management, Change Management, Configuration Management,
Equipment, Telecom/Network, and Facilities. Responsible for the coordination and delivery
of the Governance Plan, Metrics/Reporting, Economic Analysis, Charter, Project Planning,
Standards Compliance, and Communication Planning.

¢ Communication, Change Control and Configuration Management Analysts —
Responsible for Develop, manage, and execute the communication plan needed to support the
RDP initiative. Analyze the impact of changes in the organization structure of the data center
environment and to the current VISN organization and identify the potential organizational
options, risks, and mitigating strategies. Support the PMO Technical Leads, National COO,
and National Project Manager in developing the analyses needed to support the labor relation
implications related to the RDP implementation. Develop a rollout strategy for the required
organizational and technical changes required, and work with the PMO Technical Leads,
Demonstration Leads, and National Level Managers to gain consensus and execute the
strategy. Document changes to processes and procedures and identify the impact on
workflow at the RDPs. Support the coordination needed to ensure standardization of
individual project configurations.

¢ Risk and Quality Management Analyst — Responsible for identifying and analyze the
impact of the critical Project Risks associated with the implementation and rollout of the RDP
infrastructure — including segmenting qualitative and quantitative risks, assessing the impact
of risks, determining the impacts of potential risks. Developing risk mitigation plans.
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Review preventative and corrective actions required to mitigate critical risk and security
issues. Create an Issue Resolution Processes and Standards. Develop an issue management
Database/Log — and management the process throughout the project’s lifecycle. Oversee and
coordinate the quality management efforts across all of the components and sub-projects
related to the RDP initiative. Develop, coordinate, and validate Quality Management
Reports. Ensure alignment of project technology choices with HealtheVet VistA, VA
Enterprise Architecture, and other emerging initiatives.

Project Planner — Supports the PMO and the Regions in establishing and managing an
integrated project plan to manage the RDP initiative. Establishes a TeamPlay plan, tracks
and reports Earned Value at the Project and Regional levels, and communicates periodic
status to the RDP leadership.

RDP Admin Support — Supports the PMO and the Regions in a number of critical support
tasks needed to enable RDP planning, analysis, rollout — including meeting coordination and
logistics, note taking and meeting minutes, maintenance of critical deliverables and work
papers, and schedule management.

PMO Resource Staffing Plan

PMO Resource Staffing Plan
Planned Timeline

£ [ % [ [ [x] [ % >

11/20 1127 12/4 12/11 12/18 12/25 171 1/8 115 1/22 1729

1115

PMO Staff Onboard:

National PM
West Region PM
NE Region PM
MLO PM

- 12/11
Business Team Lead - 174
Technical Team Lead PMO Staff Additions: PMO Staff Additions:
Comm Specialist
Risk Specialist
Org Change Specialist
Planner/Scheduler
Admin Assistant

1/22
PMO Staff Additions:
* Config Management Specialist o Telecom/Network Analyst

e Quality Management Specialist o Equip/Facilities Analyst . SAit;Lll;g Management

Resource Constraints

While Phase I of the RDP Initiative establishes the foundation and supports the rollout, there are
critical areas of the project which will be under-supported due to the Phase | focus on creating the
foundation for the Initiative. These areas include the following:
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e Limited Project Planning Support for the Regional Demonstrations — while some support will
be provided, the focus will be on the National Level, with additional support at the Regional
Level added in Phase 11

e Limited Organizational Change Management Support for the Regional Demonstration — the
majority of the Change Management emphasis will be on developing a national change
management plan for the initiative, resulting in part-time focus at the Regional Level — as the
emphasis shifts to specific regional issues in Phase Il additional resources will be required

o Limited Support for the MLO Effort — since the focus of Phase | will be on the National
Level and establishment of the Regional Demonstrations, limited resources will be allocated
to the MLO - some support will be provided by the PMO to assist with the MLO
Infrastructure Assessment

¢ No dedicated support on Security Management — while the planning and analysis activities
occur during Phase I, security elements will be managed by the PMO resources on part time
basis (with some consultation with external SMES), but as the Initiative moves into Phase I,
a dedicated resource will be added to fully address the emerging security issues and develop
the Security Management Plan

During Phase 1l there still remain a few areas which will remain under-supported to accomplish
the goal of this Initiative.

o Limited tactical and logistical working group support at the Regional Level

o No dedicated support for Facilities/Network Analysis

Staffing Reports

RDP staffing reports will be provided on a weekly, bi-weekly, monthly and quarterly basis.
These reports include:

e West and Northeast demonstration internal reports involving technical status, scheduling
changes, resource utilization, and implementation progress.

¢ MLO internal reports with the additional of change control status reports.

o RDP PMO reports that provide a status consolidation on the entire project regarding
scheduling, costing, earned value, resource management, risk management, communications
management, quality control, and change control.

Staffing Contingency Plans

Certain underlying staffing assumptions are taken into consideration:

e Itisassumed that the VA project staff will be assigned to this Initiative on a full time basis.
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e Itisassumed that the RDP Support Team will have access to the information, personnel, and
facilities required to complete the planning, analysis, and rollout support.

e Itisassumed that the RDP Support Team will have access to the VA’s network and IT
infrastructure to perform data collection and analysis to support the RDP Project.

Any changes to these assumptions has the potential to negatively influence the project schedule
and the delivery of milestones/deliverables. A possible offset to such a negative schedule impact
would be the availability of additional staff resources to augment the PMO. Another alternative,
assuming additional staff are not available, would involve the increase in individual resource
operating hours.

Training Requirements

Initial, identified training requirements include the need for formal Primavera TeamPlay training.
This training is required by the VHA before TeamPlay network access will be granted to
members of the PMO team.

Future training requirements may involve software used internally to the PMO (i.e. ClearQuest)
or VA/VHA mandated training. Technical/Network training, in support of the RDP, will be
dependant upon the support needs of the VHA team within the various VISNS.
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11 Quality Management Plan
Purpose

The Veterans Administration Regional Data Processing (RDP) Co-location Quality
Management (QM) Plan provides the initiative with a consistent, measurable method to
establish and manage project quality that is instrumental to ensure project success. The
purpose of a Quality Management Plan is to set forth standards by defining the policies,
objectives, and roles and responsibilities for the program. Additionally, the QM Plan
provides guidance and processes necessary to implement the standards through planning,
quality control, quality assurance, and quality improvement that will be incorporated in
order to manage the RDP.

The methodology for the VA RDP Quality Management is derived from and is congruent
with the Project Management Book of Knowledge (PMBOK) approach. This integrated
view of quality encompasses the goals of the enterprise and all of its products and
services. These methods are delineated by:

e Quality Planning—identifying which quality standards are relevant to the project
and determining how to satisfy them.

e Quality Assurance—evaluating overall project performance on a regular basis to
provide confidence that the project will satisfy the relevant quality standards.

e Quality Control—monitoring specific project results to determine if they comply
with relevant quality standards and identifying ways to eliminate causes of
unsatisfactory performance.

These methods interact with each other and with the processes in the other knowledge
areas as well. Each process may involve effort from one or more individuals or groups of
individuals based on the needs of the project. Each process generally occurs at least once
in every project phase.

The goal of this Quality Management Plan is to proactively identify and address

processes required to ensure that the VARDP initiative will satisfy the needs for which it
was undertaken.

Link to Plan

The most recent version of the Quality Management Plan is contained on the National Share
Point Site . . .

Prepared By: RDP PMO Page 50 of 93 VA-RDP Project Management Plan v0.5
WORKING DRAFT
CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS



12 Risk Management Plan
Purpose

The Veterans Administration Regional Data Processing Co-location Risk Management
Plan (VARDP RMP) provides the initiative with a consistent method to identify, manage
and mitigate risks to ensure success. This synopsis of the Risk Management Plan
provides a overview of Risk Management and the purpose of having a plan for the
successful implementation of a risk management program.

Risk Management is a process for organized identification, assessment and control of
risks. It involves the identification, analysis and evaluation of the risks and the
development of cost-effective mitigation for those risks. It drives decisions that affect the
development of the business capability and the management of the program. The VA
RDP RMP serves as a guide to all VA RDP members on managing program-wide and
team level risks. The risk management process will enable the initiative to create
strategies to effectively address potential barriers to program success.

Successful management of the VA RDP initiatives requires informed, proactive, and
timely management of risks throughout a project’s lifecycle. The specific objectives of
this program Risk Management Plan and approach are to: Provide a comprehensive
method for the VA RDP to plan for and implement risk management procedures; ensure
critical risks impacting scope, schedule, budget, business performance, and/or change
management are proactively identified, communicated, mitigated, and escalated in a
timely manner; facilitate attention to key risks impacting the program and individual
teams; produce concise reports which enables program management to focus and
coordinate efforts on the critical risks; ensure appropriate stakeholders are informed and,
if applicable, participate in the mitigation; provide an audit trail of discussions and
mitigation of program risks.

Risk management is carried out at all levels within the program: program, team, and sub
team. The risk management process ensures that risks are mitigated at the appropriate
level and communicated as appropriate. While this plan provides guidance on managing
all levels of risks, the primary focus is on risks at the program level; assuming that
similar processes are in effect within the individual teams and sub-teams that comprise
the program.
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Link to Plan

The complete VA RDP Risk Management Plan can be found in online on the National
VA RDP SharePoint Site at:
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13 Strategic Communications Plan

Purpose

The purpose of the Communications Plan is to ensure the successful implementation of the RDP
initiative by influencing and managing key stakeholders’/customers’ perceptions, attitudes, and
behaviors. This is accomplished by creating positive, informative, and consistent impressions of
the RDP Initiative and ensuring appropriate repetition of the key messages.

The successful implementation of the Communications Plan will yield the following benefits:
e Reduce risks associated with stakeholder/customer behaviors that could thwart initiative
e Gain buy-in and promote acceptance of the new operating model
e  Achieve successful results.

The Communications Plan was developed in accordance with the VHA Office of Information
(OI) Project Communications Guidebook (Version 1.0 dated November 1, 2002) in the following
ways:

Identification of key internal and external stakeholders

Design of strategic messages that mitigate potential issues

Identification of message sources

Identification of appropriate communication tools/media for conveying strategic
messages

o |dentification of performance indicators and measures of success

e Development of materials that can be used in communicating with all stakeholders.

In addition to meeting specific Ol Project Guidebook criteria, the RDP Communications Plan
goes beyond Ol Project requirements by achieving the following:

o Messages are developed using a strategic approach found in private-sector media

practices
¢ Communication activities are benchmarked against private sector and government best
practices.
Link to Plan

The most recent version of the RDP Communications Plan is contained on the National Share
Point Site
http://vaww.infoshare.va.gov/NationalRDPC/Lists/RDPC%?200utreach%20Calendar%200f%20E
vents/DispForm.aspx?1D=40&Source=http%3A%2F%2Fvaww%2Einfoshare%2Eva%2Eqov%?2
FNational RDPC%2FL.ists%2FRDPC%25200utreach%2520Calendar%25200f%2520Events%2F
Allltems%2Easpx
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14 Cost Management Plan

Tracking the costs, benefits, and cost savings throughout the project will help quantify the actual
benefits being achieved and provide feedback to re-plan if benefits are found to fall short. This
will be accomplished by developing an initial CBA baseline at the inception of the various
components of the project (Regional Demonstrations, MLO, and National CBA Initiative). Once
developed, progress at each step of the Initiative will be assessed to validate assumptions in the
baseline and determine the impact on the results of the CBA. These impacts and their
corresponding results will be proactively communicated to project leadership and key
stakeholders to continue to refine projected results for the demonstrations and nationally. This
ongoing measurement of interim success provides a level of accountability within the project for
the initial projections and establishes a connection between the expected benefits and the work of

the project team.

The PMO Team will support VHA and RDP leadership in developing a comprehensive and
rational explanation of the project costs and benefits.

o High Level Analysis to Secure Funding / Mandate — Development of detailed, top-down
analysis of the costs, benefits, and risks associated with Regional Data Center Co-Location

implemented through the Minimum Level of Operation (MLO) and Hybrid architectures.

e Continued Analysis of Western and Northeast Demonstrations — Refine the high level
analysis used to secure funding — including replacing all assumptions with actual data and
define the financial performance metrics used to measuring project progress.

o |IDMC and NLB Briefings — Provide support prior to and during IDMC and NLB briefings
including: development of presentation materials and supporting documents, fielding

guestions, presenting findings.

Project Budget

The tables below represent anticipated spending costs for FY06 and FYQ7. Please refer to FY06
and FY07 Spend Plans for a more detailed cost breakdown.

Overall RDP 2006 Spending Plan

BOC Description West Coast  Northeast ‘ MLO Total $
Hardware $4,625,000 | $7,850,000 | $14,890,865 | $17,100,000
Software $100,000 $600,000 | $1,098,985 $800,000
Contracts $0 $20,000 $0 $20,000
Telecommunications/Plant
Aug. $200,000 $0 $0 $400,000

Prepared By: RDP PMO

Page 54 of 93

VA-RDP Project Management Plan v0.5

WORKING DRAFT
CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS




Personal Services $245,412 | $245,412 $75,000 $245,412
Travel $100,000 $200,000 $150,000 $100,000
Training $0 $15,000 $0 $0
Supplies $50,000 $50,000 $0 $150,000
Rent/Collocation/Moves $414,000| $225,000 $0| $1,053,000

Totals | $5,734,412 | $9,205,412 | $16,139,850 | $19,868,412

Table 3: Overall RDP 2006 Spending Plan

Overall RDP 2007 Spending Plan

National
Field
BOC Description _ Operations  Region 1 Region 2 Region 3 Region 4 Total $

Hardware $0 | $2,635,000 | $4,945,433 | $4,945,433 | $3,035,000 | $15,560,865
Software $0 $950,000 $412,119 $412,119 $660,000 | $2,434,239
Contracts $4,000,000 $80,000 | $1,000,000 | $1,000,000 | $4,426,500 | $10,506,500
Telecommunications /
Plant Augmentation $0 | $1,450,000 | $1,450,000 | $1,450,000 | $2,696,447 | $7,046,447
Personal Services $245,412 | $1,000,000 $300,000 $300,000 $275,000 | $2,120,412
Travel $80,000 $100,000 $180,000 $180,000 $140,000 $680,000
Training $4,000 $20,000 $20,000 $20,000 $120,000 $184,000
Supplies $0 $50,000 $50,000 $50,000 $200,000 $350,000
Rent/Collocation/Moves $0 | $1,067,512 $487,000 $487,000 $540,000 | $2,581,512

Totals $4,329,412 | $7,352,512 | $8,844,552 | $8,844,552 | $12,092,947 | $41,463,974

Project Financial Cost Management

The VA has moved to standardize project management practices by instituting industry standards
in project management disciplines. One standard that has been adopted is the use of an Enterprise
Project Management (EPM) software tool, Primavera IT Project Office Suite.

Primavera provides overall visibility into priorities, progress, and staffing. This allows VA to
make informed decisions and provides the capability to deliver projects on time through the
capture and re-use of best practices. Primavera will integrate project management capabilities
into a unified information system for all project stakeholders. Primavera will also unite project,
resource and process management, and give project managers and senior management clear
visibility and insight into all VA projects. Primavera provides for project management,
automated cost estimating, “what-if” scenario capabilities, resource management, project
tracking, collaboration, web site publication, risk management, document control, and earned

value calculations.
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Schedule Uses and Reporting

One of the fundamental reasons for reporting is to assess and communicate project health by
identifying variances in cost, schedule and estimated completion. Significant variances will
trigger analysis, determination of corrective actions and re-planning, if necessary, at various
levels of the project structure.

TeamPlay has a series of report templates. The reports are accessed by selecting “Reports” from
the left side of the screen or by selecting Tools/Reports from the menu bar. The user may then
navigate to the appropriate report groupings to find the desired report. When identified, the user
selects “Run Report” from the Command bar on the right side of the screen.

It is important to pay attention to the report groups. Many if not most of the “global” reports run
against individual projects. The report should be copied and pasted in the default group and then
sorted to the project for which it will be run.

Project Baseline

The baseline represents a ‘snapshot’ of the project plan at a particular point in time and serves as
a tool for performance evaluation. All projects, once scheduled and analyzed for cost, time and
resources, must be baselined. A baseline must be created at the completion of the initial planning
phase of the project lifecycle so that it may be used for comparison as the project progresses. The
baseline must be indicated for use for summarization of the project. The baseline should be
regularly compared to the current schedule/baseline to evaluate progress and identify variances.
The baseline is used to indicate if the project is progressing at an acceptable pace. The baseline
used for summarization drives the project’s Primavera reported budget, timeline, and viability.

OMB Exhibit 300 projects must ensure the baseline is consistent with the OMB approved
baseline that is reported on the Exhibit 300. The authority to approve and record changes to the
project and functional baselines is vested in the Oversight Authority. A new baseline can be
created only after the Oversight Authority approves a baseline change request with concurrence
of senior management in the Administration or Staff Office. The original baseline is always
preserved in the tool. In addition, projects that are reported to the Enterprise Information Board
(EIB) and/or are at the level of the Exhibit 300 must gain approval from the EIB before changes
are implemented.

Times for establishing a baseline:
e At the conclusion of initial planning
e At the conclusion of each phase of the project

¢ In the event of scope change
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Cost Reports

One of the fundamental reasons for reporting is to assess and communicate project health by identifying
variances in cost, schedule and estimated completion. Significant variances will trigger analysis,
determination of corrective actions and re-planning, if necessary, at various levels of the project structure.

Project Earned Value Report

Project 1D Project Name BCWS BCWP ACWP BAC ETC EAC VAC
Bids Bid Projects 2000 2000 50,00 2000 2000 2000 3000
OzBuild ozbuild Bid Frojecs 2000 2000 50,00 2000 3000 3000 3000
CZB RFF1810004 3000 3000 3000 3000 3000 3000 5000
Oppotunities Contract Oppotunities 35800000  32,00000 3340000 5831310.00 565891000 386231000 (331000.00
AAIP-2 AAIP Master082504 mpp 2000 2000 50.00 2000 3000 3000 3000
Oppl Possible Opporunity £12000.00 2000 50.00 §1200000 31200000 31200000 3000
HRSYS HR Sistem Upgrade §10,00000 3200000 8340000 $1320000 34080000 34420000 (331,000.00]
NEWEFS3 MNew EFS) 3000 3000 3000 3000 3000 3000 5000
Test Test 2000 2000 50,00 2000 3000 3000 3000
NEWPROJ Mew Frojed) 2000 2000 50.00 2000 3000 3000 3000
NEWPROJ-1 Mew Projed)1 2000 2000 50,00 2000 2000 2000 3000
NEWPROJ-2 Mew Frojed}-2 2000 2000 50,00 2000 3000 3000 3000
NEWERS-1 MNew EF5-1 3000 3000 3000 3000 3000 3000 5000

Table 3: Project Earned Value Report

The Project Earned Value Report provides an enterprise summary of selected earned value data
elements for each project in the enterprise. It is listed in the “Cost and Schedule” report group
within the “All Projects/ Portfolio Analyst” report group. Data from this report may be used to
manually calculate SP1 and CPI for an independent validation outside the tool. The lowest level
in the EPS is the project.

WBS Earned Value Definition List Report
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WES Code WES Name Ev % Complete EW % Complete BV ETC EW Perf

Technique Factor Technigque
Chs EHR ChiS Project Pctivity % Complete Remaining Total
Cost
C% Common Services Activity % Complete 6 Femaining Total  0.28
Cost
0454 C5 Common Services Progam fotivities  Activity % Complete 6 Femaining Total  0.28
Cost
00452 P45 I Person S$ervice [dentity hanagement  Activity % Complete & Femaining Total  0.22
Cost
O0454-HP1 Mational Prowider Index Pctivity % Complete & Femaining Total  0.22
Cost
0454 CAIR CAIP - Cross-Application Integration Activity % Complete 6 Femaining Total  0.58
Protacol Project Plan Cost
on454-P5-0 Person Service - Perzon Demographics  Activity % Complete 6 Femaining Total  0.58
Cost
00452 P5-PL Perzon Service - Parzon Lookup Fctivity % Complete 6 Femaining Total  0.53
Cost
00454505 50% - Standard Data Services - A050 % Complete [:} (BAC - BCWIP) S 083
formedy Referance Table hanagement (CPI= %P1

Services (RTMS)

=

0045 - Perzon Person Services for Healthe'wit Activity % Complete Femaining Total  0.88

Cost

Table 7: WBS Earned Value Definition List

The WBS Earned Value Definition List report provides insight into how earned value
management is calculated at the WBS level for all projects in the enterprise. It is listed in the
“Project/WBS Details” report group within the “All Projects/ Portfolio Analyst” report group.
This can be useful to Project Managers for quality reviews of settings.

Activity Earned Value Report
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WBS

Activity ID Activity Name Activity BCWS BCWP ACwP
HRSYS HR System Upgrade
HRSYS.1 System Development
HRSYS.1.1 System Requirements
HR1000 Start Development Milestone  Not Started 5000 50.00 5000
HR1010 Define operational mnaeptof  Not Started 5000 50.00 $0.00
new sysem
HR1020 Peform system squitements  In Progress $2,000.00 50.00 $400.00
analysis
Subtotal $2,000.00 $0.00 $400.00
HRSYS.1.2 System Design
HR1020 Bid Sclicited Completed s000 s0.00 $0.00
HR1021 Contract Awarded Completed 3000 s0.00 $0.00
HR1032 Wirite je In Progress $8,00000 $2,000.00 $3,000.00
HR1033 Cade Written Not Started s000 s0.00 $0.00
Subtotal $8,000.00 $2,000.00  $3,000.00
Subtotal $10,000.00 §2.000.00  $3,400.00
Subtotal $10,000.00 $2.000.00  $3,400.00

Table 4: Activity Earned Value Report

The Activity Earned Value report displays information for open projects only at the
WBS/Activity level. Data includes planned value (BCWS), earned value (BCWP) and actual
cost (ACWP) cost information. The “Activity Earned Value” report is listed in the “Cost” report
group within the “Open Projects” report group.

Earned Value Report For OMB Exhibit 300

Activity Hame OME Start OME End OME OME  Actusl Actuzl Actuzl Y Actusl Total
Date Date Duration Flanned Start Finish Complete Cost
Cost

1.1 50 Project hanagement Certified 12- Oct-04 18-2pr-05 129.0d F61,440.000 12-0ct-04 0% F224.00
Employees

1.2 P Conference Conducted 3-fug-04 23-Jun-08 00d  $434.320.04 23-fug04 0.38% F43.00

1.3 Phd Contract “wehicles Administered 0.0d F0.00 0% 000

2.1 Pihdand Phd processes and 0.0d F0.00 0% 0.00

procedures continuously improwed

2.2 One Select Phase review and three 17-Feb-04  03-Spr-06 525.0d $0.00 0% 0.00
Contral Phaze reviews cowering all Exhibit
300z conducted

2.3 §-year IT Strategic Plan revised and  17-Feb-04  01-Mayw-05 555.0d $0.00 0% 0.00
the IT policy librarian function performed

2.4 10 independent program management D.0d $0.00 0% 0.00
and post implementation reviens

conducted

3.1 TeamPlay in-uze on 92% of Exhibit 12-Oot-04 19-Sap-0& 235.6d F1,240 58163 12-0ct-04 0.34% $2, 11200

300z (excluding Steady State 200s)

Table 5: Earned Value Report for OMB Exhibit 300

This report will be used by OMB Exhibit 300 Project Managers annually to complete the Table in
Section I.H.4 A. This report is based on the activity grouped by the EMPO activity code. The
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total values generated by this report may be validated using the Global Layout entitled OMB 300
I.H.4 Table (Project).

Cost Approval Process

The RDP project will be submitting OMB300 budget documents each fiscal year, starting with
the FYQ7 submission. The project will conform to the well established and well documented
OMB300 budget submission and approval guidelines. For details on the overall cost approval
process please review existing OMB300 documentation that can be found on the OMB website:

http://www.whitehouse.gov/omb/

Prepared By: RDP PMO Page 60 of 93 VA-RDP Project Management Plan v0.5
WORKING DRAFT
CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS



15 Procurement Management Plan

Procurement Management Plan Purpose

The procurement plan for the Data Center is reflected in the Architecture Network and Design
Deliverable which at a high level highlights the additional hardware and software that will be
required to support Data Center operations, as well as what will be required at each of the sites.
The Bill of Materials also prepared at the regional level provides the details on eequipment
purchases. Procurement efforts will occur over the life of the project as new sites are added on to
the Data Center. For example, new shadow servers will be procured when it is identified that
existing equipment is not available to serve this purpose. VA will continue to leverage their
existing contract vehicles for procurement of equipment where it falls within the scope of that
contract. This will include procurement for both the Data Centers and the individual sites. The
timing for procurement for circuits, routers, LAN upgrades, etc. for each site will continue to be
determined by the site, in coordination with the RDPC, with consideration for when the site will
be migrating to the Data Center.

Required Project Procurements

Planned procurement efforts allow for maximizing buying power on commodity technologies
and services. The RDPC model will enable VA to pool their purchasing power to drive down
technology product and services costs. This model creates an effective procurement channel to
the VISNs and sites. The following benefits may be recognized through planned procurement
under the RDPC model:

Enhanced terms and conditions for contracts

Improved time to receive hardware, software and services
Actual monetary savings

Higher level of expertise

Description of Items to be Acquired

The items to be acquired at the site and at the Data Center level are identified through the
Bill of Materials document. This document also provides for any turn-in items. The
government cost estimate provides the detailed cost estimates for items to be acquired by
the RDPC.

VA IT Acquisition Process

The diagram below depicts the general VA Acquisition process. Details about each
document prepared can be found on the RDPC Sharepoint site.  The procurement process
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follows a rigid solicitation preparation process that includes several pre-requisite documents that
are entered into the VA ITAS system. These documents include:

e Requirements Analysis

¢ Nine Questions on Reasons (why this is being purchased, contract vehicle, and
business justification for why this can’t be accomplished from within the agency)

o Statement of Objectives

e Acceptance Test Plan

e Business Justification

o Cost Benefit Analysis

e Evaluation Factors

e Statement of Work

e Bill of Materials

e Government Cost Estimate

IT 005 organizations
Acquisition perform reviews Request Yes Request A I
request L (Telecom, EA, e all - approved by 005 pproval
submitted Cyber Security, e — A granted
for 005 and IT Financial
approval Mgmt Service)
A
Questions
sent to 005P
or to the
Request oele
returned to +
originating
office for
resolution of Response
technical prepared
issues

Figure 27: VA IT Acquisition Approval Process
Solicitation Planning

The project management office has provided past support to the sites and the RDPC in helping to
develop the pre-requisite documents as identified under the VA Acquisition IT Process.

Period of Performance
The period of performance for procurement efforts under the RDPC will depend on the contract

vehicle and size of the procurement. For example, the recent upgrade for the Pittsburgh
Healthcare System LAN will be for a 5 year base period.

Applicable Conditions

Acquisition of hardware and software related to the RDPC LAN/WAN environment
should incorporate the LAN standards that are being defined by the RDPC Standards
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Workgroup. Any proposed LAN/WAN new procurement or upgrades at the data center
or site level should be documented and should include detailed design diagrams that
depict the current and future proposed LAN configurations. A contingency plan should
also be established for any minor system design changes that might be necessary during
the design phase. The design must meet VHA reliability, redundancy, and security
requirements stipulated at the start of the project.

Acquisition of RDPC hardware and software must be compatible with the current
network and routing architectures and meet the cost, schedule and performance
requirements as defined by RDPC leadership.

Contract Administration

Contract Administration will continue to be executed by the Contracting Officers at each of the
sites for site procurements. The acquisition process for the demonstration projects is currently
leveraging existing VISN contracting staff for the procurement efforts, as well as the RDPC
Project Management Office.

The Contracting Officer is responsible for overseeing the procurement process, including
ensuring that all pre-requisite documentation is prepared, standard contracting language is
applied, and all legal reviews are adhered to, as well as review of all documentation. The
Contracting Officer will decide on contract vehicles available for the procurement efforts at the
site level, which includes contract type and period of performance.

Contract Closeout

For RDPC related procurement efforts, an Evaluation Team will be assembled that will include
staff from the RDPC, VISN and site to assess proposals and make a determination as to the best
value for the government which also adheres to the other evaluation criteria previously defined.
Typical evaluation criteria for RDPC related procurement efforts will include technical approach,
past experience, ability to integrate with existing standards and infrastructure, and cost.
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Appendices
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Appendix A — Points of Contact

Government Points of Contact:

Position

Name/(departme
nt/
division/agency)

Phone

E-mail

RDP PMO Lead

Howard Green

301-427-2117

Howard.GreenB@med.va.gov

VHA COTR

Susan Gerbing

301-427-2228

Susan.Gerbing2@med.va.gov

Contractor Information:

Program Manager

David Cradlin

301-427-2234

David.Cradlin@med.va.gov

National Project
Manager

Horace Blackman

301-427-2237

Horace.Blackman@med.va.gov

West Region Proj
Manager

Andy Mattocks

301-427-2178

Andrew.Mattocks@med.va.gov

NE Region Proj
Manager

Helayne Sweet

703-582-1346

Helayne.Sweet@med.va.gov

MLO Project Manager

Sabrina Poole

301-427-2185

Sabrina.Poole@med.va.gov
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Appendix B — Key Terms and Acronyms

Activity — An element of work performed during the course of a project. An activity normally has
an expected duration, cost, and resource requirements and results in a deliverable or handoff to
another activity. In this way, the activity is tied back to the Work Breakdown Structure. Activities
are often subdivided into tasks.

Activity Based Budget — A budgeting concept based on the goods and services produced by an
organization for it’s customers rather than the traditional cost based budget based on requests
from cost centers. Activities are processes that consume resources, such as time and money, to
produce a given output.

Actual Cost (AC) — Total costs incurred that must relate to whatever cost was budgeted within
the planned value and earned value (which can sometimes be direct labor hours alone, direct costs
alone, or all costs including indirect costs) in accomplishing work during a given time period. See
also earned value.

Actual Cost of Work Performed (ACWP) — This term has been replaced with the term actual
cost.

Administrative Closure — Generating, gathering, and disseminating information to formalize
phase or project completion.

Assumptions — Assumptions are factors that, for planning purposes, are considered to be true,
real, or certain. Assumptions affect all aspects of project planning, and are part of the progressive
elaboration of the project. Project teams frequently identify, document, and validate assumptions
as part of their planning process. Assumptions generally involve a degree of risk.

Baseline — The original approved plan (for a project, a work package, or an activity), plus or
minus approved scope changes. Usually used with a modifier (e.g., cost baseline, schedule
baseline, performance measurement baseline). Also called Baseline Plan.

Budget At Completion (BAC) — The sum of the total budgets for a project.

Budgeted Cost of Work Performed (BCWP) — This term has been replaced with the term
earned value.
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Budgeted Cost of Work Scheduled (BCWS) — This term has been replaced with the term
planned value.

Business Case — Structured proposal for business improvement that functions as a decision
package for organizational decision-makers. It may contain the goals of the project and how those
goals support the goals of the enterprise. Other sections may include a cost/benefit analysis, a
requirement analysis, and a make or buy analysis. A business case usually includes a
comprehensive fiscal analysis and estimate.

Business Regquirements — 1) Requirements state the customer needs the project output will
satisfy. Requirements typically start with phrase “The system shall .....” Business requirements
refer to how the project will satisfy the business mission of the customer. 2) Business
requirements refer to business functions of the project, such as project management, financial
management, or change management.

Business Reference Model (BRM) — A function-driven framework that describes the Lines of
Business and Internal Functions performed by the Federal government independent of the
agencies that perform them. Major IT investments are mapped to the BRM to identify
collaboration opportunities.

Buy-In — usually refers to securing a personal or organizational agreement with project goals or
management methods. Buy-in from senior management or functional organizations may be
necessary to accomplish many aspects of an enterprise project.

Capital _Assets — land, structures, equipment, intellectual property (e.g., software), and
information technology (including IT service contracts) that are used by the Federal government
and have an estimated useful life of two years or more. See Appendix One of the Capital
Programming Guide for a more complete definition of capital assets. Capital assets do not include
items acquired for resale in the ordinary course of operations or items that are acquired for
physical consumption, such as operating materials and supplies.

Capital Planning And Investment Control (CPIC) — The same as capital programming and is a
decision-making process for ensuring that information technology (IT) investments integrate
strategic planning, budgeting, procurement, and the management of IT in support of agency
missions and business needs. The term comes from the Clinger-Cohen Act of 1996 and generally
is used in relationship to IT management issues.

Capital Programming — An integrated process within an agency for planning, budgeting,
procurement and management of the agency’s portfolio of capital assets to achieve agency
strategic goals and objectives with the lowest life-cycle cost and least risk.

Capital Project (Investment) — The acquisition of a capital asset and the management of that
asset through its life-cycle after the initial acquisition. Capital projects (investments) may consist
of several useful segments.

Change Control — The processes, procedures and responsibilities for identifying, evaluating and
managing change. Integration is achieved by assessing a potential change’s impact to all relevant
aspects of a project, primarily scope, cost, schedule, risk and quality. Change control involves
implementing a process change requests and the systematic tracking of change assessment and
implementation.
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Change Management — 1) The process of implementing change control. 2) The active
involvement of project management in monitoring and controlling the change control process.

Change Control Management Plan — See Integrated Change Control Management Plan

Closeout — The last phase of a project. Closeout involves closing contracts, archiving records,
completing project administrative tasks, and conducting final project reviews.

Communications Management — see Project Communications

Communications Management Plan — The Communications Management Plan describes how
the various types of project information are distributed, reviewed, updated and filed.

Concept Definition — A phase of a project where the initial business case (based on a business
need) is tested and the viability of the proposed solution and approach is explored. During the
Concept Definition phase the project is “initiated” or “chartered” and the Project Sponsor,
Business Sponsor, and/or Project Manager is given authority to proceed with the project.

Configuration Management (CM) — Any documented procedure used to apply technical and
administrative direction and surveillance to: identify and document the functional and physical
characteristics of an item or system, control any changes to those characteristics, record and
report the change and its implementation status and audit the items and system to verify their
conformance to requirements.

Constraint — Applicable restriction that will affect the performance of the project. Any factor
that affects when an activity can be scheduled.

Contingencies — See reserve and contingency planning.

Contingency Planning — The development of a management plan that identifies alternative
strategies to be used to ensure project success if specified risk events occur.

Contingency Reserve — The amount of money or time needed above the estimate to reduce the
risk of overruns of project objectives to a level acceptable to the organization.

Contract — A mutually binding agreement that obligates the seller to provide the specified
product and obligates the buyer to pay for it.

Contract Administration — Managing the relationship with the seller.

Contract Closeout — Completion and settlement of the contract, including resolution of any open
items.

Control — The process of comparing actual performance with planned performance, analyzing
variances, evaluating possible alternatives, and taking appropriate corrective action as needed.

Control Charts — A graphic display of the results, over time and against established control
limits, of a process. They are used to determine if the process is “in control” or in need of
adjustment.
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Corrective Action — Changes made to bring expected future performance of the project into line
with the plan.

Cost_Baseline — The process of freezing cost estimates and budget. When a baseline is
established, the change control process is implemented and performance is measured against the
baselined cost data.

Cost Budgeting — Allocating the overall cost estimates to individual project activities.

Cost Control — Controlling changes to the project budget.

Cost Estimating — Developing an approximation (estimate) of the cost of the resources needed to
complete project activities.

Cost Management — The process of monitoring project cost data to determine performance and
variance from the planned cost targets/estimates.

Cost Management Plan — The cost management plan describes the process for implementing
change control over cost estimates and the project time-phased cost baseline. The plan includes
the steps taken when the performance measurement system identifies major or minor cost
variances.

Cost of Quality — The costs incurred to ensure quality. The cost of quality includes quality plan-
ning, quality control, quality assurance, and rework.

Cost Performance Index (CPI) — The cost efficiency ratio of earned value to actual costs (CPI =
EV/AC). CPI is often used to predict the magnitude of a possible cost overrun using the following
formula: BAC/CPI = projected cost at completion.

Cost Variance (CV) — (1) Any difference between the budgeted cost of an activity and the actual
cost of that activity. (2) In earned value, (CV = EV - AC).

Crashing — Taking action to decrease the total project duration after analyzing a number of
alternatives to determine how to get the maximum duration compression for the least cost.

Critical Activity — Any activity on a critical path. Most commonly determined by using the
critical path method. Although some activities are “critical,” in the dictionary sense, without
being on the critical path, this meaning is seldom used in the project context.

Critical Path — The series of activities that determines the duration of the project. In a
deterministic model, the critical path is usually defined as those activities with float less than or
equal to a specified value, often zero. It is the longest path through the project. See critical path
method.

Critical Path Method (CPM) — A network analysis technique used to predict project duration by
analyzing which sequence of activities (which path) has the least amount of scheduling flexibility
(the least amount of float). Early dates are calculated by means of a forward pass using a
specified start date. Late dates are calculated by means of a backward pass starting from a
specified completion date (usually the forward pass’ calculated project early finish date).
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Critical Success Factors — Defines how progress and outcomes will be measured on a project—
sometimes called objectives. Some typical critical success factors include functionality, quality,
time, and cost.

Current Finish Date — The current estimate of the point in time when an activity will be
completed.

Current Start Date — The current estimate of the point in time when an activity will begin.

Customer — Generally the organization that receives and becomes the final owner of the output
of the project. The customer can be both internal or external to the organization developing the
project output.

Customer Approval — The formal process of receiving written acceptance of the project output.

Customer Requirements — Requirements enumerate and state the customer needs the project
output will satisfy. Requirements typically start with phrase “The system shall .....”

Data Date (DD) — The date at which, or up to which, the project’s reporting system has provided
actual status and accomplishments. Also called as-of date.

Deliverable — Any measurable, tangible, verifiable outcome, result, or item that must be
produced to complete a project or part of a project. Often used more narrowly in reference to an
external deliverable, which is a deliverable that is subject to approval by the project sponsor or
customer.

Dependency — Logical relationship between and among tasks of a project’s WBS, which can be
graphically depicted on a network. May also refer to dependencies among projects.

Deployment Process — see also System Deployment

Duration (DU) — The number of work periods (not including holidays or other non-working
periods) required to complete an activity or other project element. Usually expressed as workdays
or workweeks. Sometimes incorrectly equated with elapsed time. See also effort.

Duration Compression — Shortening the project schedule without reducing the project scope.
Duration compression is not always possible and often requires an increase in project cost.

E-business (Electronic Business) — Doing business online. E-business is often used as an
umbrella term for having an interactive presence on the Web. A government e-business initiative
or investment includes web-services type technologies, component based architectures, and open
systems architectures designed around the needs of the customer (citizens, business, governments,
and internal Federal operations).

E-government (E-Gov) — The use by the government of web-based Internet applications and
other information technologies, combined with processes that implement these technologies.

Early Finish Date (EF) - In the critical path method, the earliest possible point in time on which
the uncompleted portions of an activity (or the project) can finish based on the network logic and
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any schedule constraints. Early finish dates can change as the project progresses and changes are
made to the project pan.

Earned Value (EV) — The physical work accomplished plus the authorized budget for this work.
The sum of the approved cost estimates (may include overhead allocation) for activities (or
portions of activities) completed during a given period of (usually project-to-date). Previously
called the budgeted cost of work performed (BCWP) for an activity or group of activities.

Earned Value Management (EVM) — A method for integrating scope, schedule, and resources,
and for measuring project performance. Its compares the amount of work that was planned with
what was actually earned with what was actually spent to determine if cost and schedule
performance are as planned.

Effort — The number of labor units required to complete an activity or other project element.
Usually expressed as staff hours, staff days or staff weeks. Should not be confused with duration.

Element — One of the parts, substances, or principles that make up a compound or complex
whole.

Enterprise Information Board (EIB) — Chaired by the Assistant Secretary for Information and
Technology (VA Chief Information Officer) and includes representatives from VA’s business and
technical communities. Provides a corporate forum for Department IT project and program
management. Oversees the process of reviewing IT investment proposals for compliance with the
VA enterprise architecture. Ensures that the IT planning process addresses sociological change
management, cyber and information security, project management, and capital investment as well
as VA enterprise architecture concerns.

Enterprise Project Management Council (EPMC) — Reports to the Assistant Secretary for
Information and Technology. Responsible for defining Department-wide processes and
procedures for managing projects.

Estimate — An assessment of the likely quantitative result. Usually applied to project costs and
durations and should always include some indication of accuracy (e.g., +/- x percent). Usually
used with a modifier (e.g., preliminary, conceptual, feasibility). Some application areas have
specific modifiers that imply particular accuracy ranges (e.g., order-of-magnitude estimate,
budget estimate, and definitive estimate in engineering and construction projects).

Estimate At Completion (EAC) — The expected total cost of an activity, a group of activities, or
of the project when the defined scope of work has been completed. Most techniques for
forecasting EAC include some adjustment of the original cost estimate, based on project
performance to date.

Federal Enterprise Architecture (FEA) — A framework that describes the relationship between
business functions and the technologies and information that support them. Major IT investments
will be aligned against each reference model within the FEA framework.

Federal Information Security Management Act (FISMA) — Requires agencies to integrate IT
security into their capital planning and enterprise architecture processes, to conduct annual 1T
security reviews of all programs and systems, and to report the results of those reviews to OMB.
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Final Performance Report — Developed during the closeout phase of the project to capture the
final variance from baselined scope, cost and schedule.

Finish Date — A point in time associated with an activity’s completion. Usually qualified by one
of the following: actual, planned, estimated, scheduled, early, late, baseline, target, or current.

Float — The amount of time that an activity may be delayed from its early start without delaying
the project finish date. Float is a mathematical calculation, and can change as the project
progresses and changes are made to the Project Plan. Also called slack, total float, and path float.

Full Acquisition — the procurement and implementation of a capital project (investment) or
useful segment/module of a capital project (investment). Full acquisition occurs after all planning
activities are complete and the EIB and SMC selects and approves the proposed technical
approach and project (investment) plan, and establishes the baseline cost, schedule and
performance goals for this phase of the investment.

Full Funding — appropriations—regular annual appropriations or advance appropriations—are
enacted that are sufficient in total to complete a useful segment of a capital project (investment)
before any obligations may be incurred for that segment. When capital projects (investments) or
useful segments are incrementally funded, without certainty if or when future funding will be
available, it can result in poor planning, acquisition of assets not fully justified, higher acquisition
costs, project (investment) delays, cancellation of major projects (investments), the loss of sunk
costs, or inadequate funding to maintain and operate the assets. Budget requests for full
acquisition of capital assets must propose full funding.

Functional Manager — A manager responsible for activities in a specialized department or
function (e.g., engineering, manufacturing, marketing).

Human Resource Management — The processes employed to organize the efforts personnel
assigned to the project. Human Resource Management include organizational planning, staff
acquisition, and team development.

Impact Assessment — The process of evaluating project risks and performance variances to
determine the effect on project disciplines such as scope, cost and schedule.

Impact Probability Chart — Rates risks on the cost effect a risk occurrence will generate on the
project budget. Can be stated as a percentage or also as a statement like: very high (above 81%),
high (60% to 80%), probable (40% to 79%), low (20% to 39%), and very low (below 19%).

Information Collection and Distribution — Making needed information available to project
shareholders.

Information Technology — As defined by the Clinger-Cohen Act of 1996, sections 5002, 5141,
and 5142, means any equipment or interconnected system or subsystem of equipment that is used
in the automatic acquisition, storage, manipulation, management, movement, control, display,
switching, interchange, transmission, or reception of data or information. For purposes of this
definition, equipment is “used” by an agency whether the agency uses the equipment directly or it
is used by a contractor under a contract with the agency that (1) requires the use of such
equipment or (2) requires the use, to a significant extent, of such equipment in the performance of
a service or the furnishing of a product. Information technology includes computers, ancillary
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equipment, software, firmware and similar procedures, services (including support services), and
related resources. It does not include any equipment that is acquired by a Federal contractor
incidental to a Federal contract.

Initiation — Approving the Project Sponsor, Business Sponsor, and/or Project Manager to begin
the next phase in the project life cycle.

Integrated Change Control — Coordinating changes across the entire project.

Integrated Change Control Management Plan —Establishes the processes, procedures and
responsibilities for identifying, evaluating and managing change. Integration is achieved by
assessing a potential change’s impact to all relevant aspects of a project, primarily scope, cost,
schedule, risk and quality.

Integrated Project Team (IPT) — A multi-disciplinary team lead by a project manager
responsible and accountable for planning, budgeting, procurement and life-cycle management of
the investment to achieve its cost, schedule and performance goals. Team skills include:
budgetary, financial, capital planning, procurement, user, program, value management, earned
value management, and other staff as appropriate.

Lessons Learned — The documented learning gained from the process of performing the project.
Lessons learned may be identified at any point. Also considered a project record.

Life Cycle- The entire useful life of a product or service, usually divided into sequential phases
which include initiation, development, execution, operation, maintenance, and disposal or
termination.

Life-Cycle Costs — The overall estimated cost, including both government and contractor labor
costs, for a particular program alternative over the time period corresponding to the life of the
program, including direct and indirect initial investment (non-recurring) costs plus any periodic
or continuing (recurring) costs of operation and maintenance.

Life Cycle Costing — The concept of including acquisition, operating, and disposal costs when
evaluating various alternatives.

Life-Cycle Costs — The overall estimated cost, both government and contractor, for a particular
program alternative over the time period corresponding to the life of the program, including direct
and indirect initial costs plus any periodic or continuing costs of operation and maintenance.

Major_Acquisition — A capital project (investment) that requires special management attention
because of its: (1) importance to an agency’s mission; (2) high development, operating, or
maintenance costs; (3) high risk; (4) high return; or (5) significant role in the administration of an
agency’s programs, finances, property, or other resources.

Major IT Investment — A system or investment that requires special management attention

because of its importance to an agency’s mission;

e investment was a major investment in the FY 2004 submission and is continuing;

e investment is for financial management and spends more than $500,000;

e investment is directly tied to the top two layers of the Federal Enterprise Architecture
(Services to Citizens and Mode of Delivery);
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investment is an integral part of the agency’s modernization blueprint (EA);

investment has significant program or policy implications;

investment has high executive visibility; investment is defined as major by the SMC

OMB may work with the agency to declare other investments as major investments

All major investments must submit a “Capital Asset Plan and Business Case,” exhibit 300.
Investments that are e-government in nature or use e-business technologies must be identified
as major investments regardless of the costs. If you are unsure about what investments to
consider as “major,” consult the IT Capital Planning Service.

Management Plan — see also Project Management Plan

Master_Schedule — A summary-level schedule that identifies the major activities and key
milestones.

Milestone — A significant event in the project, usually completion of a major deliverable.

Milestone Reviews — Decision points in VA’s Program/Investment Management Life Cycle
where the project/system is presented to the EIB and approved (or disapproved) to move forward
to the next step in the process.

Mitigation — See risk mitigation.

Monitoring — The capture, analysis, and reporting of project performance, usually as compared
to plan.

Network Analysis — The process of identifying early and late start and finish dates for the
uncompleted portions of project activities. See also critical path method, program evaluation and
review technigue, and graphical evaluation and review technique.

Office of Policies, Plans, and Programs — Provides technical direction and guidance to ensure
that information technology (IT) is acquired and IT resources are managed for the Department in
a manner that implements the policies and procedures of the Clinger-Cohen Act and the priorities
established by the Secretary and Chief Information Officer.

OMB Exhibit 300 (Capital Asset Plan and Business Case) — OMB Circular A-11 Part 7 describes
the OMB Exhibit 300 as a format to demonstrate to agency management and OMB that it has
employed the disciplines of good project management, represented a strong business case for the
investment, and met other Administration priorities to define the proposed cost, schedule, and
performance goals for the investment if funding approval is to be obtained.

Operational (steady state) — An asset or part of an asset that has been delivered and is
performing the mission.

Organizational Breakdown Structure (OBS) — A depiction of the project organization arranged
S0 as to relate work packages to organizational units.

Organizational Planning - Identifying, documenting, and assigning project roles,
responsibilities, and reporting relationships.
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Performance Criteria — Various standards used to evaluate variances from the scope, schedule,
and cost baselines. Examples could include schedule activities that are one week late, cost
increases that exceed ten percent of budget, or the addition of a work breakdown structure work
package

Performance Reporting — Collecting and disseminating performance information. This includes
status reporting, progress measurement, and forecasting.

PERT Chart — The term is commonly used to refer to a project network diagram. See program
evaluation and review technique for the traditional definition of PERT.

Planned Value (PV) - the cumulative budgeted value of the project for work scheduled to date.
PV is calculated by applying the scheduled percentage of completion against the cost budget.

Planning — preparing, developing or acquiring the information you will use to: design the
investment; assess the benefits, risks, and risk-adjusted life-cycle costs of alternative solutions;
and establish realistic cost, schedule, and performance goals, for the selected alternative, before
either proceeding to full acquisition of the capital project (investment) or useful segment or
terminating the investment. Planning must progress to the point where you are ready to commit to
achieving specific goals for the completion of the acquisition before preceding to the acquisition
phase. Information gathering activities may include market research of available solutions,
architectural drawings, geological studies, engineering and design studies, and prototypes.
Planning is a useful segment of a capital project (investment). Depending on the nature of the
investment, one or more planning segments may be necessary.

PMBOK - The Project Management Institute’s Guide to the Project Management Body of
Knowledge. This document represents project management best practices.

PMBOK Map/Mapping — Coordinating organizational project management functions to the
functional processes and knowledge area activities described in the PMBOK.

Policy and Governance — Formal written standards that control the operational functions of a
major enterprise organization.

Post-Implementation Report — Documents project status and performance as a result of the
Post-Implementation Review.

Post-Implementation Review — The last of the VA IT milestone reviews. Conducted at a time
when an assessment of the operation of the project output is practical. Determines open project
activities and insures major project requirements are satisfied.

Privacy Impact Assessment — A process for examining the risks and ramifications of collecting,
maintaining and disseminating information in identifiable form in an electronic information
system, and for identifying and evaluating protections and alternative processes to mitigate the
impact to privacy of collecting information in identifiable form. Consistent with forthcoming
OMB guidance implementing the privacy provisions of the E-government Act, agencies must
conduct privacy impact assessments for all new or significantly altered information technology
investments administering information in identifiable form collected from or about members of
the public. Agencies may choose whether to conduct privacy impact assessments for information
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technology investments administering information in identifiable form collected from or about
agency employees.

Procurement Management — see Project Procurement Management

Procurement Management Plan — Describes the project procurement processes such as:
solicitation planning, solicitation, source selection, and contract administration. Includes the tools
and techniques and outputs from each procurement process.

Program — A group of related projects managed in a coordinated way. Programs usually include
an element of ongoing work.

Program Evaluation and Review Technigue (PERT) — An event-oriented network analysis
technique used to estimate project duration when there is uncertainty in the individual activity
duration estimates. PERT applies the critical path method using durations that are computed by a
weighted average of optimistic, pessimistic, and most likely duration estimates. PERT computes
the standard deviation of the completion date from those of the path’s activity durations.

Project — A temporary endeavor undertaken to create a unique product, service or result.

Project Assumptions — see Assumptions

Project Authority — Generally a senior organizational executive that approves project mission
and cost planning. In some cases the project authority and project sponsor may be the same
executive.

Project Budget — The estimated costs, over time, for each project Work Breakdown Structure
element.

Project Charter — A document issued by senior management that formally authorizes the
existence of a project. It provides the Project Manager with the authority to apply organizational
resources to project activities.

Project Closeout — see Closeout

Project Constraints — see Constraints

Project Control — The act of monitoring and measuring variances from the project plan.
Implementation of the integrated change control process establishes control over project
activities.

Project Communications — The process that insures the generation, collection, dissemination
and storage of project information. Project communications includes communications planning,
information distribution, performance reporting and administrative closure.

Project Initiation — see Initiation

Project Life Cycle — A collection of generally sequential project phases whose name and number
are determined by the control needs of the organization or organizations involved in the project.
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Project Management — The application of knowledge, skills, tools, and techniques to project
activities in order to meet the project requirements.

Project Management Framework — The processes used to manage a project from initiation to
closeout. The VA IT Project Management Framework includes the milestone reviews, the
monthly performance reviews, the VA IT Acquisition process, integrated with the process groups
of initiating, planning, executing, controlling and closing.

Project Management Information System (PMIS) — A system that facilitates project
information flow within an organization.

Project Management Office (PMO) — The organization, either at the enterprise, Administration,
and/or project level that aids Project Managers with standards, tools and techniques. The PMO
maintains project metrics and in most cases monitors and consolidates project cost reporting

Project Management Plan — A management summary document that gives the essentials of a
project in terms of its objectives, justification, and how the objectives are to be achieved. It
describes how major activities of the project management function are to be accomplished
(project execution), and describes the methods of overall project control. The project management
plan includes the subsidiary plans covering the project management knowledge areas.

Project Management Process — Overlapping activities occurring at varying intensities,
throughout each phase of the project.

Project Management Software — A class of computer applications specifically designed to aid
with planning and controlling project costs and schedules.

Project Management Team — The members of the project team who are directly involved in
project management activities. On some smaller projects, the project management team may
include virtually all of the project team members.

Project Manager (PM) — The individual responsible for managing a project.

Project Master Schedule — A detailed schedule, based on project milestones and deliverables,
that integrates all aspects of the project. The Project Master Schedule is using the Work
Breakdown Structure (WBS).

Project Performance Reports — see Performance Reporting

Project Phase — A collection of logically related project activities, usually culminating in the
completion of a major deliverable.

Project Management Plan — A formal, approved document used to guide both project execution
and project control. The primary uses of the project plan are to document planning assumptions
and decisions, facilitate communication among stakeholders, and document approved scope, cost,
and schedule baselines.

Project Management Plan Development — Integrating and coordinating all project plans to
create a consistent, coherent document.

Prepared By: RDP PMO Page 77 of 93 VA-RDP Project Management Plan v0.5
WORKING DRAFT
CONFIDENTIAL — DEPARTMENT OF VETERAN AFFAIRS



Project Management Plan Execution — Carrying out the project plan by performing the
activities included therein.

Project Planning — The development and maintenance of the project plan.

Project Procurement Management — A subset of project management that includes the
processes required to acquire goods and services to attain project scope from outside the
performing organization. It consists of procurement planning, solicitation planning, solicitation,
source selection, contract administration, and contract closeout.

Project Procurement Management Plan — See Procurement Management Plan

Project Quality Management — A subset of project management that includes the processes
required to ensure that the project will satisfy the needs for which it was undertaken. It consists of
quality planning, quality assurance, and quality control.

Project Schedule — The planned dates for performing activities and the planned dates for meeting
milestones.

Project Scope — The work that must be done to deliver a product with the specified features and
functions.

Project Scope Management — A subset of project management that includes the processes
required to ensure that the project includes all of the work required, and only the work required,
to complete the project successfully. It consists of initiation, scope planning, scope definition,
scope verification, and scope change control.

Project Sponsor — Executive level person or organization that champions the project goals. In
some cases, but not all, the project sponsor may control the financial resources for the project.

Project Status Report — Details the current and upcoming activities on the project. Also can
report on performance related to project scope, schedule and cost.

Project Team Members — The people who report either directly or indirectly to the Project
Manager.

Project Team Resources — Generally refers to personnel assigned to the project team. May
include skill descriptions and availability.

Project Time Management — A subset of project management that includes the processes
required to ensure timely completion of the project. It consists of activity definition, activity
seguencing, activity duration estimating, schedule development, and schedule control.

Qualitative Risk Analysis — Performing qualitative analysis of risks and conditions to prioritize
their effects on the project objectives. It involves assessing the probability and impact or project
risks and using methods such as the probability and impact matrix to classify risks into categories
of high, moderate, and low for prioritized risk response planning.
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Quality Assurance (QA) — (1) The process of evaluating overall project performance on a
regular basis to provide confidence that the project will satisfy the relevant quality standards. (2)
The organizational unit that is assigned responsibility for quality assurance.

Quality Control (QC) — (1) The process of monitoring specific project results to determine if
they comply with relevant quality standards and identifying ways to eliminate causes of
unsatisfactory performance. (2) The organizational unit that is assigned responsibility for quality
control.

Quality Management — A collection of quality policies, plans, procedures, specifications, and
requirements is attained through quality assurance (Managerial) and quality control (Technical).

Quality Management Plan — address what will be measured, how it will be measured, the
responsibility for those activities and how quality improvement will be implemented during the
course of the project.

Quality Planning — Identifying which quality standards are relevant to the project, and
determining how to satisfy them.

Quantitative Risk Analysis — Measuring the probability and consequences of risks and
estimating their implications for project objectives. Risks are characterized by probability
distributions of possible outcomes. This process uses quantitative techniques such as simulation
and decision tree analysis.

Reserve — A provision in the project plan to mitigate cost and/or schedule risk. Often used with a
modifier (e.g., management reserve, contingency reserve) to provide further detail on what types
of risk are meant to be mitigated. The specific meaning of the modified term varies by application
area.

Resource — People, equipment and/or materials used to accomplish activities.

Rework — Action taken to bring a defective or nonconforming item into compliance with
requirements or specifications.

Risk — An uncertain event or condition that, if it occurs, has a positive or negative effect on a
project’s objectives.

Risk Category — A source of potential risk reflecting technical, project management,
organizational, or external sources.

Risk Containment Plan — A document detailing all identified risks, including description, cause,
probability of occurring, impact(s) on objectives, proposed responses owners and current status.
Also referred to as risk response plan.

Risk Event — A discrete occurrence that may affect the project for better or worse.

Risk Identification — Determining which risk events might affect the project and documenting
their characteristics.
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Risk Management — The art and science of identifying, analyzing, and responding to risk factors
throughout the life of a project and in the best interests of its objectives.

Risk Management Plan — Documents how risk processes will be carried out during the project.
This is an output of Risk Management planning.

Risk Mitigation — Risk mitigation seeks to reduce the probability and/or impact of a risk to
below an acceptable threshold.

Risk Monitoring and Control — Monitoring residual risks, identifying new risks, executing risk
reduction plans, and evaluating their effectiveness throughout the project life cycle.

Risk Response Plan — See risk containment plan.

Schedule Baseline — See Baseline

Schedule Control — Controlling changes to the schedule.

Schedule Critical Path — Activities or tasks in a project schedule that, if the duration changes,
will either shorten or lengthen the total duration of the project.

Schedule Dependency — The linking of tasks in a project schedule in order of execution or
implementation. Example: task must be completed before task B.

Schedule Development — Analyzing activity sequences, activity durations, and resource re-
guirements to create the project schedule.

Schedule Management — Updating the project master schedule and comparing progress with the
baseline schedule. Changes to the project schedule are managed through the Integrated Change
Control Plan.

Schedule Performance — Comparing the project master schedule with the baseline schedule to
determine slippage or changes in scope.

Schedule Performance Index (SPI1) — The schedule efficiency ratio of earned value
accomplished against the planned value. The SPI describes what portion of the planned schedule
was actually accomplished. SPI is calculated as (SPI = EV/PV).

Schedule Variance (SV) - (1) Any difference between the scheduled completion of an activity
and the actual completion of that activity. (2) In earned value, (SV = EV - PV).

Scope — The sum of the products and services to be provided as a project. See project scope and
product scope.

Scope Change — Any change to the project scope. A scope change almost always requires an
adjustment to the project cost or schedule.

Scope Change Control — Controlling changes to project scope.
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Scope Creep — Any change to the project scope (products and services described by the project)
that happens incrementally and is subtle in recognition.

Scope Definition — Subdividing the major deliverables into smaller, more manageable com-
ponents to provide better control.

Scope Management — See Integrated Change Control

Scope Planning — The process of progressively elaborating the work of the project, which
includes developing a written scope statement that includes the project justification, the major
deliverables, and the project objectives.

Scope Statement — The scope statement provides a documented basis for making future project
decisions and for confirming or developing common understanding of project scope among the
stakeholders. As the project progresses, the scope statement may need to be revised or refined to
reflect approved changes to the scope of the project.

Scope Verification — Formalizing acceptance of the project scope.

Section 508 — Refers to Section 508 of the Rehabilitation Act of 1973 (29 U.S.C. 794d), which
requires Federal agencies to develop, procure, maintain, or use electronic and information
technology (EIT) that is accessible to Federal employees and members of the public with
disabilities.

Simulation — A simulation uses a project model that translates the uncertainties specified at a
detailed level into their potential impact on objectives that are expressed at the level of the total
project. Project simulations use computer models (e.g., Monte Carlo technigque) and estimates of
risk at a detailed level.

Solicitation — Obtaining quotations, bids, offers, or proposals as appropriate.

Source Selection — Choosing from among potential sellers.

Sponsor — see Project Sponsor

Staff Acquisition — Getting needed human resources assigned to and working on the project.

Stakeholder — Individuals and organizations that are actively involved in the project, or whose
interests may be positively or negatively affected as a result of project execution or project
completion. They may also exert influence over the project and its results.

Start Date — A point in time associated with an activity’s start, usually qualified by one of the
following: actual, planned, estimated, scheduled, early, late, target, baseline, or current.

Statement of Work (SOW) — A narrative description of products or services to be supplied
under contract.

Strategic Management Council (SMC) — Chaired by the Deputy Secretary. Recommends to the
Secretary and the VAEB, project management policy, strategic direction, resource allocations and
performance in key areas.
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System Deployment — Addresses the Project Closing Phase, Step 4 of the VA system
Development Life Cycle. Project Closing is performed once all defined project objectives have
been met and the customer has accepted the project’s product. Refers to transferring the project
output to the customer.

System Development — A project life cycle phase encompassing the design, integration and
demonstration of the project output. Generally follows the planning phase and is usually
accomplished in conjunction with the execution and control process groups.

System Development Life Cycle — varies by project output. For example in the construction the
System Develop Life Cycle could be described as feasibility, planning, design, construction and
turnover. For software development a spiral (the life cycle repeats until complete) process is
employed: requirements identification, system design, build and rebuild, and evaluation.

System Development Methodology — The type of methodology to be used in a system
development project, e.g. Rational Unified Process, Spiral Development, Iterative Development,
System Development Methodology, Information Engineering Methodology, or Rapid Application
Development Methodology.

System Operation — The phase in the system life cycle where the system is in use and on-going
activities such as regular maintenance and improvement are underway.

System Prototype — A development model that is used for testing in an operational environment.
Typically built to be modified into the production model.

Task — A generic term for work that is not included in the work breakdown structure, but
potentially could be a further decomposition of work by the individuals responsible for that work.
Also, lowest level of effort on a project.

Triggers — Triggers, sometimes called risk symptoms or warning signs, are indications that a risk
has occurred or is about to occur. Triggers may be discovered in the risk identification process
and watched in the risk monitoring and control process.

User — Usually a member of the customer’s organization. Person or organization that will operate
the project’s output.

Variance — Divergence from plan. For example if the schedule falls behind it is said to have
negative variance. A variance is typically expressed in explicit terms such as a $200,000 overrun.
Variance can also be expressed as an index, in which case a schedule performance index of .89
would mean the schedule is 11 percent behind the baseline plan (schedule).

Work Activities — Sometimes called tasks. Generally project events or efforts that make up a
schedule. Activities have a duration (time), consume resources and in most cases are dependent or
result from other activities.

Work Activity Durations — The amount of time it takes to accomplish the work. Can be
expressed in hours, day, weeks, or months.
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Work Breakdown Structure (WBS) — A deliverable-oriented grouping of project elements that
organizes and defines the total scope of the project. Each descending level represents an
increasingly detailed definition of a project work.

Work Breakdown Structure (WBS) Baseline — The process of freezing the WBS to measure
the affect of change. When the WBS is baselined, change control is applied and change is
assessed against other aspects of the project, such as cost and schedule.

Work Package — A deliverable at the lowest level of the work breakdown structure, when that
deliverable may be assigned to another Project Manager to plan and execute. This may be
accomplished through the use of a subproject where the work package may be further
decomposed into activities.

Zachman Cell — The Zachman Framework is guide for developing and managing an enterprise
architecture. It consists of a grid with columns titled: data, function, network, people, time and
motivation and rows titled: scope, business model, system model, technology model and detailed
representation. A specific cell might represent the scope of the data aspect of the enterprise data
infrastructure.
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