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Section 1: Introduction

1.1 What is the MA/BPR Program?

The Management Analysis / Business Process Reengineering Program is a structured, systematic, and adaptable approach to maximizing the effectiveness and efficiency of selected VA functions. This approach is comprised of two methodologies, Management Analysis (MA) and Business Process Reengineering (BPR).  

· Management Analysis is a structured approach for examining current business methods and conducting market analysis aimed at identifying new ways to do business and improve performance.  

· Business Process Reengineering is the fundamental rethinking and redesign of business processes within an organization to bring about improvements in performance. 

Using tools such as MA and BPR, VA is provided an opportunity to examine the current performance of functions, explore new ways to do business, and implement changes to improve performance. Studies will generate smarter, more efficient, and more cost-effective ways of doing business. Savings from these efficiencies are reinvested into programs and services that directly benefit veterans and their families.
1.1.1 The MA/BPR Mission Statement

 The mission of the MA/BPR program is:


[image: image1]
MA/BPR can be implemented across VA as a business improvement process to meet the evolving needs of veterans and their families and enable VA to become a recognized leader of innovation. 

The scope of MA/BPR Program currently includes all supporting functions and activities within the VHA; studies are conducted at the Network-level and the outcomes are bundled into National results. Each study includes an assessment of the processes, organization, and technology associated with the function(s). Prior to implementation, the study options are identified and approved by stakeholders at both the Network and National-levels.

1.2 Background of the MA/BPR Program

The MA/BPR program is VA’s chosen response to the President’s Management Agenda (PMA) goals for improving the effectiveness and efficiency of agency functions – normally pursued by Competitive Sourcing. MA/BPR provides VA with the ability to optimize their operations without the element of competition with the private sector. 

In 1998, Congress passed the Federal Activities Inventory Reform (FAIR) Act as a means “to provide a process for identifying the functions of the Federal Government that are not inherently governmental functions.”  The FAIR Act requires that “not later than the end of the third quarter of each fiscal year, the head of each executive agency shall submit to the Director of the Office of Management and Budget (OMB) a list of activities performed by Federal Government sources for the executive agency that, in the judgment of the head of the executive agency, are not inherently governmental functions.” 

Issuance of this directive was followed in June 2001 by the publication of the President’s Management Agenda (PMA), which identified competitive sourcing as one of the President’s five top federal government-wide management initiatives. In response to the PMA, VA’s Deputy Secretary charged the Office of Policy and Planning (OP&P) with developing a VA-wide competitive sourcing process. OP&P developed a competitive sourcing approach for VA, presented it for approval from the Strategic Management Council (SMC) in November 2001, and gained OMB’s approval by April 2002. 
In April 2003, VA General Counsel (GC) issued an opinion effectively prohibiting the use of VA-wide competitive sourcing approach within Veterans Health Administration (VHA) without a separate appropriation.  The opinion states that funds from a medical appropriation could not be used for the purpose of the cost comparison process inherent in conducting competitive sourcing studies.  VHA continued its study of the laundry service while seeking clarification of the GC opinion.   In August 2003, the Deputy Secretary directed VHA to terminate all competitive sourcing studies that are funded from VA’s medical care accounts.

In spite of the prohibition against conducting public/private cost comparisons, VA recognizes a need to:

· Meet the goals of the PMA with respect to “significant savings and noticeable performance improvements”

· Identify resources to be reinvested into direct veteran needs

· Continuously improve services to veterans and their families while enhancing the confidence of VA stakeholders

· Improve and integrate workforce planning

· Better justify VA’s service delivery process decisions with OMB and Congress

In response to this need, OP&P presented options to the Deputy Secretary for achieving the competitive sourcing goals in the PMA without performing public/private competitions. MA/BPR was the option chosen by the Deputy Secretary to meet the goals of the PMA with respect to generating “significant savings” and “noticeable performance improvements.” It was also decided that the MA/BPR initiative would be led by the Management Systems Improvement Service (MSIS) within the OP&P. 

As a result of VA’s and other agencies success using MA/BPR-like programs as a replacement for Competitive Sourcing, the PMA was revised in May 2008 to rename the Competitive Sourcing initiative to Commercial Services Management. Now the OMB officially recognizes the ability of MA/BPR-like programs to create efficiencies and effectiveness within the government’s supporting functions without competing with the private sector. 
1.3 Flow of Document
This manual includes five sections and three appendices. Section 1 provides an explanation of what the MA/BPR program is and how it began. Section 2 provides an overview of the MA/BPR program which includes a brief explanation of the process, the governance structure, the roles and responsibilities, and the tracking system. Section 3 contains a detailed explanation of the activities that occur at both the National-level and VISN-level in order to prepare for a MA/BPR study. Section 4 describes the process, outcomes, and tracking system entries for each of the MA/BPR study phases (Envision, Analyze, and Design). Section 5 explains the process, outcomes, and tracking system entries for the MA/BPR post study activities (Implement and Sustain). In addition to these sections, this document includes three appendices: Appendix A contains templates of the Outcome Reports for each phase, Appendix B contains screenshots of the tracking system entries that must be made for each phase, and Appendix C includes the meaning for each acronym used in this document. 
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2.1 MA/BPR Process Overview 

Figure 1: MA/BPR Phases
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As discussed in Section 1, Management Systems Improvement Service (MSIS) has developed a structured, systematic, and adaptable approach for improving performance and realizing cost savings. This process, MA/BPR, consists of a preparation step and five phases. Each phase is briefly described below.
Project Initiation (The Preparation Step) 

This step prepares the Study Team to undertake a MA/BPR study. The following activities occur:

· The National Steering Committee (NSC) is formed
· The study options are chosen by the NSC
· A Study Sponsor and Study Team Leader are chosen for each study
· The MA/BPR program participants receive training on the MA/BPR process

· The Study Sponsor and Study Team Leader establish the Study Team  
Envision Phase
In this phase, the Study Team works with stakeholders to validate the strategic direction of the function. The Study Team also reviews the study options provided by the NSC to evaluate whether or not they will be appropriate for their particular VISN. 
Analyze Phase
In this phase, the Study Team develops a detailed understanding of operations by analyzing the current processes including organizational, functional, and technological relationships.  The Study Team then conducts an in-depth performance assessment and identifies opportunities for improvement.

Design Phase

In this phase, the Study Team develops the reengineered process and/or organization to increase the efficiency and effectiveness of the chosen function. The proposed redesign supports the strategic direction developed/ validated during the Envision Phase and addresses opportunities for improvement identified during the Analyze Phase. The study is effectively completed during this phase and the Study Team will disband when all the Outcome Reports have been approved by the NSC. By the end of the Design Phase, the Implementation Project Manager will be prepared to take primary responsibility for operationalizing the new design. 
Implement Phase
In this phase, the Implementation Project Manager and Team will work with management of the function under study to put the redesigned organization in place. In some cases, the Implementation Team will conduct a pilot prior to full-scale implementation and incorporate the lessons learned into the final design.
Sustain Phase

In this phase, the Implementation Project Manager will monitor the improvements made as a result of the MA/BPR study and will make modifications and/or improvements to the design as necessary.  
2.2 MA/BPR Governance Structure

The MA/BPR program requires engagement from multiple parties at all levels of VA. The following is a description of the different parties responsible for the execution of the MA/BPR program: 

Study Team 

The Study Team executes the overall study. A Study Team Member can be a subject matter expert who advises the Study Team on matters in their field of expertise. The Study Team should include functional subject matter experts and representatives from both Human Resources and Finance. This is because the MA/BPR process requires significant integration with workforce, financial planning and data analysis. 
Study Team Leader 

The Study Team Leader oversees the MA/BPR study as it is being completed.  The Study Team Leader is responsible for coordinating with the Study Team in order to execute the study in accordance with the MA/BPR requirements and reporting any issues that arise to the Study Sponsor and/or the National Steering Committee. 

Implementation Project Managers

The Implementation Project Manager’s role begins in the Design Phase when he or she prepares to take primary responsibility for operationalizing the new design. The Implementation Project Manager oversees the MA/BPR implementation activities during the Implement Phase and monitors the improvements during the Sustain Phase.  The Implementation Project Manager is responsible for reporting to the National Program Office (NPO) Representatives to ensure the implementation activities are executed in accordance with the MA/BPR requirements.  

Study Sponsor 

The Study Sponsor is the VISN-level leader of MA/BPR study operations.  The Study Sponsor is responsible for identifying project leaders to manage the study and implementation activities, securing the overall funding and resources for the study, ensuring program requirements are met, and championing the MA/BPR program with critical stakeholders within the VISN.
The VHA Program Management Office (PMO)

The VHA PMO provides assistance to the VHA Liaison, MSIS and the NSC with the day-to-day management of the MA/BPR program. The VHA PMO is responsible for tracking the progress of the studies, providing communications to the field, documenting guidance and decisions, and providing subject matter expertise on the MA/BPR process to study participants.

The National Steering Committee (NSC)

The NSC oversees the study progress at the national-level and is comprised of senior-level subject matter experts chosen for their leadership and management experiences. The NSC consists of three positions – the Chair, the Liaison, and the Subject Matter Experts. The NSC Chairs are the members responsible for providing oversight to the NSC body as a whole. The NSC Liaisons provide support to their assigned VISNs to ensure that each MA/BPR study is completed according to policy and within scheduled timeframes. Additionally, the NSC includes subject matter experts with financial, human resources, or other appropriate skill sets. The NSC is responsible for developing and providing functional specific guidance to the functions under study and providing subject matter expertise to assist teams while conducting their studies. 
National Program Office (NPO)

The NPO oversees the MA/BPR implementation activities during the Implement Phase and monitors improvements during the Sustain Phase from the national-level. The NPO consists of a national representative for each function studied under MA/BPR that ensure the implementation activities adhere to policy and program guidelines. Additionally, the NPO will provide assistance to the Implementation Project Managers who have difficulty implementing their new designs.
VISN Director 

The VISN Director provides oversight to the Study Teams through the Study Sponsor. The VISN Director also ensures that the Study Teams’ chosen study options align with the VISN’s strategic goals.    

Management System Improvement Service (MSIS)

MSIS is the office within VA that provides policy guidance, oversight, training, and coordination for the MA/BPR program and studies via an MA/BPR program manager and supporting MA/BPR team. MSIS also has the primary responsibility of managing the Business Improvement Tracking System (BITS) and reporting the progress of the studies to the Office of Management and Budget (OMB). 

VHA Liaison 

The VHA Senior Leader who oversees the National Steering Committee and the Study Teams and ensures that studies meet predetermined milestones. The VHA Liaison is also responsible for partnering with MSIS to champion the program to internal and external stakeholders to VA.  

Senior Leader Oversight Group (SLOG)
The SLOG is the governance body that provides strategic oversight for implementation of the MA/BPR program. The SLOG approves national-level study plans and sequencing, and recommends selection of functions for study and resource reinvestment decisions. The SLOG meets periodically to review study progress, oversee implementation, and provide direction and guidance. This group, chaired by the Assistant Secretary of Policy and Planning, also provides updates on the MA/BPR initiative to the Deputy Secretary and Strategic Management Council (SMC) as necessary.  

The following chart illustrates the organizational structure of the MA/BPR studies which end at the Design Phase:
Figure 2: The MA/BPR Studies Organizational Chart
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Figure 3: The MA/BPR Post Study Activities Organizational Chart
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The next chart illustrates the organizational structure of the MA/BPR Post Study Activities which begin in the Implement Phase:

2.3 MA/BPR Roles and Responsibilities

The following table explains the responsibilities associated with each role in the MA/BPR program.
	Roles
	Oversight and Leadership
	Study Preparation Responsibilities
	Study Execution Responsibilities
	Post Study Responsibilities

	VHA Liaison 
	· The top VHA official directly involved in the MA/BPR program 

· Oversees the execution and progress of the MA/BPR program within the respective functions under study for the 21 VISN’s  

· Partner with MSIS championing the MA/BPR program with critical stakeholders both internal and external to VA
	· Approves all MA/BPR program guidance: governance, policy, roles and responsibilities, and program or functional specific guidance 

· Identifies National Steering Committee (NSC) Chair(s) 

· Oversees training and working sessions for the National Steering Committee to develop functional specific guidance and criteria

· Approves the national program and study execution communication plans and materials 

· Concurs on the selection of MA/BPR Study Participants

· Provides VHA Leadership and identified study participants with necessary communications and memoranda to begin the study

· Oversees Study Sponsor and Team Leader Training Session 


	· Briefs VHA leadership on the progress of the studies

· Communicates with Study Sponsors to ensure Study Teams are progressing and have adequate support

· Facilitates reoccurring meetings with MA/BPR program leadership (MSIS, NSC and VHA PMO) to address issues, concerns and decisions

· Briefs unions on study progress and program impacts through the National Partnership Council (NPC)

· Ensures the NSC has adequate support to review and approve Outcome Reports

· Ensures training resources are available to study participants throughout the study process

· Oversees the studies and engages VHA and VISN leadership if necessary

· Concurs on the selection of MA/BPR Implementation Project Managers

· Concurs on the change/turnover of MA/BPR Study Participants


	· Oversees the status of implementation activities and engages VHA and VISN Leadership when necessary 

· Identifies National Program Office (NPO) representative(s)

· Briefs VHA leadership on the progress of the implementation activities

· Briefs unions on implementation progress and program impacts through the National Partnership Council (NPC)

· Concurs on the change/turnover of MA/BPR Study Participants



	Management Systems Improvement Services (MSIS)
	· Provides guidance, oversight and subject matter expertise on the MA/BPR process 

· Ensures MA/BPR studies adhere to VA Policy and requirements set forth by OMB

· Manages the Business Improvement Tracking System (BITS) and the validity of the data entries 

· Partner with the VHA Liaison championing the MA/BPR program with critical stakeholders both internal and external to VA
	· Coordinates overall MA/BPR program guidance: governance, policy, roles and responsibilities, and program specific guidance 

· Provides input into and ensures that the functional specific guidance is in alignment with VA and OMB requirements

· Assists the NSC with answering process-related questions

· Provides the training and facilitation for the National Steering Committee 

· Provides the training for the Study Sponsor and Team Leaders 

· Provides appropriate ad hoc consultation to MA/BPR participants and officials
	· Briefs VA leadership on the progress of the studies

· Participates and provides input into any issues or decisions that arise throughout the study

· Monitors the input of data entries into BITS

· Assists the NSC with answering process-related questions

· Provides feedback to the NSC regarding the Outcome Reports submitted by Study Teams

· Provides updates on study progress to external stakeholders such as OMB

· Captures lessons learned and identifies best practices and/or case studies

· Provides appropriate ad hoc consultation to MA/BPR participants and officials


	· Briefs VA leadership on the progress of the implementation activities

· Provides updates of implementation progress to external stakeholders such as OMB

· Monitors the input of BITS  data entries to ensure reasonableness and adherence to costing guidance

· Provides the training for the Implementation Project Managers

· Captures lessons learned and identifies best practices and/or case studies

· Provides appropriate ad hoc consultation to MA/BPR participants and officials

	National Steering Committee (NSC)
	· Ensures that the Study Teams meet predetermined program goals and milestones

· Provides subject matter expertise on the functional specific process guidance to the study teams and oversees the study progress
	· Develops functional specific guidance and Study Team Leader criteria  

· Tailors MA/BPR process guidance / Outcome Report templates for the function under study

· Develops Study Options for the function under study 

· Tests developed guidance and provides level-of-effort estimates to complete the study process


	· Communicates with Study Teams to verify progress, address questions, and assist with the reasonableness of the Outcome Reports

· Identifies and addresses issues, questions and/or lessons learned with program leadership

· Participates and provides input into any issues or decisions that arise throughout the study

· Recommends approval of the Outcome Reports to VISN Leadership

· Reviews Outcome Reports and provides feedback to Study Teams regarding reasonableness 

· Monitors BITS entries

· Works with the National Program Office representative(s) to ensure effective transition of responsibilities
	· N/A

	National Program Office (NPO)
	· Ensures implementation activities for the new designs adhere to program requirements, goals and timeliness

· Ensures that the Implementation Teams activities are on schedule

· Provides subject matter expertise on the functional specific guidance to the Implementation Teams 
	· N/A
	· Works with the National Steering Committee representative(s) to ensure effective transition of responsibilities
	· Reviews the progress of implementation activities quarterly to evaluate—adherence to MA/BPR Policy, projected timelines, implementation risks, and the performance of implemented activities 

· Identifies and addresses issues, questions and/or lessons learned with program leadership

· Monitors BITS entries to ensure reasonableness and adherence to costing guidance

	VHA Program Management Office (PMO)
	· Assists the VHA Liaison, MSIS, and the NSC with the day-to-day management of the MA/BPR program

· Tracks the progress of the studies and the implementation activities

· Provides subject matter expertise on the MA/BPR process

· Develops and disseminates communications to Study Participants
	· Assists in the development of the MA/BPR program guidance: governance, policy, roles and responsibilities, and program and function specific guidance 

· Documents and incorporates all MA/BPR program guidance: governance, policy and roles and responsibilities into the Program Management Manual via periodic revisions 
	· Participates and provides input into any issues or decisions that arise throughout the study

· Manages guidance, templates, and Outcome Reports documents
· Organizes, maintains, and updates the SharePoint website

· Tracks the progress of the studies and reports on the status

· Develops study communications (newsletters, union briefings, status scorecards, question and answers, etc)

· Participates on all NSC conference calls

· Provides intermittent training as required

· Assists NSC and Study Teams with process related questions
	· Manages and updates the SharePoint website with guidance, resources, Quarterly Reports and yearly BITS Templates with a Supporting Audit Trail

	Study Sponsor
	· The top VISN official directly involved in the MA/BPR process

· Ensures teams meet the MA/BPR program requirements

· Identifies and oversees the Study Team Leaders and Implementation Project Managers

· Secures the overall funding and resources for the study

· Champions the MA/BPR program with critical stakeholders within the VISN


	· Identifies Study Team Leaders 

· Attends MA/BPR training

· Works with the Study Team Leader to identify Study Team Members 

· Ensures teams are equipped to conduct the MA/BPR study and have received the necessary resources


	· Defines study requirements at the network- level

· Assesses Study Team’s progress and reviews required Outcome Reports for approval to the next phase of the process

· Submits VISN approved Outcome Reports to NSC for a reasonableness and quality review 

· Approves BITS data entries 

· Ensures the proposed designs by the Study Teams are in alignment with the VISN’s strategic direction 

· Reports to MA/BPR Leadership on study progress and status

· Briefs VISN Leadership on the study progress, issues, needs and/or concerns

· Provides study results and recommendations to VISN Leadership

· Identifies Implementation Project Managers

· Identifies new Study Team Leaders as a result of change/turnover 
	· Oversees the VISN’s implementation activities and engages VISN leadership when necessary

· Ensures implementation activities remain aligned with VISN and/or facility level strategic plans and goals

· Works with the Implementation Project Managers to identify Implementation Team Members 

· Reports to MA/BPR Leadership on the implementation progress and status

· Identifies new Implementation Project Managers as a result of change/turnover

· Approves yearly BITS data entries

	Study Team Leader
	· Oversees the Study Team, resources, budget and time as it completes the MA/BPR study

· Ensures the timely execution and completion of the study

· Identifies any problems and brings them to the attention of the Study Sponsor or the NSC


	· Attends MA/BPR Training

· Identifies, obtains, and manages resources for executing the MA/BPR process

· Organizes the Study Team

· Ensures Study Team is equipped to conduct the MA/BPR study
	· Manages resources and resource needs for executing the MA/BPR process

· Ensures completeness of the study process and required Outcome Reports 

· Provides the Study Sponsor with updates on study progress and required Outcome Reports for VISN approval  

· Manages and validates the input of BITS data entries 

· Works with Implementation Project Managers to transition from the study activities to the implementation activities 
	· N/A

	Implementation Project Manager
	· Oversees the Implementation Team, resources, budget and time as it completes the implementation activities

· Ensures the timely implementation and completion of the implementation activities

· Identifies any problems and brings them to the attention of the Study Sponsor or the NPO
	· N/A
	· Works with Study Team Leaders to develop the Implementation Summary
· Works with Study Team Leaders to transition from the study activities to the implementation activities 
	· Organizes the Implementation Team

· Manages the implementation activities of all new MA/BPR related changes

· Manages resources and resource needs for the implementation activities

· Ensures Implementation Team is equipped to conduct the implementation activities

· Notifies unions on proposed study options that may require bargaining or fulfillment of other labor relations management requirements
· Provides the Study Sponsor with updates on implementation progress and required Outcome Reports for VISN approval  

· Manages and validates the input of BITS data entries 

	Study Team Member
	· N/A
	· N/A
	· Completes MA/BPR requirements

· Keeps Study Team Leader informed of any issues or concerns that arise 
	· N/A

	Implementation Team Member
	· N/A
	· N/A
	· N/A
	· Completes MA/BPR implementation requirements

· Keeps Implementation Project Manager informed of any issues or concerns that arise


Table 1: Roles and Responsibilities in the MA/BPR Program

2.4 Business Improvement Tracking System (BITS)

Study Teams track and monitor the data and information collected in the MA/BPR program with the web-based tool BITS. Study Teams also use BITS to communicate the progress and results of their study to the MA/BPR program leadership through all phases of the process.  Based on the data requirements of each phase, the system provides a vehicle for tracking and estimating costs and performance results from process improvements.  This system also provides an accessible source for VA leaders to examine study results and fulfill external reporting requirements, including those required by OMB.

The Study Team inputs study data and information into BITS through a series of user screens.  These screens consist of a combination of drop down menus, check boxes, and manual entry fields.  Additional “notes” fields are available for further clarification or explanation of BITS entries. 

Nearly all the data that goes into BITS must be backed up by templates and an appropriate audit trail. The Study Teams are responsible for completing these requirements when they submit their BITS entries for review. Both the Study Sponsor and NSC Liaison are responsible for reviewing and approving BITS entries.
In Section 3, a more detailed description of BITS is provided for each phase. 
Note: During the Plant Operations and Grounds Maintenance study, BITS will be under construction (revision) and the alternate procedure described below will be followed. 
The Study Team will provide the necessary study data to MSIS within the BITS Templates for each phase and MSIS will input study data into BITS through a series of user screens. After MSIS has completed the BITS entries for a study, screenshots (pictures) of the entries will be sent to the Study Sponsor and Study Team Leader for review and approval. After the Study Sponsor and the Study Team Leader has verified that the data inputted into BITS by MSIS is correct, the Study Sponsor will approve the study within BITS and advance to the next phase. 

Section 3: MA/BPR Study Preparation
The MA/BPR process begins with a preparation step called Project Initiation. In Project Initiation, the NSC is formed, the framework for the study is defined, Study Sponsors and Study Team Leaders are nominated and trained, Study Team members are chosen, and a team charter is established. 
MA/BPR participants are given this time prior to the start of the study because a major initiative like the MA/BPR program requires significant preparation in order to be successful. By completing the Project Initiation activities, MA/BPR participants will have the appropriate tools and be adequately prepared to complete the MA/BPR study and realize significant process improvements. 

The lists below summarize the major tasks involved with preparing for the MA/BPR study, the insights the participants will gain, and the Outcome Reports that will need to be submitted. 
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Project Initiation consists of all the activities that should be done before a function begins a MA/BPR study. The activities described below will be completed by different groups involved in the MA/BPR program including: individuals at the program leadership level, individuals at the NSC level, and individuals at the Study Sponsor level, and individuals at the Study Team level.  Each step and the responsible party is described in detail throughout this section.

3.1 National-level Project Initiation

The first activities completed during Project Initiation are done at the National-level. These activities include chartering the NSC, determining study options, critical success factors and key performance indicators.
3.1.1 Chartering the National Steering Committee  

One of the first steps of Project Initiation is for the NSC Chair to select the members of the NSC. The people selected to make up the core of the NSC are senior-level subject matter experts chosen for their leadership and management experiences. In addition, many also have prior MA/BPR experience through participating in previous studies. The NSC includes representatives with financial, human resources, and other appropriate skill sets. Prior to the VISN-level Study Teams being formed, the NSC meets together and establishes the strategic direction of the studies in conjunction with program leadership.  
3.1.2 Determining Critical Success Factors and Key Performance Indicators
As part of the NSC’s initial session, the NSC members are responsible for identifying Critical Success Factors (CSFs) and Key Performance Indicators (KPIs) for the function under study during their initial session. These measures will help the Study Teams to assess and improve current performance throughout the MA/BPR study. 
3.1.2.1 Identifying Critical Success Factors

A CSF is an identified element that is vital to the success of the organization. For example, satisfied patients could be a CSF for every function within the VHA. The advantage of defining CSFs during the MA/BPR process is that they will help identify areas to focus on during the study.  The MA/BPR Program uses the Balanced Scorecard concept to identify CSFs. 
3.1.2.2 Using The Balanced Scorecard

The Balanced Scorecard is widely used by organizations to measure performance. The concept is that an organization’s success is based on the four following performance areas:

	Performance Area
	Definition

	Financial
	Costs to Operate

	Customer
	Customer / Veteran Satisfaction

	Internal Business Process
	Operational Efficiency

	Learning and Growth
	Training and Employee Satisfaction


Table 2: The Balanced Scorecard Approach

The NSC will identify at least one CSF for each performance area within the Balanced Scorecard framework. These are the areas that the MA/BPR program will focus on in order to bring about dramatic improvements in performance. In order to measure current performance and set goals for future performance within these areas identified as CSFs, the NSC will also develop Key Performance Indicators (KPIs).

3.1.2.3 Developing Key Performance Indicators

KPIs are quantifiable measurements that reflect the CSFs. At least one KPI should be developed for each CSF within the four Balanced Scorecard performance areas. However, the NSC is not constrained to four KPIs and is encouraged to create as many KPIs as is necessary to accurately measure performance within their function under study. 

Note: Although the NSC has the flexibility to create as many KPIs as they deem necessary, the BITS system will only showcase four KPIs at this time. Therefore, the NSC must choose four of the KPIs created to be entered into the KPI BITS fields. Other KPIs can be included in the “Notes” field of BITS at the discretion of the NSC.  
The following is a list of criteria that the NSC can apply in developing the KPIs:
	Criteria
	Description

	Meaningful
	KPI is related to the mission and strategic goals of the business

	Valuable
	KPI is designed to evaluate the most important activities of the business unit

	Balanced
	KPI is inclusive of several types of measures

	Comparable
	KPI is a measure that can be compared over time

	Credible
	KPI is based on accurate and reliable data

	Timely
	KPI is designed to use and report data in a usable timeframe

	Simple
	KPI is easy to calculate and understand


[image: image31.emf]Table 3: KPI Criteria

Figure 4: CSFs with Corresponding KPIs

The figure below shows KPIs that align with example CSFs:
The KPIs chosen by the NSC will be frequently used during the subsequent phases of the MA/BPR study.  These KPIs will be evaluated by the Study Teams in the Envision Phase, used to examine current performance during the Analyze Phase, to set targets during the Design Phase, and to track actual results during the Implement Phase (if a pilot was conducted) and the Sustain Phase.
3.1.3 Determining Study Options for the Function

In addition to the NSC selecting KPIs, the NSC will also be responsible for determining the potential study options for the Study Teams. Although this responsibility lies with the NSC because they have the required subject matter expertise, program leadership suggests that the study options should include opportunities that could accomplish the following:

· Reduce cost  

· Avoid cost  

· Increase efficiency/productivity

· Produce revenue   

· Simplify/clarify process

The study options selected by the NSC will be used by the Study Teams as a framework for completing the MA/BPR program. These study options will be evaluated by the Study Teams in the Envision and Analyze Phases, and used to redesign operations during the Design Phase. Such options should not include, in part or as a whole, contracting out of in-house positions.
3.2 VISN-level Project Initiation

3.2.1 Selecting the Study Participants
After the strategic direction of the study has been set by the NSC, the VISN will begin forming their Study Teams. The success of the MA/BPR process within a VISN is dependent, to a great extent, on the successful identification and training of the Study Sponsor and the Study Team Leader.  These individuals will be the VISN’s MA/BPR leaders for the entire study.  

3.2.1.1 Study Sponsor

When a function is preparing for study under the MA/BPR program, the VISN Director will receive a request from the Deputy Under Secretary for Health for Operations and Management (DUSHOM) for Study Sponsor nominees who will act as the VISN’s representative during the study. If more than one study is occurring simultaneously within the VISN, the same individual can serve as Study Sponsor for these studies. 

This individual is responsible for:

· Identifying and Overseeing the Study Team Leaders and Implementation Project Managers
· Securing the overall funding and resources of the study

· Defining requirements, study goals and objectives at the network-level

· Reviewing and Approving the study progress from one phase to the next

· Ensuring teams meet the MA/BPR program requirements (which includes adhering to timelines)

· Briefing VISN Leadership on the study progress, issues, needs and concerns

· Ensuring the proposed designs by the Study Teams are in alignment with the VISN’s strategic direction

· Championing the study to obtain buy-in from the VISN stakeholders
Based on the above responsibilities, the Study Sponsor should:

· Be an individual in a position that allows for regular communications with VISN and Medical Center Directors as well as other VISN Leaders 

· Be able to have insight/oversight into various systems (i.e. financial data) within the VISN

· Be able to acquire adequate funding and address any resource needs from the VISN for the Study Teams

The recommended criteria of the Study Sponsors stem from the lessons learned captured during the pilot (Laundry and Food Services) studies for effective Study Sponsors selections. However, it is the VISN’s responsibility to decide who would be the most appropriate Study Sponsor for their specific MA/BPR study.

3.2.1.2 Study Team Leader

As mentioned above, one of the first responsibilities of the Study Sponsor is to identify a Study Team Leader who will directly oversee the Study Team and who has the responsibility for the quality of the study. The Study Team Leader should be a high-level manager in the function under study. For example, in the Nutrition and Food Service (NFS) study, many of the Study Team Leaders were the Director or Chief of NFS. Additional guidance on selecting a Study Team Leader will be provided by the NSC for each function under study. 
The MA/BPR study is an intense 7 month process. When selecting a Study Team Leader, it is imperative that the Study Team Leader can provide the necessary time to this role. However, as with the Study Sponsor it is the VISN’s responsibility to decide who would be the most appropriate Study Team Leader for their specific MA/BPR study.

Study Sponsors may also want to select a back-up for the Study Team Leader at the beginning of the study. This person would be prepared to lead the study if the Study Team Leader could no longer perform his or her duties. Study Teams in the past have found this helpful when dealing with unforeseen circumstances.  

3.2.1.3 Implementation Project Manager

The Study Sponsor is also responsible for identifying an Implementation Project Manager and providing the MA/BPR program leadership with the names of the selected individuals. This person will not have to assume the role of project manager until the Design Phase of the study and therefore, this individual is not required to be selected until the final week of the Analyze Phase (however, it may be beneficial to identify this individual as early as practical.)
This individual will be responsible for overseeing the MA/BPR implementation activities until they have been completed and thus should be a high-level manager with project management experience.  The implementation and monitoring of the new designs is a five year commitment and will require the Implementation Project Manager to be able to provide the necessary time to this role. However, as with the other study participants it is the VISN’s responsibility to decide who would be the most appropriate Implementation Project Manager for their specific MA/BPR study.

3.2.1.4 Replacing Study Participants

In the event that a selected study participant can no longer perform his or her duties at any time throughout the course of the MA/BPR study, the above recommendations should be used as a guide to select a replacement. It is important that the procedures below are followed to ensure the transition between study participants is effectively communicated to MA/BPR Leadership:

· To replace an existing Study Sponsor, VISN Leadership should designate the new Study Sponsor and submit the name of this individual to the VHA Liaison via [mabpr@va.gov] for concurrence.

· To replace an existing Study Team Leader or Implementing Project Manager, the Study Sponsor should designate a new Study Team Leader or Implementation Project Manager and submit the name of this individual to the VHA Liaison via [mabpr@va.gov] for concurrence. 

3.2.2 Training Study Participants
To assist study participants in understanding the MA/BPR process, the MA/BPR Program Office provides a week long national-level training session for these individuals. Typically the Study Sponsor and Study Team Leader will attend this training, but each VISN can decide to include other participants as well. Study Sponsors may find it helpful to also have a back-up for themselves and the Study Team Leader attend this training so that this individual will be prepared to lead the study in the event that the Study Team Leader can no longer perform his or her duties. 

During this group training, participants will get the opportunity to meet and work with program leadership and individuals from other VISNs who are also participating in the MA/BPR studies. The training will consist of a thorough explanation of the activities and the Outcome Reports for each phase of the study, the roles and responsibilities for all participants, and a case study to further understanding of both the roles and requirements. Participants will also complete the necessary paperwork to gain access to both BITS and SharePoint during this week. After the training, Study Sponsors and Study Team Leaders will have the knowledge and resources necessary to form the Study Teams and successfully execute the MA/BPR study within their VISN. 

After the National-Level Training Session, the Study Sponsors and Study Team Leaders will have one month to complete the following activities in preparation of the study. 
3.2.3 Selecting and Training Study Team Members
Working together, the Study Sponsor and the Study Team Leader should identify the Study Team members. The Study Team members will assist the Study Team Leader in executing the study by providing subject matter expertise, assisting with the activities necessary for each phase and helping complete the required Outcome Reports.   

When selecting the Study Team members, the Study Sponsor and Study Team Leader should keep the following in mind:

· Minimize the number of members to facilitate coordination amongst the Study Team 

· Populate the Study Team with members in positions of authority

· Populate the Study Team with MA/BPR program stakeholders

· Populate the Study Team with individuals who have a subject matter expertise that will be valuable to the MA/BPR study

The Study Team should include functional subject matter experts and representatives from both Human Resources and Finance. This is because the MA/BPR process requires significant integration with data analysis and workforce planning. In addition, the Study Team can include a union representative, if desired. This will help the Study Team ensure that they get the front-line employees on board with the redesigned operations. 
The recommendations on how to populate the Study Team stem from the lessons learned captured during the pilot (Laundry and Food Services) studies for successful Study Teams. However, it is ultimately left up to the VISN to decide on who would be the most appropriate Study Team members for their specific MA/BPR study.

After the Study Team members have been chosen, they will need to develop a better understanding of the MA/BPR process. The Study Team Leader can provide training to the Study Team either formally or informally depending on his or her preference and the expectations of the Study Sponsor (i.e. VISN Leadership). Relevant training materials have been developed and electronic copies of these materials can be provided by MSIS and / or the VHA PMO. 
3.2.4 Planning for the MA/BPR study

The activities discussed in this planning section are best practices for conducting an MA/BPR study but are not required by MA/BPR program leadership. However, each NSC can make any of these additional tasks required for the Study Teams if they think it will improve the outcomes of the MA/BPR study. 

Study Team Leaders should use the month after training to plan and prepare for the upcoming MA/BPR study. Although each Study Team Leader may run their study differently, the following best practices for study preparation should be considered:

· Creating a project plan with specific tasks and completion dates to ensure both National and VISN-level requirements are met 

· Working with each Study Team member to establish their respective roles and responsibilities
· Pre-scheduling meetings between the Study Team and / or other stakeholders based on the tasks necessary for completion 

· Deciding how issues will be resolved ahead of time

· Communicating with the Study Sponsor to ensure that all plans meet VISN-level requirements

In addition to planning for the successful completion of the MA/BPR study, Study Teams may also want to plan how they will facilitate the changes within the VISN that occur due to MA/BPR. 

3.2.4.1 Planning for MA/BPR Changes
Figure 5: Questions regarding Change
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The Study Team will be prepared to answer these questions if they use the following strategies to create a Change Management Plan. 

Barriers to Change
The first step of completing a Change Management Plan is to identify the internal and external barriers to change and rate their priority level. The following table shows some examples of change barriers:

	Internal Barrier
	External Barriers

	People / Staff
	Customers

	Technology / Infrastructure
	Suppliers

	Organizational Design
	Congressional Regulation


Table 4: Examples of Change Barriers

The Study Team can brainstorm the different change barriers for each category. For example, time commitment might be an internal barrier within the people category. After the Study Team has identified all the known change barriers for a category, the change barriers should each be assigned a priority level. By assigning priority levels to the change barriers, the Study Teams will have a better idea of which barriers to focus their efforts on alleviating. 

Enablers of Change 

The next step of completing a Change Management Plan is to identify the potential internal and external enablers of change. Typically, the categories of change enablers will correspond with the categories of change barriers. The Study Team can brainstorm the different change enablers for each category. For example, the availability of MSIS to assist with BITS could be an internal enabler for the technology category. After the Study Team has identified all the change enablers, they can assign priority levels to each in order to communicate the strengths they will depend on to address the barriers to change. 

Change Management Strategy

The last step of completing a Change Management Plan is to identify a change management strategy for each group of stakeholders in the MA/BPR program. The following table shows the different groups of stakeholders in the MA/BPR program.   

	Internal Stakeholders
	External Stakeholders

	Top Leadership
	Congress

	Regional and Field Leadership
	Veterans and their Families

	Unions
	Other Federal Agencies ( i.e. OMB)

	Impacted Employees
	Media (Print, TV, Radio)


Table 5: Stakeholders in the MA/BPR Program

The Study Team can begin this section by documenting the information needs of each stakeholder group. The Study Team can then devise a strategy to address each of these needs. For example, VISN leadership may need to be periodically updated on the progress of the study. The Study Team’s strategy to address this need could be for the Study Sponsor and Study Team Leader to meet with VISN leadership each phase to provide a progress update. By developing a strategy to meet each information need of the MA/BPR stakeholders, the Study Team will be prepared to successfully obtain stakeholder buy-in for the MA/BPR program. 

3.2.4.2 Planning for Strategic Communications
Similarly to change management, planning for strategic communications within the Study Team and with MA/BPR stakeholders will help make the study successful by ensuring that pertinent information is spread in a timely and efficient manner. A clear process should be established for addressing all inquiries received from leadership and stakeholders. 

When considering what the best communication strategies will be, the Study Team should ask themselves the following questions:
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Figure 6: Questions regarding Communications

By answering the questions above, the Study Team will develop a better understanding of what will be the most effective communication strategies to use. The Study Teams can develop both communication strategies to use throughout the entire MA/BPR program and phase specific communication strategies. 

For each communication strategy formulated, the Study Team can consider the following:

	Category
	Definition

	Target Date of Release
	Explains when the communication will occur, could be a specific date, recurring date, or expected turn around time

	Trigger Events
	Explains what will cause this communication to occur

	Supporting Tools / Media
	Describes what resources are available to assist in generating the communication 

	Primary Audience
	Describes who the communication will be to

	Content Developers
	Describes who will develop the communication

	Feedback Mechanisms
	Explains how the Study Team will know if the audience understood the communication 


Table 6: Parts of a Communication Plan

After Study Sponsors and Study Team Leaders have planned for completing the study, which may include change management and communication planning, they will submit the required Outcome Report for Project Initiation, the Team Charter. The Team Charter is the only Outcome Report required during Project Initiation and will be due approximately one month after the National-level Training Session.  

3.2.5 Completing the Team Charter

For Project Initiation, the Study Sponsor and the Study Team Leader will submit a Study Team Charter. The template for this document can be found in Section A.1.
The Team Charter provides the Study Team members with information to share with their superiors and/or colleagues about the background, purpose, and objectives of the MA/BPR program. This communication tool should also help Study Team members explain to anyone who has questions what his or her responsibility to the Study Team is and what the expected time commitment will be.

Additionally, the Team Charter gives MA/BPR program leadership the opportunity to review the Study Team member names, positions, roles and responsibilities and make recommendations to the Study Sponsor if the Study Team seems to be missing key skill sets. However, it is ultimately left up to the VISN to decide on who would be the most appropriate Study Team members for their specific MA/BPR study. 

The Team Charter contains the following sections:

Background – Explains the goal of the MA/BPR program. This section is already completed, so the Study Team will not need to enter any additional information. 
Objective – Explains the goal of the specific MA/BPR study. This section is already completed, so the Study Team will not need to enter any additional information. 

Purpose – Explains the purpose of the Study Team. This section is already completed, so the Study Team will not need to enter any additional information. 

Organization – Explains the requirements of the Study Participants. The Study Team Leader should enter the name, contact information, role, and responsibilities for each individual selected to be on the MA/BPR Study Team into the table contained within this section. 
Team Operations – Explains how the Study Team will operate on a day-to-day basis. The Study Team Leader should enter any plans he or she has for the frequency of team meetings, expectations on task completion, etc. 

After the Team Charter is completed and submitted to program leadership, the Study Team will have completed Project Initiation and will be prepared to begin the MA/BPR study by starting the Envision Phase. 
3.3 Roles and Responsibilities for MA/BPR Study Preparation
The table below summarizes the roles and responsibilities of the key participants in the MA/BPR Program during Study Preparation. 

	Study Preparation Roles
	Study Preparation Responsibilities

	VHA Liaison
	· Approves all function specific MA/BPR program: governance, policy, roles and responsibilities, and program or functional specific guidance 

· Identifies National Steering Committee Chair (NSC) and approves appointment of NSC members
· Oversees training and facilitation of  the National Steering Committee 

· Provides Study Team Leader criteria to Study Sponsors 

· Oversees Study Sponsor and Team Leader training session 

· Oversees the chartering of Study Teams and engages VHA and VISN Leadership when necessary 

	MSIS
	· Provides input into all MA/BPR program guidance: governance, policy, and roles and responsibilities 

· Provides and participates in the training and facilitation of the National Steering Committees

· Provides and participates in the Study Sponsor and Study Team Leader training session 

· Grants BITS Access to study participants 

· Provides feedback to NSC on Study Team Outcome Reports

	NSC
	· Participates in the NSC Facilitated Session

· Develops functional specific guidance and criteria (strategic direction, Study Team Leader criteria, Study Team member roles, study options, costing KPIs and BITS Templates) during the NSC training and facilitated session up through commencement of Study Sponsor and Study Team Leader training, with ongoing updates as appropriate
· Tests developed guidance and provides level-of-effort estimates to complete the study process 

· Completes BITS requirements and gains access

· Reviews and approves Study Team Charters

	NPO
	· N/A

	VHA PMO
	· Assists in the development of the MA/BPR program guidance: governance, policy, roles and responsibilities and program and function specific guidance

· Documents and incorporates all MA/BPR program: governance, policy, roles and responsibilities, and program guidance into the Program Management Manual 

· Develops Study Participants contact list for Study Sponsors and Study Team Leaders

· Develops communications for program leadership to provide to Study Participants 

· Manages and updates the SharePoint website with guidance, resources and Study Team Outcome Reports

	Study Sponsor
	· Identifies Study Team Leaders to receive MA/BPR Training 

· Receives Training on the MA/BPR Process

· Works with the Study Team Leader to identify Study Team Members

· Completes BITS requirements and gains access

· Provides input into the planning of the study with the Study Team Leader

· Reviews and approves Study Team Charter

· Provides NSC and VHA PMO with the approved Study Team Charter

	Study Team Leader
	· Receives training on the MA/BPR Process

· Completes BITS requirements and gains access

· Works with the Study Sponsor to identify Study Team Members

· Organizes the Study Team

· Plans out the execution of the study, including major/minor tasks, target dates and milestones and how to satisfy VISN requirements 

· Completes Team Charter and provides to Study Sponsor for review and VISN approval

	Implementation Project Manager
	· N/A

	Study Team
	· Assists the Study Team Leader in planning out the study 

· Other tasks as decided by the Study Sponsor or Study Team Leader

	Implementation Team
	· N/A


Table 7: Roles and Responsibilities for Project Initiation 
Section 4: MA/BPR Study Execution

4.1 Envision Phase
[image: image33.emf]The Envision Phase is the first phase of the MA/BPR process. During this phase, Study Teams establish the overall strategic direction of their function. Study Teams will work with the Study Sponsor and other key stakeholders (VA, VHA, VISN Leadership, Facility Directors, union representatives and employees) to evaluate the study options and KPIs defined by the NSC and ensure alignment with the VISN’s vision, mission and strategic goals.  
Figure 7: MA/BPR Phases
The Envision Phase begins approximately one month after the national-level training session.  Study Teams have approximately three weeks to complete the Envision Phase activities and the Outcome Reports. There will be one week at the end of the phase for the NSC to review before moving on to the Analyze Phase. 

This first phase of the MA/BPR process is essential because redesigned business functions that lack clear strategic direction are likely to fail when it comes to implementing and sustaining the redesigned process.  To successfully reengineer a function, Study Teams must fully understand not only the function being redesigned but all of the factors that will impact the outcomes. 
The lists below summarize the major tasks involved with completing the Envision Phase, the insights the Study Team will gain, and the Outcome Reports that the Study Team will submit. 
[image: image34.emf]
4.1.1 Process 

The activities discussed in this process section are best practices for conducting an MA/BPR study but are not required by MA/BPR program leadership. However, each NSC can make any of these additional tasks required for the Study Teams if they think it will improve the outcomes of the MA/BPR study. 

In the Envision Phase, as a best practice Study Teams will interview stakeholders, align the MA/BPR study with the strategic direction of the function, review critical success factors and key performance indicators, and evaluate study options. 
4.1.1.1 Performing Stakeholder Interviews

Understanding the needs, viewpoints and expectations of internal and external stakeholders is the first step towards gaining the support and direction Study Teams will need to successfully implement their redesigned business processes. Although engaging stakeholders is a primary objective for the Envision Phase, Study Teams should consistently communicate with stakeholders throughout the entire MA/BPR process.
During the Envision Phase, Study Teams should first identify the key stakeholders of the function, which typically includes representatives from Network leadership, facility leadership, veterans, unions, and employees and then schedule and conduct interviews. When conducting these interviews, the Study Teams should ask the appropriate questions to gather insights around the following topics: 

· The present and future issues that impact the organization
· The need for MA/BPR in the organization
· The current performance of the organization
· Future needs and expectations of the stakeholders from a process, technology, and organizational perspective
· The desired outcomes of  the MA/BPR process
· The potential obstacles to successful implementation of the MA/BPR program

As a result of the insights the Study Teams will gather from conducting these interviews, Study Teams will have a better understanding of the overall operating environment within the function and how the MA/BPR process will be able to improve this environment. In addition, the interviews will be a venue for the Study Team to educate internal and external stakeholders about the MA/BPR program.
4.1.1.2 Align the MA/BPR Study with the Strategic Direction of the Function
While conducting the interviews with Network leadership, the Study Team should ask questions to gain a better understanding of the strategic direction of the function. Understanding the desired end state of the function is important because it will drive how the Study Team redesigns the processes and organization. Specifically, the Study Teams should gain a greater awareness of the Network’s mission, vision, and strategic goals. 
Mission

A mission statement defines the organization's purpose and primary objectives and can be used to measure the organization’s success. A mission statement addresses questions such as: 

· What is the purpose of the function? 
· How will the organization fulfill this purpose?

· What are the principles or beliefs that guide the organization's members as they pursue the organization's purpose?  

Vision

A vision statement describes where the function intends to be in the future to best meet the needs of its stakeholders. For employees, a vision statement gives direction about how they are expected to perform. At VA, a vision statement incorporates a shared understanding of the nature and purpose of the function, and uses this understanding to move the function towards providing the best possible service for veterans and their families. 
Strategic Goals

Strategic goals are objectives that have been set to guide the function in the achievement of its mission and vision. Strategic goals must be aligned with the organization in order to ensure they are realistic and attainable.  

The Study Team can begin this step by reviewing any existing materials that describe these strategic components (e.g. strategic plan), and then validate these elements with Network leadership.  If these strategic components have not been defined for the function, the Study Team should conduct a strategy session with Network leadership to establish them. 

To successfully define the mission, vision, and strategic goals the following questions should be considered and answered by Study Teams:
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Figure 8: Establishing Strategic Direction
After the Study Team has either defined or discussed the mission, vision, and strategic goals with Network leadership, they will gain a better understanding of what the expectations are for the future of the function. With this information, Study Teams will be better prepared to evaluate the CSFs, KPIs, and study options defined by the NSC. 

4.1.1.3 Review the CSFs and KPIs provided by the NSC
Once the mission, vision, and strategic goals of the VISN are understood, the Study Team will be able to adapt the MA/BPR process to their specific VISN and function. The next step in the MA/BPR process is for the Study Team to review and understand the function’s CSFs and KPIs and ensure that they align with the VISN’s strategic goals for the function.

Although the KPIs were chosen by the NSCs to be the performance metrics that will be tracked by all of the Study Teams, the Study Team can also track additional KPIs if necessary to establish better alignment with the VISN’s strategic goals. For more explanation on establishing CSFs and KPIs, Study Teams can review Section 3.1.1.3. 
It is important that the Study Teams understand the KPIs because they will be used throughout every phase of the study. The KPIs will be used by the Study Teams to examine current performance during the Analyze Phase, to set targets during the Design Phase, and to track actual results during the Implement (if a pilot was conducted) and Sustain Phases.

4.1.1.4 Review and Evaluate the Study Options provided by the NSC

In addition to reviewing the CSFs and KPIs, the Study Teams should also familiarize themselves with the potential study options provided by the NSC. For additional information on how study options are created, Study Teams can review Section 3.1.1.2.  

After conducting a stakeholder analysis and establishing the strategic direction of the function, Study Teams should hold a discussion on whether the individual study options will work in their VISN. This activity can also be referred to as scoping. Each study option should either be scoped in (included) or scoped out (excluded) of the study. 

For example, if one of the options is to consolidate operations into one or two locations within the VISN, the Study Team would examine their VISN and decide if it is a possibility given geographic barriers. If medical centers are too far away from one another, or the VISN is already operating with a single location, then this option should be scoped out. However, if the VISN has seven sites and it is feasible that consolidation may be beneficial, then it should be scoped in for the current time. 
When scoping, the Study Teams should examine each potential study option for both feasibility and impact within the VISN. A study option would have a high impact on the VISN if it significantly reduced or avoided cost, produced revenue, increased efficiency or productivity, or simplified a process. The Study Team may find it helpful to construct an impact feasibility matrix and use numbers to rate the potential study options. 

The following table is an example of how an impact feasibility matrix can be used to evaluate a study option:
	Study Options
	Feasibility
	Impact

	Selling Services
	3 – The feasibility of selling services would be medium because it would be difficult to find customers
	4 – The impact of selling services would rank high because the function could bring in revenue to offset expenses  

	Training
	4 – The feasibility of training would be high because it can be done for minimal expense within the VISN
	2 – The impact of additional training would be low because all of the function’s employees receive on the job training on a regular basis


Table 8: Example of an Impact Feasibility Matrix

By assigning each study option a “score” in the areas of both feasibility and impact, the Study Team will be able to rank and prioritize the recommended study options based on the circumstances within the VISN. After the Study Team assigns a score to each study option it may be helpful to plot the scores of all study options on graph like the one shown below:
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Figure 9: Impact Feasibility Graph
Many Study Teams find that creating a graph like the one above helps them to prioritize the study options that have both a high impact score and a high feasibility score. With this information, Study Teams should be able to gain a better understanding of which study options they should further investigate during the Analyze Phase.  
It is important to note that Study Teams may not feel that they have enough information to make a decision regarding a study option during the Envision Phase. In this case, Study Teams should refrain from scoping out the option until the detailed performance analysis is completed during the Analyze Phase. The purpose of the evaluation of study options during the Envision Phase is to tailor the national-level study options to the specific circumstances and goals of the VISN, but not to make a final decision on what options the Study Team will and will not pursue.
4.1.2 Outcomes
At the conclusion of the Envision Phase, Study Teams have conducted stakeholder interviews, validated the overall strategic direction for their function, verified CSFs and KPIs, and evaluated the study options. With the information gathered from these activities, the Study Teams will be able to answer the following questions:
· Why are we reengineering?

· What are the expectations of this reengineering effort?

· What are the organization’s objectives (i.e., mission statement, strategy, growth plans, vision, etc.)?
· How does the organization define success?

· What are the function’s critical success factors and key performance indicators?

· What are stakeholders’ expectations from this function?

· What are the anticipated impacts on workforce planning?

· What are the impacted employee demographics?

· What study options will work in our VISN and what study options will not?

After completing the steps explained in the process section and answering the questions within this section, the Study Team is ready to complete the required Outcome Reports for the Envision Phase and will be equipped with the tools, data and insights needed in order to further assess their processes and / or operations in the Analyze Phase.

For the Envision Phase, the Study Teams are required to submit a Business Case and the BITS Templates with a Supporting Audit Trail. The detailed requirements are explained within this section.
4.1.2.1 Business Case

In the Business Case, the Study Teams will document their first review of the potential study options developed by the NSC. The template for this Outcome Report is included in Section A.2.
Note: The Business Case Template provided within this document is not study specific. A study specific Business Case Template will be developed by each NSC and provided to the Study Teams during training. 

For each study option, Study Teams will indicate if they are considering the option or not and document the rationale why. On the Business Case Template, there are two columns where the Study Team can indicate “yes” or “no” to the question of whether or not they have selected the study option. The Envision column should be completed now and the Analyze column will be completed at the end of the Analyze Phase. 
Within the rationale for selection or non-selection, the Study Team should explain how the perceived impact, current policies and procedures, and stakeholder expectations affected the decision to select or to not select the study option. This information will allow both VISN leadership and program leadership to understand the current direction of the MA/BPR study and to identify and address any concerns that arise prior to the in-depth analysis that will be completed during the Analyze Phase.  
In addition, Study Teams will also need to document the FTEs Announced under Study and the FTEs within Refined Study Scope. The NSC will provide guidance on how to obtain the FTEs Announced under Study at the beginning of the study. The Study Team should document this number and reference how they obtained the number in the FTE Announced under Study box on the Business Case Template. 

When the Study Team refines the scope of a study to match the strategic direction of the VISN during the Envision Phase, the number of positions under study is also likely to increase or decrease. For example, the number of FTE under study could decrease if a facility is eliminated from the scope of the study. Any modifications to the number of FTEs Announced under Study should be documented in the FTEs within Refined Study Scope box of the Business Case Template along with the supporting calculations used. The NSC Liaisons can assist Study Teams in adjusting the number of FTEs under study if necessary. In addition, both the numbers for FTEs Announced under Study and FTEs within Refined Study Scope should match the numbers reported in the corresponding fields in BITS. 

Note: Any approved positions on the service organization chart that are only temporarily vacant should be included in the both the FTEs announced under study numbers and the FTEs within refined study scope. 

4.1.2.2 BITS Templates and Supporting Audit Trail

BITS Templates are designed to support data collected and required for entry into BITS. BITS does not allow users to link or upload documents therefore, templates have been developed for each phase of the MA/BPR program to allow Study Teams to track and validate their data. 

Study Teams will use a variety of data sources in order to capture and develop the required data entries for BITS; therefore, it is critical that each figure is traceable, auditable and identifiable. Understanding the complexity of this task, the MA/BPR program requires that each Study Team develop a supporting audit trail that can validate the BITS Templates in support of the BITS Entries. 
During the Envision Phase, Study Teams are required to complete the following BITS templates:
	Template
	Description

	Study Costs
	Study Teams enter both the projected cost of conducting the entire MA/BPR study by phase and the actual cost of conducting the Envision Phase of the MA/BPR study. 

	Financial KPI
	Study Teams enter the name of the Financial KPI.

	Internal Business Process KPI
	Study Teams enter the name of the Internal Business Process KPI.

	Learning and Growth KPI
	Study Teams enter the name of the Learning and Growth KPI.

	Customer Satisfaction KPI
	Study Teams enter the name of the Customer Satisfaction KPI.

	Issue Resolution
	Study Teams identify any issues encountered during the Envision Phase that may affect successful execution of the study.

	Lessons Learned
	Study Teams identify any lessons learned as a result of completing the Envision Phase of the MA/BPR study.


Table 9: Required BITS Templates for the Envision Phase
4.1.3 BITS Requirements for the Envision Phase

During the Envision Phase, Study Teams will enter data into BITS at two different times. During the first week of the Envision Phase, Study Teams will complete the entries required to establish a study in BITS.  Once the Study Teams have submitted the Envision Phase BITS Templates and the appropriate parties have approved them, the Study Teams will complete the remaining entries required for BITS.
Note: During the Plant Operations and Grounds Maintenance study, MSIS will input the data into BITS and the Study Team will review the screenshots to ensure all fields are populated with the correct data. 
The following data is required for BITS at the beginning of the Envision Phase: 

	Field Name
	Field Explanation

	Study Name
	The title of the study in the appropriate format

	Location
	Select all the facilities who are participating in the MA/BPR study from the drop-down box

	Study Start Date
	The date Project Initiation began (Dates must be entered in mm/dd/yyyy format)

	Date of Study Announcement
	This is typically the same as the Study Start Date, unless the Study Start Date was postponed

	FTEs Announced under Study
	The NSC for each function under study will issue guidance on how to obtain this number

	Study Description
	A description of the scope of the study, will the focus be on improving quality or decreasing costs


Table 10: Required BITS Entries for the Beginning of the Envision Phase
The following data is required for BITS at the end of the Envision Phase: 


	Field Name
	Field Explanation

	FTEs within Refined Study Scope
	The number of FTEs documented on the Business Case Outcome Report

	Rationale for Change in Scope
	An explanation of the difference between the Announced and Refined FTE, if applicable

	Planned Study Schedule by Phase
	The estimated completion dates for each phase of the MA/BPR study

	Phase Actual Completion Date
	The actual date that the Study Team completes the Envision Phase

	Planned Study Costs for the Envision Phase
	The planned consulting costs, indirect costs, and in-house costs for the MA/BPR study should be entered using the Study Costs BITS Templates (Numbers should be entered without dollar signs or commas)

	Actual Study Costs for the Envision Phase
	The actual consulting costs, indirect costs, and in-house costs incurred in the Envision Phase should be entered using the Study Costs BITS Templates

	Key Performance Indicators (KPIs)
	The names of the KPIs should be entered using the KPI BITS Templates

	Notes
	A free field that can be used to add or document any other pertinent study data


Table 11: Required BITS Entries for the End of the Envision Phase
4.1.3.1 Advancing from the Envision Phase to the Analyze Phase in BITS

Once the NSC and Study Sponsor has approved the Envision Phase Outcome Reports and deemed that the Study Team is ready to progress to the next phase, the Study Team Leader (or designee) clicks on the “Send for Approval” button at the bottom of the Envision Phase BITS page. This moves the study into “Sent Envision” status and the BITS fields can no longer be edited by the Study Team. 

The Study Sponsor will then have to login to BITS, review the entries, and click the “Approve” button at the bottom of the “Sent Envision” page. Once the Approve button has been selected, the study automatically moves into Analyze and the appropriate Analyze fields within BITS are accessible. If changes need to be made to the Envision Phase entries after selecting “Send for Approval”, the Study Sponsor should choose the “Reject” button which will allow for further changes to be made. 

Note: During the Plant Operations and Grounds Maintenance study, MSIS will select the “Send for Approval” button after the screenshots have been approved by the Study Team. 

4.1.4 Roles and Responsibilities for the Envision Phase
The table below summarizes the roles and responsibilities of the key participants in the MA/BPR Program during the Envision Phase. 

	Envision Roles
	Envision Responsibilities

	VHA Liaison
	· Oversees the studies and engages VHA and VISN Leadership when necessary 

· Participates in and approves all decisions on any issues or concerns that are identified during this phase

	MSIS
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Monitors the input of the Envision Phase BITS  data entries to ensure reasonableness and adherence to costing guidance

· Provides feedback to NSC on the Business Case and the BITS Templates with a Supporting Audit Trail

	NSC
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Monitors Envision Phase BITS entries 

· Reviews and approves the Business Case and BITS Templates with a Supporting Audit Trail

	VHA PMO
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Develops communications for program leadership to provide Study Participants 

· Manages and updates the SharePoint website with guidance, resources, Study Team Outcome Reports, and BITS templates with any accompanying documentation

	Study Sponsor
	· Oversees the VISN’s study and engages VISN leadership when necessary

· Reviews and approves the Business Case and BITS Templates with a Supporting Audit Trail

· Provides NSC and VHA PMO with the approved Business Case and BITS Templates with a Supporting Audit Trail 

· Approves Envision Phase BITS data entries

· Advances Study Team to the Analyze Phase 

	Study Team Leader
	· Oversees the Study Team as they:

· Conduct a stakeholder analysis

· Evaluate the study options against the VISN’s strategic direction

· Complete the Business Case and BITS Templates with a Supporting Audit Trail and provides it to the Study Sponsor for review and VISN approval

· Complete any identified VISN requirements

· Proactively communicates with the Study Sponsor on the progress made

· Raises any issue or concern to the Study Sponsor or the NSC

· Ensures Envision Phase BITS data is inputted and validated

	Study Team
	· Conducts Stakeholder Analysis

· Evaluates the study options against the VISN’s strategic direction

· Develops the Business Case and BITS Templates with a Supporting Audit Trail and provides it to the Study Team Leader 

· Completes any identified VISN requirements

· Raises any issue or concern identified to the Study Team Leader

	Implementation Team
	· N/A


Table 12: Roles and Responsibilities for the Envision Phase
4.2 Analyze Phase
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The second phase of the MA/BPR process, Analyze, allows Study Teams the opportunity to examine the business processes under study, conduct a detailed performance assessment, and identify opportunities for improvement. This can include a detailed evaluation of the existing technologies, processes, and organizational structure.  In addition, Study Teams capture current performance data in order to identify opportunities for improvement. 
Figure 10: MA/BPR Phases

The Analyze Phase begins after the one week review for the Envision Phase Outcome Reports. Study Teams have approximately two months to complete the Analyze Phase activities and the Outcome Reports. There will be two weeks at the end of the phase for the NSC to review the Outcome Reports and provide feedback before moving on to the Design Phase. 

The Analyze Phase is a key step in the MA/BPR process because in order to redesign the business function, Study Teams must have an in-depth understanding of the strengths and weaknesses of their current operations and organization. The overarching goal of this phase is to fully understand the current operations in preparation for the reengineering effort. 
The lists below summarize the major tasks involved with completing the Analyze Phase, the insights the Study Team will gain, and the Outcome Reports that the Study Team will submit. 
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4.2.1   Process

The activities discussed in this process section are best practices for conducting an MA/BPR study but are not required by MA/BPR program leadership. However, each NSC can make any of these additional tasks required for the Study Teams if they think it will improve the outcomes of the MA/BPR study, or require their own tasks not listed below as appropriate, as long as they otherwise present no conflicts with program requirements. 

In the Analyze Phase, as a best practice, Study Teams can define the current state of operations by evaluating processes, technology, and the organization.  In addition, Study Teams can conduct a detailed performance assessment using benchmarking and the established key performance indicators (KPIs). The Study Teams can then use this additional information to finalize the selected study options. 

Based on the strategic direction established in the Envision Phase, Study Teams should have an idea of what organizational components, processes, and technologies require a deeper analysis effort.  The Study Team can then tailor the activities completed in the Analyze Phase accordingly. 

4.2.1.1 Analyze Current Processes
Study Teams begin the Analyze Phase by conducting a process analysis to develop a detailed understanding of the current processes and identify the strengths and weaknesses within the function. A process is defined in this situation as any method or system within the function that is used to carry out the overall mission. A process analysis can be done on any process within the function. As a result, all daily activities within the function can be considered as part of one or more processes. 

In order to conduct the process analysis, the Study Team must first identify what processes should be focused on. By holding a meeting for this purpose, Study Teams will have the opportunity to brainstorm and decide as a team what processes within their function should be analyzed. All Study Team members should keep the following points in mind during this meeting:
· Ensure that the starting and stopping points of the processes are within the scope of the business function. For example, Nutrition and Food Service (NFS) Study Teams should not worry about parts of the process that are not controlled by NFS. 
· When a process has been decided upon, list the major steps of the process and the order in which they occur.

· Determine the objective of each process.
· Document the people and technology involved in the process.

· Identify the inputs (products and / or services changed by the process) and outputs (results) of the process. 
It may be helpful for Study Team members who are not involved with the function under study to take a first-hand look at the requirements to complete the process. This could include doing a walk-through of the function as a Study Team to ensure that all members understand the process that is being analyzed. 
4.2.1.1.1 Create Process Maps
As part of the process analysis, Study Teams will be able to create process maps to get a visual understanding of how work is presently being done and how the activities within the process are interrelated. Among other things, process maps can help Study Teams identify redundancies and excessive steps in the process. In addition, Study Teams will be able to provide a visual aid to stakeholders to help them understand the process. 

Flowcharts

A flowchart is one type of process mapping tool that the Study Teams can use to better understand and document their processes. In a flowchart, each step is documented in the sequence in which they occur. Symbols are used to depict the different steps in the process. Arrows connect the symbols and demonstrate the order that the steps in the process are completed. 
The following is an example of a simple flowchart that depicts the steps taken to complete the process analysis in [image: image36.emf]the Analyze Phase.

Figure 11: Flowchart of Steps taken in the Process Analysis

The following table explains the symbols in a standard flowchart:
	Symbol
	Explanation

	
[image: image8]
	A rounded rectangle is used to depict the starting and stopping points of the process.

	
[image: image9]
	An arrow is used to depict the direction of activity.

	
[image: image10]
	A rectangle is used to depict an activity within the process.

	
[image: image11]
	A diamond is used to depict a decision point within the process. The decision made will typically lead to different courses of action.

	
[image: image12]
	A rectangle with a wavy base is used to depict a document or report that is created during the process.
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	A cylinder is used to depict a data file used for storage in the process. 


Table 13: Symbols used in a Flowchart and a Process Flow Diagram
Flowcharts can help Study Teams breakdown a process to better understand the underlying activities. In addition, Study Teams may find that by constructing a flowchart, they can more easily identify weaknesses in the process and can begin to develop ideas on how the work could be done more efficiently. 
A standard flowchart as described above is a simple way to document the process being analyzed and to create a visual aid for stakeholders unfamiliar with the process. However, it may not be as useful if the Study Teams want to document the different parties responsible for the activities within the process. Some Study Teams may want to use a more advanced process mapping tool to depict more complicated processes. 

Process Flow Diagrams

Another type of process map that is similar to a flowchart, but can be used to define the relationships between activities in a process, is called a process flow diagram. These diagrams typically show more complex processes as they can show the different parties involved at each step of the process. 
A process flow diagram is constructed using rows called “lanes”. Each party that is involved in the process is assigned to a different row of the process flow diagram. Anytime an activity occurs, each party that is involved in that activity should have a symbol within their “lane”. Using “lanes” will help Study Teams document who has responsibility for the outcomes of the processes. As a result, a process flow diagram will likely have many more symbols and arrows than a flowchart. 
Figure 12, below, provides an example process flow diagram. This example depicts the process of submitting reports in the MA/BPR program. 
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Figure 12: Process Flow Diagram for the MA/BPR Outcome Report Submissions

Process flow diagrams allow Study Teams to identify who is responsible for performing an action or making a decision within the process, which enables Study Teams to better understand the relationships of the process stakeholders. By developing process flow diagrams, Study Teams should be able to identify any inefficiencies, gaps, or overlaps in the current processes which can be addressed in the next phase of the MA/BPR study. 
After completing either a flowchart or a process flow diagram, Study Teams may find it necessary to take a deeper look at some of the individual activities in order to fully understand their effects on the overall process. The following tool may assist Study Teams in accomplishing this.
Activity Decomposition

To gain a more detailed understanding of a process, Study Teams can complete activity decomposition. In activity decomposition, Study Teams take just one activity at a time from the process and analyze it using the questions below. 
· What is the purpose of this activity?

· Who is responsible for completing this activity?

· How is this activity performed?

· What is the level of FTE or man-hours required to complete this activity?

· Who oversees the completion of this activity?
· What performance standards are associated with the completion of this activity? 

By addressing these questions for each activity in the process, Study Teams will have a better understanding of the activity and will be able to identify how it contributes to the overall process. This will allow the Study Team to accurately determine the processes that are problematic and are good candidates for reengineering.  

In the example below, the activity of “Placing documents on the SharePoint site” is taken from the above process flow diagram, Figure 12, and broken down using activity decomposition. 

	Question for Activity Decomposition
	SharePoint Example

	What is the purpose of this activity?
	Easy access to the Outcome Reports

	Who is responsible for completing this activity?
	VHA PMO

	How is this activity performed?
	Documents are emailed to the VHA PMO and then posted onto SharePoint

	What is the level of FTE required to complete this task?
	1 FTE

	Who oversees the completion of this activity?
	The VHA Liaison

	What performance standards are associated with the completion of this activity?
	All documents should be posted by the next business day


Table 14: An example of Activity Decomposition
Once Study Teams have completed the process analysis activities and gained a more thorough understanding of the processes within their business function, they will be ready to move on to the organizational analysis.  
4.2.1.2 Conduct an Organizational Analysis
The purpose of analyzing your organizational structure is to gain a better understanding of how the employees fit within the function under study. By evaluating the structure of the organization, Study Teams can identify any potential inefficiencies that exist and make efforts to correct it. 

The first step of the organizational analysis is to understand the current organizational structure. Study Teams should obtain any organizational charts that currently exist in the function. However, some functions may not have a current organizational chart. In such cases, the Study Team may want to create their own. 

The following organizational chart depicts the structure of the MA/BPR program and can be used as an example for Study Teams who need to modify an existing organizational chart or construct their own.
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Figure 13: MA/BPR Organizational Chart

A function’s organizational chart should include names, position titles, and pay grades so that they can be compared across facilities to identify any differences between facilities. These differences could include processes being staffed with different numbers of FTE, different pay grades for the same position, or potentially unnecessary positions in the organizational structure. All of these discrepancies can be addressed through attrition or staff realignment to increase the overall operational efficiency. 
Using the organizational charts, information regarding resources gathered during this analysis, and personal experiences, the Study Team will be able to develop a solid understanding of how their organization is currently staffed and the strengths and weaknesses associated with that structure. Study Teams will be able to use this information in the Design Phase to build a more efficient organizational structure. 
Note: This analysis is designed to look at the organizational structure in place and not the individual people currently in the organization. Reviews of the individuals filling these positions are outside of the scope of this study. 
After Study Teams have evaluated both the processes and the organizations, they will be ready to evaluate the effectiveness of their function’s technology.
4.2.1.3 Technology Effectiveness

In the course of documenting the current processes, Study Teams will likely have obtained information on the relevant technology directly/indirectly impacting the current operations. To evaluate the effectiveness of the technology, Study Teams should consolidate and summarize the information collected during previous analysis and identify the gaps remaining based on the following questions:

· Is technology conveniently located and accessible to the appropriate employees?

· What processes is this technology used for?

· How well does technology address the needs of the process?

· Are there other possible processes that could use this technology?

· Are the proper security controls in place for this technology? 

· How often is this technology used?

· Is the technology outdated?

· How often does this technology need maintenance?

· Is the technology properly maintained?

With this information, Study Teams will develop a greater of understanding of how technology affects current operations. Study Teams will then be able to determine whether the current technology is adequate to support the current organization and processes.

After completing a process analysis, an organizational assessment, and a technology evaluation, Study Teams will have a thorough knowledge of their current operations and will be ready to conduct a detailed performance assessment. 

4.2.1.4 Conduct Detailed Performance Assessment
For the Analyze Phase, a more detailed assessment, building on the data collected during the Envision Phase, will be conducted to identify process inefficiencies, overlaps, and gaps. The areas identified for improvement will directly affect where and how the organization and processes are redesigned. 
The first step of the performance assessment is for Study Teams to gather all relevant performance data. This includes reports for the previous fiscal year like the Annual Report and the 830 Report and any other reports from within the facility that are created on a regular basis such as daily production logs, customer satisfaction survey results, system reports, etc. 
Study Teams can use this data to calculate the KPIs established in the Envision Phase. As a reminder, the KPIs (developed by the NSC) are based on the four following performance areas:

	Performance Area
	Definition

	Financial
	Cost 

	Customer
	Customer Satisfaction

	Internal Business Process
	Operational Efficiency

	Learning and Growth
	Training and Employee Satisfaction


Table 15: Four Categories of KPIs

Understanding and calculating the KPIs based on these four performance areas is an important aspect of the Analyze Phase. Study Teams should review the guidance provided by the NSC regarding calculating the KPIs (typically contained in the Analyze Phase BITS Templates) and use the available performance data to calculate the KPIs for each facility and the VISN. 
Calculating the KPI numbers will further Study Teams understanding of current performance and they will be prepared to use the data to make comparisons between facilities, with other VISNs, or with similar organizations.

Benchmarking
In order to compare data, Study Teams can benchmark against like organizations. Benchmarking is a tool used by both public and private sector organizations to evaluate various aspects of their processes by comparing themselves to other organizations, usually within their own sector. 

In the MA/BPR study, Study Teams will use benchmarking to provide an assessment of the current function from an outside perspective. It also provides a method for gathering best practices from the industry that can be applied in the redesign.  

The figure below shows the five steps Study Teams should take to conduct benchmarking for the MA/BPR study. A further explanation of each step is also given below. 
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Figure 14: Benchmarking Methodology
Step 1: Build Measurement Framework
Study Teams start by identifying the areas of performance to compare and developing measures to use as the basis for comparison.  In building the measures, it is important to consider the following questions:

· What are the standard measures collected by peers?

· For what measures is data currently available for collection?

· What information will peers be willing to share?

· What information will help in the redesign?

Keeping these questions in mind while developing the measurement framework will help Study Teams ensure that the information that they gather and analyze will be useful when it comes time to redesign the process.  

Study Teams can use KPIs to begin to build the framework for the benchmarking study. The KPIs are quantitative measures that can be compared from facility to facility, VISN to VISN, and to outside organizations. From these comparisons, Study Teams will be able to get a better understanding of how the operations within the function under study compares to other operations both internal and external to VA.  
While establishing quantitative benchmarking measures is important to the study, identifying processes, organizational structures, and technologies for comparison is also helpful in identifying potential areas for redesign.  To do this, Study Teams should determine specific areas that they wish to compare against a peer group.  In the area of process, Study Teams should explore the different ways that other facilities complete the process under study and what the strengths and weaknesses are of their chosen method. In the technology area, Study Teams should explore what systems, equipment, and tools other facilities use to enable similar processes.  Finally, in the organization area, Study Teams should explore staffing levels and structure, pay grades, and employee training opportunities among other facilities.  
The output of this step is both quantitative and qualitative measures that the Study Team can use as a basis for comparison in the benchmarking study.

Step 2: Establish Peer Group

The second step in benchmarking is for Study Teams to identify whom performance will be compared to using the measurement framework established above. Study Teams should consider using the following groups to conduct their comparisons:

· Individual Facilities in the VISN

· Other VISNs

· National Averages for VA

· Other Public Facilities (State Veterans Homes, DoD facilities)

· Private hospitals

Study Teams should choose from the above groups based on two factors. The first is similarity of operations; Study Teams will want to establish a peer group that operates on a similar scale as the function under study and has many of the same processes in place. Choosing operations that are similar will help ensure that Study Teams obtain useful information and new ideas from the benchmarking study. 

The second factor that Study Teams should consider when establishing a peer group for the benchmarking study is the attainability of data. Data will be easier to obtain from facilities within VA. Study Teams should consider whether it will be necessary for them to go outside VA for benchmarking information, and if it is, should allow additional time for the data collection. 
Note: Study Teams do not have to use the same peer group for each aspect of their benchmarking study. For example, Study Teams may want to compare KPIs to national averages for VA, but also compare processes with private hospitals in the area. 
Methods and reasons for establishing a peer group will vary from Study Team to Study Team. However, it is important that all Study Teams choose their peer group based on the overall goals of the benchmarking process and the measurement framework established in Step 1.

The output of this step is an established peer group for each area identified in framework for the benchmarking study.
Step 3: Collect Data
Once the Study Team has established a peer group, the data collection effort can begin. The approach that a Study Team should take to collect data for benchmarking would depend on the peer groups established during Step 2. 
To make comparisons between facilities within the same VISN, the Study Team will not need to collect any additional data other than what has already been collected during the Analyze Phase. Although this is the simplest way to conduct benchmarking, it will also likely give Study Teams the least amount of additional information. 
Conducting a comparison with another VISN will be more helpful to the Study Team because it will provide new information. Study Teams should be able to obtain other VISNs study data in order to conduct benchmarking by contacting the VISN’s MA/BPR Study Team Leader. The contact information for this individual can be obtained from the NSC. Because all VISNs have Study Teams doing a MA/BPR study, they should have the necessary data available for their VISN. Study Teams from different VISNs can share their KPI data, process maps, and any other relevant information. 
National averages for the KPI figures should also require minimal effort from the Study Teams because those numbers will be provided to Study Teams mid-way through the Analyze Phase. However, information regarding processes, technologies, and organizational structure can not easily be rolled up to the national-level. Qualitative measures are easier to obtain from the individual VISNs.

Obtaining information from outside sources public or private will probably be more challenging. Study Teams should contact the identified facilities and discuss what would be the most convenient venue for the outside source to provide that information. Data could be collected by conducting a survey or through interviews. Using outside sources for benchmarking data is extremely advantageous because Study Teams will get to see the organization from a truly external perspective and may discover processes, technologies, or organizational structure that otherwise would not have been considered. 
The output of this step is the benchmarking data from each of the peer groups established in Step 2 that covers each area identified in framework developed in Step 1.

Step 4: Compare Performance

When the data has been gathered and validated, Study Teams should compare it to the data from their own operations. In the quantitative data, Study Teams should calculate the differences between their data and the benchmarking data. For the qualitative data, Study Teams should identify and document any differences in processes, technology, and organizational structure between their current operations and the benchmarking information. 

The output of this step is a comparison between the data for the function under study and the benchmarking data. 
Step 5: Analyze Performance Gaps

Upon completion of the analyses, the Study Team will identify performance gaps between the operations of the function and the benchmarking data, and then probe further to understand the reasons behind the performance results (good or bad).  Analyzing the results of the benchmarking data will yield opportunities for focus and redesign.

Benchmarking will give Study Teams an outside perspective on current operations and will help them generate new ideas for the redesign. Once Study Teams have completed their benchmarking study, they should be ready to summarize their findings and identify any improvement opportunities. 

4.2.1.5 Identify Opportunities for Improvement

Study Teams have examined the processes, organization, and technologies within their business function and have gathered a substantial amount of data regarding current operations. At this time, Study Teams may find it helpful to take some time to summarize all of this information. One tool that Study Teams can use to synthesize all of the information and data they have gathered is a SWOT Analysis. 
SWOT Analysis

A SWOT Analysis can be used to summarize information into four categories:

· Strengths –  attributes of the function that are helpful in achieving its objectives
· Weaknesses – attributes of the  function that make it more challenging to achieve its objectives
· Opportunities – external conditions that can aid the function in achieving its objective
· Threats – external conditions that make it more challenging for the function  to achieve its objectives
The figure below depicts the four categories of the SWOT analysis and their meaning:
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Figure 15: The Categories of a SWOT Analysis

By summarizing the information and data collected using these four criteria, Study Teams can begin to look for answers to the following questions:
· How can we take advantage of each strength identified?

· How can we improve on our weaknesses?

· How can we take advantage of the available opportunities?

· What can we to defend ourselves against each threat?

Answering these questions and reviewing the data collected during the Analyze Phase will assist the Study Teams in identifying opportunities for improvement and finalizing the study options. With the summarized data, Study Teams should be able to identify where the improvement opportunities are within the function under study. The improvement opportunities identified will help the Study Teams finalize their study options within the business case. 
In addition, Study Teams can implement any “Quick Hits” identified. “Quick Hits” are improvement opportunities that can be quickly implemented with little to no expenditures. “Quick Hits” will not only bring the Study Team closer to their goal of creating a more efficient organization but will also build momentum and interest in the study and pave the way for the more significant changes to come.

4.2.2 Outcomes

At the conclusion of the Analyze Phase, Study Teams have examined the current processes and created process maps, conducted an organizational analysis, evaluated the effectiveness of existing technology, completed a detailed performance assessment that included benchmarking against similar operations, and finally, summarized with a SWOT analysis to identify improvement opportunities. With the information gathered from these activities, the Study Teams will be able to answer the following questions:

· What are the characteristics of the current processes?
· How do these processes compare to other similar processes? 
· How effective is the current organizational structure?

· How effective is the use of technology in the organization?
· Where do KPIs show there is room for improvement?
· What are the strengths and weaknesses in the current operations?

· What are the outside opportunities and threats that affect the organization? 

· Where are the opportunities for improvement in the function under study?
· What immediate improvement opportunities or “Quick Hits” can be implemented? 
After completing the steps explained in the process section and answering the questions within this section, the Study Team is ready to complete the required Outcome Reports for the Analyze Phase and will be equipped with the tools, data and insights to redesign their processes and /or operations in the Design Phase.
For the Analyze Phase, the Study Teams are required to submit the BITS Templates with a Supporting Audit Trail, a Final Business Case, and Summary of Analysis Report. The detailed requirements for each are explained within this section. 

Note: Study Sponsors will also need to nominate an Implementation Project Manager at minimum one week prior to the conclusion of the Analyze Phase. For further guidance on this, please refer to Section 3.1.1.4
4.2.2.1 BITS Templates and Supporting Audit Trail

The BITS Templates are designed to support data collected and are required for entry into BITS. BITS does not allow users to link or upload documents therefore, templates have been developed for each phase of the MA/BPR program to allow Study Teams to track and validate their data. 

During the Analyze Phase, Study Teams collect data on the current operations of the function under study. This data can be used to establish baseline numbers and KPIs, which are calculated to quantify the current state of operations. These baselines will be used by the Study Team throughout the remaining phases of the MA/BPR study. 

The BITS Templates will be submitted to program leadership one month after the beginning of the Analyze Phase. This will allow program leadership to roll-up the baseline KPIs into national averages and provide these numbers to the Study Teams to assist in benchmarking. 

Study Teams will use a variety of data sources in order to capture and develop the required data entries for the Analyze Phase; therefore, it is critical that each figure is traceable, auditable and identifiable. Understanding the complexity of this task, the MA/BPR program requires that each Study Team develop a supporting audit trail that can validate the BITS Templates in support of the BITS Entries. 

During the Analyze Phase, Study Teams are required to complete the following BITS templates:

	Template
	Description

	Study Costs
	Study Teams enter the actual cost incurred for conducting the Analyze Phase of the MA/BPR study. 

	Cost of Operations
	Study Teams will enter the actual costs for prior fiscal year in the function under study. These costs will serve as your baseline for the rest of the study. 

	Financial KPI
	Study Teams calculate their Financial KPI according to the guidelines in the template.

	Internal Business Process KPI
	Study Teams calculate their Internal Business Process KPI according to the guidelines in the template.

	Learning and Growth KPI
	Study Teams calculate their Learning and Growth KPI according to the guidelines in the template.

	Customer Satisfaction KPI
	Study Teams calculate their Customer Service KPI according to the guidelines in the template.

	Issue Resolution
	Study Teams identify any issues encountered during the Analyze Phase that may affect successful execution of the study.

	Lessons Learned
	Study Teams identify any lessons learned as a result of completing the Analyze Phase of the MA/BPR study.


Table 16: Required BITS Templates for the Analyze Phase

4.2.2.2 Final Business Case

The Business Case, completed during the Envision Phase, should be updated based on the detailed information gathered during the Analyze Phase to ensure that the study options and FTEs under study are in alignment with the assessment of the current state of operations and supported by the improvement opportunities identified. The Final Business Case will be submitted at the end of the Analyze Phase. This is a required Outcome Report for the Analyze Phase because Study Teams will use it to communicate the final direction of their plans and rationale for improvements to key stakeholders. 

After completing the Analyze Phase activities, the Study Team should review the study options chosen during the Envision Phase. Study Teams may find that after conducting a more detailed and comprehensive assessment of current operations that some study options may need to be either excluded or reintroduced into the MA/BPR study. Study Teams should use the Analyze selected column to answer “yes” or “no” to the question of whether or not the study option has been selected. The Study Teams can revisit the impact and feasibility of each study option in order to reprioritize them, if necessary. The Study Teams may find the feasibility matrix discussed in Section 3.1.2.4 helpful for reprioritizing the study options. 
For each study option, the Study Team should also revise their rationale for selection to include any additional information gathered during the Analyze Phase. Once the study options have been finalized to support the analysis and assessment of current operations, Study Teams will use these study options to redesign processes, technologies, and the organization during the Design Phase.

When the Study Team refines the scope of a study due to a more comprehensive assessment of the current operations during the Analyze Phase, the number of positions under study may increase or decrease. Study Teams should revise the number of FTEs within the Refined Study Scope based on any relevant changes that occurred during the Analyze Phase.  Any calculations used to modify the number of FTEs under study should also be documented within the FTEs within Refined Study Scope box of the Final Business Case. In addition, the FTEs with Refined Study Scope field in BITS should also be updated.
 Please refer to Appendix A.2 for the Business Case Template.  

Note: The Business Case Template provided within this document is not study specific. A study specific Business Case Template will be developed by each NSC and provided to the Study Teams during training. 

4.2.2.3 Summary of Analysis 
The Summary of Analysis is a report that Study Teams will complete to explain to outside stakeholders at both the VISN and National-levels the findings from their analysis and assessment of current processes, technologies, and organizational structure. The template for this Outcome Report can be found in Appendix A.3. It contains three questions regarding how the function under study is currently operating, what tools the Study Team used in their analysis, and what discoveries were made that should be answered for each study option the Study Team is reviewing. The Study Team should be as thorough as possible in answering these three questions for each study option based on the activities that were completed in both the Envision and Analyze Phases. 

4.2.3 BITS Requirements for the Analyze Phase

Once the Study Team has submitted the Analyze Phase BITS Templates and the appropriate parties have approved them, Study Teams will input the required entries into BITS.
Note: During the Plant Operations and Grounds Maintenance study, MSIS will input the data into BITS and the Study Team will review the screenshots to ensure all fields are populated with the correct data. 

For the Analyze Phase, the following data is required for BITS: 
	Field Name
	Field Explanation

	The following fields from the Envision Phase can be updated, if necessary:

	Actual Completion Date – Envision
	The actual date that the Study Team completed the Envision Phase

	Study Costs by Phase – Envision Actual
	The actual consulting costs, indirect costs, and in-house costs incurred in the Envision Phase

	Key Performance Indicators (KPIs)
	The names / nomenclature of the KPIs entered during the Envision Phase

	Notes
	A free field that can be used to add or document any other study data

	The following fields should be completed for the Analyze Phase:

	Actual Completion Date – Analyze
	The actual date that the Study Team completed the Analyze Phase

	Study Costs by Phase – Analyze Actual
	The actual consulting costs, indirect costs, and in-house costs incurred in the Analyze Phase (Information should be taken from Study Cost Template)

	Key Performance Indicators – Baseline
	The baseline financial, customer, internal business process, and learning and growth KPIs that were calculated in the Analyze Phase KPI Templates

	Cost of Operations – Analyze Baseline
	The cost of labor and non-labor that was calculated in the Analyze Phase Cost of Operations Template


Table 17: Required BITS Entries for the Analyze Phase 
4.2.3.1 Advancing from the Analyze Phase to the Design Phase in BITS
Once the Study Sponsor and NSC has approved all of the Analyze Phase Outcome Reports and deemed that the study is ready to progress to the Design Phase, Study Teams will click on the “Next Phase” button at the bottom of the Analyze Phase BITS page. This will move the study into the Design Phase.  
Note: During the Plant Operations and Grounds Maintenance study, MSIS will select the “Next Phase” button after the screenshots have been approved by the Study Team. 

4.2.4 Roles and Responsibilities for the Analyze Phase
The table below summarizes the roles and responsibilities of the key participants in the MA/BPR Program during the Analyze Phase. 

	Analyze Roles
	Analyze Responsibilities

	VHA Liaison
	· Oversees the studies and engages VHA and VISN Leadership when necessary 

· Participates in and approves all decisions on any issues or concerns that are identified during this phase

	MSIS
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Monitors the input of the Analyze Phase BITS  data entries to ensure reasonableness and adherence to costing guidance

· Provides feedback to NSC on the Summary of Analysis and the BITS Templates with a Supporting Audit Trail

	NSC
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Monitors Analyze Phase BITS entries 

· Creates national averages for KPIs and provides the data to Study Teams

· Reviews and approves the Summary of Analysis and BITS Templates with a Supporting Audit Trail

	VHA PMO
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Develops communications for program leadership to provide Study Participants 

· Manages and updates the SharePoint website with guidance, resources and Study Team Outcome Reports, and BITS Templates with any accompanying documentation. 

	Study Sponsor
	· Oversees the VISN’s study and engages VISN leadership when necessary

· Identifies an Implementation Project Manager one week prior to the end of the Analyze Phase

· Reviews and approves the Summary of Analysis and the BITS Templates with a Supporting Audit Trail

· Provides NSC and VHA PMO with the approved Summary of Analysis and BITS Templates with a Supporting Audit Trail 

· Approves Analyze Phase BITS data entries

· Advances Study Team to the Design Phase

	Study Team Leader
	· Oversees the Study Team as they:

· Analyze the current operations of the function and measures its performance against like organizations

· Reevaluate opportunities for improvement based on an in-depth analysis

· Modify the Business Case 

· Complete the Summary of Analysis and the BITS Templates with a Supporting Audit Trail and provide it to the Study Sponsor for review and VISN approval

· Proactively communicates with the Study Sponsor on the progress made

· Raises any issue or concern to the Study Sponsor or the NSC

· Ensures Analyze Phase BITS data is inputted and validated

	Study Team
	· Analyzes the current operation of the function and measures its performance against like organizations

· Reevaluates opportunities for improvement based on in-depth analysis

· Modifies the Business Case and develops the Summary of Analysis and BITS Templates and a Supporting Audit Trail and provides it to the Study Team Leader

· Completes any identified VISN requirements

· Raises any issue or concern identified to the Study Team Leader

	Implementation Team
	· N/A


Table 18: Roles and Responsibilities for the Analyze Phase
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Design Phase

The third phase of the MA/BPR process, Design, allows the Study 
Team the opportunity to redesign the processes, technology, and the organizational structure of the function under study. This should include documenting and planning for these changes and assessing the impact on the overall function. In addition, Study Teams develop performance targets for the future of the redesigned function during this phase. At the end of this phase, the Implementation Project Manager will take responsibility of institutionalizing the redesigned function and the Study Team will disband. 
Figure 16: MA/BPR Phases
The Design Phase begins after the two week review for the Analyze Phase Outcome Reports.  Study Teams have approximately two months to complete the Design Phase activities and the Outcome Reports. There will be three weeks at the end of the phase for the NSC to review the Outcome Reports and provide feedback before the Implementation Project Manager moves on to the Implement Phase. 

The Design Phase is a key step in the MA/BPR process because Study Teams will be generating the plans to redesign the function based on their in-depth understanding of the current operations and organization gathered during the Envision and Analyze Phases. The overarching goal of this phase is to complete a plan for redesign that will increase the efficiency and effectiveness of the current organization to provide cost savings that can be reinvested into programs and service that directly benefit veterans and their families.

The lists below summarize the major tasks involved with completing the Design Phase, the insights the Study Team will gain, and the Outcome Reports that the Study Team will submit. 
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4.3.1 Process

The activities discussed in this process section are best practices for conducting an MA/BPR study but are not required by MA/BPR program leadership. However, each NSC can make any of these additional tasks required for the Study Teams if they think it will improve the outcomes of the MA/BPR study. 

Figure 17: Steps for Redesigning Operations
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In the Design Phase, as a best practice, Study Teams can redesign current operations by using many of the tools previously discussed in the Analyze Phase. The difference will be that in the Analyze Phase, Study Teams focused on current operations and in the Design Phase, Study Teams will focus on future operations. Study Teams can use the steps detailed below in order to redesign their operations in order to increase efficiency and improve performance. 

In addition, Study Teams will set targets for their future Cost of Operations and KPIs based on the effects of the MA/BPR study on the selected function and the Implementation Project Manager (with support from the Study Team) will plan the steps that will be necessary to implement the new design.  
Throughout the Design Phase, Study Teams should take an in-depth look at how their recommendations for redesign will affect the business function. This includes considering the impact on the workforce, VISN leadership, facility management, and veterans and their families. 

4.3.1.1 Visualize the Redesigned Operations
After identifying opportunities for improvement and finalizing the selected study options in the Analyze Phase, Study Teams should be ready to begin redesigning their operations. Study Teams may want to begin by holding a meeting or series of meetings so that all members can get together and share their ideas on ways to redesign operations to increase efficiency.

Study Teams can use any of the flowcharts, process flow diagrams, activity decompositions, organizational charts, technology assessments and SWOT diagrams that they created during the Analyze Phase in order to facilitate the conversation.  If the Study Team has concerns about how to generate ideas for redesigning the operations within their function, bringing in an experienced facilitator may be helpful. The Study Sponsor will be able to help the Study Team obtain the necessary resources for this task.

Study Teams can use the following steps to guide their conversations:

Step One: Review the Study Options Chosen.

As a first step, the Study Team should review the study options that they have chosen in their approved Business Case from the Analyze Phase. For each study option, the Study Team should discuss the rationale behind why they selected this option and how the option relates to the improvement opportunities that they identified during the Analyze Phase. 
Step Two: Establish Objectives for each Study Option.

After reviewing both the study options and the improvement opportunities identified, the Study Team should establish objectives, or goals, for each study option. For example, an objective for one of the Laundry study options may be to increase patient satisfaction by 5% because the Study Team’s analysis showed that 15% of patients were not satisfied with the quality of their bed linens. 
Step Three: Brainstorm Modifications to Processes, Technologies, and Organizational Structure.

After establishing objectives for each study option, the Study Team can begin to brainstorm different ways to meet these objectives. This could include modifications to processes, technologies, and organizational structure. Study Teams should keep in mind that creativity and “out-of-the-box” thinking are important components of operational redesign because the goal of the MA/BPR study is to “fundamentally rethink and radically redesign business processes to bring about dramatic improvements in performance”. 

When considering how to redesign processes to meet the objectives that have been established, the Study Team can review any flowcharts, process flow diagrams, or activity decompositions that have been completed. During the Analyze Phase, Study Teams used these documents to identify inefficiencies in the current operations and will now, in the Design Phase, identify ways to address these inefficiencies. This could include a discussion of best practices because many processes are completed differently from facility to facility. Study Teams should also keep in mind that modifications to processes can be of a large or small scale. Even changes in processes such as moving two people that frequently need work together so that they are located in closer proximity to one another can greatly increase efficiency and employee satisfaction. 
In addition to redesigning processes, Study Teams should also consider the modifications that can be made to the current organizational structure. These modifications can be due to inefficiencies, gaps, and overlaps in the organizational structure that were identified during the Analyze Phase. Many times when Study Teams compare organizational structures across medical facilities they realize that they are operating at different staffing levels and could benefit from realignment. Study Teams may also realize that the organizational structure will need to be modified based on the needs of the new processes being considered. 
Note: This redesign of the organizational structure is not intended to look at the individual people currently in the organization. Reviews of the individuals filling these positions are outside of the scope of these studies. 

Along with developing ideas for redesigning processes and the organization, Study Teams should also consider what the future technology needs will be for the function under study. During the Analyze Phase, Study Teams evaluated the effectiveness of the current technology and identified the effects of this technology on current operations.  Study Teams can use this information to consider improvements in technology. Study Teams may also find that the redesigned processes and / or organization have different technology needs that would further increase the efficiency of the function under study. 

Step Four: Assess the Impacts of each Modification Suggested.

After Study Teams have discussed their ideas on how to redesign operations in the function under study, teams should assess how these ideas will impact the organization. Additional research may be necessary to be able to fully assess the impacts being suggested. It may be necessary for the Study Team to break at this point and for the Study Team Leader to delegate “Action Items” to the Study Team Members. The Study Team Leader can plan a follow-up meeting after the Study Team has the necessary information to further discuss the modifications suggested. The following questions can serve as a guide for the Study Teams to assess the impacts of their suggested modifications:

· Will the suggested modification address the improvement opportunities uncovered during the Analyze Phase?

· Does the suggested modification align with the function’s strategic direction established during the Envision Phase?

· How will the suggested modification affect the cost of operations? Will there be cost savings? 

· Will the suggested modification improve KPIs in the years to come?

· Will there be any workforce impacts associated with the suggested modification?

· How will the suggested modification impact other services (human resources, nursing, etc)?

· Are there any other benefits or obstacles associated with implementing the suggested modification?

In addition to considering the questions above, Study Teams can also use an impact feasibility matrix as a tool to narrow down the modifications suggested to the ones that have the highest impact and are the most feasible for the organization. Further guidance on how to use an impact feasibility matrix can be found in Section 4.1.1.4.  
Step Five: Choose the Most Beneficial Modifications.

Assessing the impacts of each modification suggested should help Study Teams decide which of their modifications will be advantageous for the function under study. Once the Study Team has decided which redesigns they want to recommend for implementation, they may find it helpful to describe and document their new designs. 

4.3.1.2 Document the Redesigned Operations
Many Study Teams will find that some of their recommendations are very detailed and some of their recommendations are at a much higher level. Study Teams should take time to think through the details of their recommendations. This can typically be done for redesigned processes by updating the flowcharts and / or activity decompositions created in the Analyze Phase. However, when large scale changes are being recommended Study Teams may find it more helpful to create new flowcharts and complete new activity decompositions. 
When redesigning the organization, Study Teams may need to update existing organizational charts and develop new job descriptions. In addition, Study Teams should consider whether employees will need additional training due to the redesign. It is important that the Study Team works closely with human resources if positions need to be added or eliminated due to the redesign. Please keep in mind that all position eliminations must be done through either attrition or reclassification in the MA/BPR program. 
If a Study Team is recommending new technology, it will be important to meet with vendors to gain a better understanding of the capabilities of the new technology and to get quotes. All of the documents described above should be useful to Study Teams in communicating with outside stakeholders regarding their recommendations for redesign. 

4.3.1.3  Obtain Approval for the Redesigned Operations
Study Teams will, at this point, want to communicate with their Study Sponsor regarding their plans for redesign. Study Sponsors will be able to review their ideas for redesign and give feedback on whether these improvements align with the strategic leadership of the VISN. Study Sponsors should also help the Study Team obtain any further approval that will be necessary to begin implementation activities. 
After Study Teams have redesigned their processes, technologies, and organizational structure to meet the objectives set for each study option, Study Teams will be ready to set performance goals for the future of the function under study. 
4.3.1.4 Develop Targets for the Redesign

As part of the Design Phase, Study Teams are required to develop estimations of the costs, FTEs and KPIs for the next five years. While developing this information is part of the BITS entries, the importance and complexity of these requirements deserves further explanation. The sections below describe the steps necessary to develop the necessary targets and estimates. 

Setting Targets for Each KPI

During the Design Phase, Study Teams are responsible for setting targets for each of the KPIs. These targets can be set by taking the Baseline KPI values from the Analyze Phase and identifying how the scores will be affected by the improved processes, technologies, and organizational structure. While each KPI will be affected differently by these factors, all will generally be affected. 
The target KPIs are not necessarily goals that the VISN is trying to reach; rather, the figures are the Study Team’s estimates on how the redesign will affect the measures. Targets do not need to show significant improvement from the baseline if changes are not likely to have a significant affect on a specific KPI. 
These targets can be calculated in the Design Phase BITS Templates per guidance from the NSC.
Developing FTE Estimates 

Like setting the KPI targets, developing FTE estimates begins with the baseline FTEs identified during the Analyze Phase. Study Teams should now estimate the expected changes to their FTEs for each of the five periods based on the changes that will occur in the organizational structure. These changes can be due to the MA/BPR study and any other known factors that will affect the function’s FTE. For example, if the Study Team knows that the function is anticipating a reduction in FTE by attrition due to a non-MA/BPR initiative, they should take this reduction into account when estimating the FTE. 

One challenge that Study Teams may face is pinpointing which year the change will take place since all reductions in FTE due to the MA/BPR program take place through attrition or reclassification. To address this, Study Teams are asked to use their best judgment. Like the KPI targets, the FTE estimates are designed to provide the VISN and MA/BPR program leadership with the Study Team’s best estimates and are not a definitive declaration of what FTE changes will occur in the next five years. 

Developing Cost Estimates

The most complex aspect of developing targets is estimating future costs. Like estimating FTE changes, Study Teams are asked to critically look at the baseline numbers and make changes from year to year based on both MA/BPR and non-MA/BPR factors. 

Study Teams should use the Design Phase Cost of Operations Template provided by the NSC to complete these cost estimates. In the past, some teams have had success rolling up the complete estimates by facility or by option while others estimated costs for the VISN as a whole. Either way, Study Teams should take into account any known or expected changes to cost but should not include inflation. For example, when calculating the expected labor costs for Periods 1 - 5, calculate these costs based on current labor rates. Do not include any expected increases in labor costs due to potential pay increases or Cost of Living adjustments. Calculating the future costs in this way allows for a direct comparison to the Baseline costs. 

While completing cost estimates, Study Teams should also be completing the Cost of Operations Audit Trail. This document describes the changes the team is making to each aspect of the expected costs. This audit trail is a vital piece of the cost estimations because it will help the NSC, as well as other national stakeholders, to understand how the estimations were created. 
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Prepare for Transition to the Post Study Governance Structure
Another important aspect of the Design Phase, is preparing for when both the Study Teams and the NSC disband. Study Teams will disband after they have completed the required Outcome Reports for the Design Phase and the reports have been approved by both the Study Sponsor and the NSC. The NSC will disband after all of the Design Phase Outcome Reports have been approved. When this occurs, it is important that the Implementation Project Manager and the National Program Office are prepared to take over responsibility for the MA/BPR post study activities. 
The chart to the right illustrates the organizational structure for the MA/BPR post study activities which begin in the Implement Phase. 

Figure 18: The MA/BPR Post Study Organizational Structure
In order to facilitate the effective transition from the Study Team to the Implementation Team and the NSC to the NPO, the MA/BPR program leadership will provide training during the Design Phase that all involved parties can participate in. This training will cover the activities that will take place during the Implement and Sustain Phases, the Outcome Reports that will need to be completed, and the roles and responsibilities of all involved parties. During the training, MSIS will also give the Implementation Project Managers instructions on the necessary steps they should take to gain access to BITS. 
4.3.1.6 Develop a Plan for Implementation

After the Implementation Project Manager is trained, he or she will want to carefully plan out the necessary steps for integrating their recommended improvements into future operations. Although the Study Team can help with this task, the Implementation Project Manager should take the lead role since he or she will be responsible for the MA/BPR post study activities moving forward. The goal of the implementation plan is to provide a detailed roadmap for the function going forward.  

To create a plan for implementation:

1. List all of the recommended changes developed 

2. Determine the necessary steps to be taken for each recommended change

3. Establish a start and end date for completing each necessary step

4. Assign roles and responsibilities for each necessary step

5. Document associated costs (if any) for each necessary step
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The following figure depicts an implementation timeline, which is one format that may be helpful for Implementation Project Managers to use when planning for implementation. 
 In order to create an implementation plan as described above, Implementation Project Managers may find it helpful to hold meetings that include the Study Team, stakeholders from the affected areas, and functional experts or advisors. These meetings can be used complete the steps above and also to define funding needs, revise policy, develop position descriptions, and identify training needs as applicable. 

Implementation Project Managers may want to keep in mind that recommended technologies and other capital investments can take a significant amount of time to acquire and consequently may affect the sequence of other planned changes. In order to establish appropriate timeframes for these activities, it is important for the Implementation Project Manager to communicate with the Study Sponsor and/or VISN leadership to gain an understanding of when VISN and Medical Center leadership plan for these acquisitions to occur.  The Implementation Project Manager will then have the necessary information to decide the most logical way to sequence the activities in the implementation plan. 

Implementation Project Managers should also consider what is the best approach for implementing their recommendations. Implementation can be done all at once throughout the VISN, on a rolling basis from facility to facility, or by conducting a pilot, which is a “test” of the recommended redesign, first and then making adjustments to the design prior to implementation. The approach to implementation should be determined based on the level of risk the proposed change poses to the organization and how high the barriers to implementation are expected to be. The Implementation Project Manager can evaluate these factors and decide whether a pilot is appropriate or not. If it is decided that a pilot is not appropriate, then the Implementation Project manager should still consider implementing on a rolling basis so that issues can be worked out in one facility before implementing across the VISN. The figure below depicts the factors that should be considered when deciding on the most [image: image46.emf]Visualize the 
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appropriate implementation approach. 
Note: Additional information about conducting a pilot can be found in Section 5.1.1.2.
With good planning and coordination, the Implementation Project Manager should be able to minimize the disruption to operations and personnel. In many cases, employees and managers will have to be coached through the changes and may require training on new skills or concepts. By developing and communicating a plan for the implementation of improvements from the MA/BPR study, Study Teams will be able to help the function as a whole understand what to expect going forward.

After the Implementation Project Manager has planned the steps necessary for successful redesign and the Study Teams have developed the required targets and estimates, they are ready to ensure that the Design Phase outcomes have been met as described in the next section.  
4.3.2 Outcomes

At the conclusion of the Design Phase, Study Teams have redesigned processes and assessed the impacts, restructured the organization to address the current inefficiencies and new processes, evaluated technology improvements and made recommendations, and finally, predicted how the MA/BPR program will increase efficiencies in both the cost of operations and KPIs. In addition, the Implementation Project Manager has appropriately planned for implementing the redesigned function. With the information gathered from these activities, the Study Team and the Implementation Project Manager will be able to answer the following questions:

· What is the optimal way to redesign current processes?

· What impacts will the redesigned processes have on the organization?

· What is the most effective way to structure the organization? 

· How can the risk to the workforce be minimized?

· Are there new skill requirements because of the redesign?

· What kind of technology should support the redesign?

· How much improvement will be obtained through reengineering? 

· How will the new redesigned organization define success?

· What are the steps that must be taken to implement the redesign?

· What are the resources that will be required for implementing the redesign?

For the Design Phase, the Study Teams are required to submit a Concept of Operations Report, and the BITS Templates with a Supporting Audit Trail. In addition, the Implementation Project Manager will complete an Implementation Summary. The detailed requirements are explained below.

4.3.2.1 Concept of Operations

The Concept of Operations Report is a required Outcome Report for the Design Phase that Study Teams will use to summarize the design improvements they plan to implement as a result of the MA/BPR study. These design improvements should be based on the identified study options from the Analyze Phase Final Business Case. This report should provide stakeholders with a detailed description of the changes that will be made to current operations to increase the efficiency and effectiveness of the function under study. The Concept of Operations will be submitted to program leadership six weeks after the beginning of the Design Phase. This will allow the Study Teams and Implementation Project Managers to incorporate information from this report into the other Design Phase Outcome Reports. 
The template for this Outcome Report can be found in Appendix A.4. The Concept of Operations template contains a table that should be completed for each study option selected in the Final Business Case. Within each study option table, Study Teams should explain the improvements that they are making, the rationale behind the decision, the benefits of the improvements, and the limitations / risks associated. In addition, Study Teams should document what the anticipated impact on both costs and the workforce will be, any capital improvements that are associated, and what the estimated timeframe for implementation is. All of this information will help leadership at both the VISN and national-level to better understand both the nature of the changes that the Study Team is recommending and the impact these changes will have on the organization.   
4.3.2.2 Implementation Summary 
The Implementation Summary is a required Outcome Report for the Design Phase that the Implementation Project Manager will complete, with the assistance of the Study Team, in order to plan for the implementation of the improvements recommended by the Study Team during the MA/BPR study. The Implementation Summary will be submitted to program leadership at the conclusion of the Design Phase. The template for this Outcome Report can be found in Appendix A.5. 

The purpose of this Outcome Report is for the Implementation Project Manager to create a document that he or she can use to monitor the progress of implementation during the Implement Phase. In addition, since this Outcome Report will be a co-effort between the Implementation Project Manager and the Study Team, it will help ensure that everyone is on the same page before the Study Team disbands at the conclusion of the Design Phase. The Implementation Project Manager will complete a table for each study option selected in the Final Business Case and described in the Concept of Operations. By using these two documents, the Implementation Project Manager can ensure that all of the aspects of the redesigned organization are properly planned for in the Implementation Summary.    

For each study option, the Implementation Project Manager will document when he or she expects to begin the activities necessary to implement the improvements recommended, how long the activities are estimated to take, and when the estimated completion date for implementation is. Within each table, the Implementation Project Manager is also asked to describe the activities that will need to occur to fully implement the recommended improvements. 
In addition, Implementation Project Managers is asked to set quarterly milestones for each improvement. These quarterly milestones will be used, in conjunction with the Quarterly Reports required during the Implement Phase, to provide a means for program leadership to monitor the progress of implementation. Many of the improvements recommended will not take five years to implement. In these cases, the Implementation Project Manager should indicate that “implementation is complete” at the appropriate milestone and leave the following milestones blank. The last requirement in the Implementation Summary is for the Implementation Project Manager to describe any barriers that may prevent implementation from being completed according to the estimated timeline. This will help program leadership identify and remediate issues upfront, if possible.
4.3.2.3 BITS Templates

During the Design Phase, Study Teams will use the baseline cost of operations and KPIs determined during the Analyze Phase to estimate the future operational changes for the next five years that result from the newly redesigned operations. 

Study Teams will use a variety of data sources in order to provide estimates on how their new designs will impact their operations / data during the next five years; therefore, it is critical that each figure is traceable, auditable and identifiable. Understanding the complexity of this task, the MA/BPR program requires that each Study Team develop a supporting audit trail that can validate the BITS Templates in support of the BITS Entries. 

During the Design Phase, Study Teams are required to complete the following BITS templates:

	Template
	Description

	Study Costs
	Study Teams enter the actual cost incurred for conducting the Design Phase of the MA/BPR study. 

	Cost of Operations
	Study Teams will enter the estimated operating costs for the five periods of the Sustain Phase. 

	Estimated FTEE Savings
	Study Teams enter the estimated FTEE savings from the newly designed process.

	Financial KPI
	Study Teams calculate the target Financial KPI according to the guidelines in the template.

	Internal Business Process KPI
	Study Teams calculate the target Internal Business Process KPI according to the guidelines in the template.

	Learning and Growth KPI
	Study Teams calculate the target Learning and Growth KPI according to the guidelines in the template.

	Customer Satisfaction KPI
	Study Teams calculate the target Customer Service KPI according to the guidelines in the template.

	Issue Resolution
	Study Teams identify any issues encountered during the Design Phase that may affect successful execution of the study.

	Lessons Learned
	Study Teams identify any lessons learned as a result of completing the Design Phase of the MA/BPR study.


Table 19: Required BITS Templates for the Design Phase
4.3.3 BITS Requirements for the Design Phase
Once the Study Team has submitted the Design Phase BITS Templates and the appropriate parties have approved them, Study Teams will input the required entries into BITS.

Note: During the Plant Operations and Grounds Maintenance study, MSIS will input the data into BITS and the Study Team will review the screenshots to ensure all fields are populated with the correct data. 

For the Design Phase, the following data is required for BITS: 

	Field Name
	Field Explanation

	The following fields from the Analyze Phase can be updated, if necessary:

	Actual Completion Date – Analyze
	The actual date that the Study Team completed the Analyze Phase

	Study Costs by Phase – Analyze Actual
	The actual consulting costs, indirect costs, and in-house costs incurred in the Analyze Phase (Information should be taken from the Analyze Study Cost Template)

	Notes
	A free field that can be used to add or document any other pertinent study data

	The following fields should be completed for the Design Phase:

	Period of Performance
	The number of years after initial implementation which savings will be determined, typically five

	Actual Completion Date – Design
	The actual date that the Study Team completed the Design Phase

	Explanation of Schedule Variance- Analyze
	An explanation of why the planned completion date and actual completion date for the Analyze Phase is different

	Study Costs by Phase – Design Actual
	The actual consulting costs, indirect costs, and in-house costs incurred in the Design Phase (Information should be taken from the Design Study Cost Template)

	Costs of Operations – Estimated Future Period 1 – 5 
	The future costs of labor and non-labor that was calculated in the Design Phase Cost of Operations Template

	Estimated FTE Savings – FTEs at End of Period 1 – 5 
	The number of FTEs required in each year following implementation that was calculated in the Design Phase Estimated FTE Savings Template

	Explanation of Changes in FTE
	Explanation of why the number of FTEs changed from period to period

	Key Performance Indicators – Target 
	The target financial, customer, internal business process, and learning and growth KPIs that were calculated in the Design Phase KPI Templates 

	Other Business Improvement Approaches
	This field can be used to document savings in non – MA/BPR programs. For MA/BPR studies, this field should be left blank


Table 20: Required BITS Entries for the Design Phase
4.3.3.1 Advancing from the Design Phase to the Implement Phase in BITS

Once the NSC and Study Sponsor has approved the Design Phase Outcome Reports and deemed that the Study Team is ready to progress to the next phase, the Study Team Leader (or designee) clicks on the “Send for Approval” button at the bottom of the Design Phase BITS page. This moves the study into “Sent Design” status and the BITS fields can no longer be edited by the Study Team. 

The Study Sponsor will then have to login to BITS, review the entries, and click the “Approve” button at the bottom of the “Sent Design” page. Once the Approve button has been selected, the study automatically moves into Implement and the appropriate Implement fields within BITS are accessible. If changes need to be made to the Design Phase entries after selecting “Send for Approval”, the Study Sponsor should choose the “Reject” button which will allow for further changes to be made. 

Note: During the Plant Operations and Grounds Maintenance study, MSIS will select the “Send for Approval” button after the screenshots have been approved by the Study Team. 

4.3.4 Roles and Responsibilities for the Design Phase

The table below summarizes the roles and responsibilities of the key participants in the MA/BPR Program during the Design Phase. 

	Design Roles
	Design Responsibilities

	VHA Liaison
	· Oversees the studies and engages VHA and VISN Leadership when necessary 

· Participates in and approves all decisions on any issues or concerns that are identified during this phase

· Oversees the Implementation Project Managers Training Session

	MSIS
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Monitors the input of BITS  data entries to ensure reasonableness and adherence to costing guidance

· Grants BITS access to Implementation Project Managers

· Provides feedback to NSC on the Concept of Operations, the Implementation Summary and the BITS Templates with a Supporting Audit Trail

· Provides and participates in the Implementation Project Managers Training Session 

	NSC
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Study Teams by answering questions that arise throughout the phase

· Monitors Design Phase BITS entries 

· Reviews and approves the Concept of Operations, the Implementation Summary and the BITS Templates with a Supporting Audit Trail

	NPO
	· Participates in the Implementation Project Managers Training Session

	VHA PMO
	· Participates and provides input into any decisions on issues or concerns that are identified during this phase

· Develops communications for program leadership to provide to Study Participants 

· Manages and updates the SharePoint website with guidance, resources and Study Team Outcome Reports and BITS Templates with any accompanying documentation.

	Study Sponsor
	· Oversees the VISN’s study and engages VISN leadership when necessary

· Reviews and approves the Concept of Operations, the Implementation Summary and the BITS Templates with a Supporting Audit Trail 

· Provides NSC and VHA PMO with the approved the Concept of Operations, the Implementation Summary and the BITS Templates with a Supporting Audit Trail 

· Approves BITS data entries

· Advances Study Team to the Implement Phase 

	Study Team Leader
	· Oversees the Study Team as they:

· Design the new function/business improvements based on the selected study options

· Complete the Concept of Operations and the BITS Templates with a Supporting Audit Trail and provide it to the Study Sponsor for review and VISN approval

· Briefs Study Sponsor on the newly designed function/business improvements for approval

· Briefs VISN Leadership on the newly designed function/business improvements for approval

· Identifies and reports capital improvement investments to MA/BPR Leadership 

· Transitions oversight responsibilities to the Implementation Project Manager

· Disbands the Study Team

· Proactively communicates with the Study Sponsor on the progress made

· Raises any issue or concern to the Study Sponsor or the NSC

· Ensures Design Phase BITS data is inputted and validated

	Implementation Project Manager
	· Completes BITS Requirements for gaining access to the system
· Receives training on the MA/BPR Process

· Works with Study Team Leader and Study Team to transition study responsibilities and results 

· Briefs Study Sponsor on the Implementation Summary for approval

· Briefs VISN Leadership on the Implementation Summary for approval

· Develops and completes the Implementation Summary and provides to Study Sponsor for review and VISN approval

	Study Team
	· Designs the new function/business improvements based on the selected study options

· Develops the Concept of Operations and the BITS Templates with a Supporting Audit Trail and provides it to the Study Team Leader

· Completes any identified VISN requirements

· Raises any issue or concern identified to the Study Team Leader

	Implementation Team
	· N/A


Table 21: Roles and Responsibilities for the Design Phase

Section 5: MA/BPR Post Study Activities

After the MA/BPR study has been completed, the Implementation Project Manager will begin the post study activities. These activities will continue until all the MA/BPR approved changes have been implemented, or for five years after the conclusion of the study whichever occurs last. The length of time that it will take to implement the changes will vary based on the VISN and on the level of changes being made. The first phase of the MA/BPR post study activities is the Implement Phase. 
5.1 Implement Phase
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The fourth phase of the MA/BPR process, Implement, begins with the Implementation Project Manager establishing an Implementation Team and taking over responsibility for the MA/BPR activities. During this phase, the Implementation Project Manager and his or her team will manage the implementation of the new designs recommended by the Study Teams and approved by VISN leadership.  This phase can also include conducting a pilot test of one or more of the proposed changes and incorporating the lessons learned from the pilot into the final design.  

The Implement Phase will begin after the three week review for the Design Phase Outcome Reports.  Unlike previous phases, the duration of the Implement Phase is not fixed; it will vary based on each MA/BPR study. The Implement Phase will end, and the MA/BPR study will progress to the Sustain Phase, after all aspects of the new design have been put into place. 

The overarching goal of this phase is to fully put into place the streamlined processes, organization, and technologies studied during the previous phases. 

The lists below summarize the major tasks involved with completing the Implement Phase, the insights the Implementation Project Manager and his or her team will gain, and the Outcome Reports that they will submit.
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In addition, the following fields may be updated or revised based 

on more current information: 

• Actual study costs for Implement Phase
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Process 

The activities discussed in the process section are best practices for conducting MA/BPR post study activities but are not required by MA/BPR program leadership. However, each NPO can make any of these additional tasks required for the Implementation Project Manager if they think it will improve the outcomes of the MA/BPR post study activities. 

In the Implement Phase, the Implementation Project Manager will be responsible for executing the Implementation Plan that he or she created during the Design Phase. Below are some recommendations on how to do that. However, as the nature of the changes being made in each VISN are different, it will be up to the Implementation Project Manager to decide the most effective way to put the redesigned processes, technologies, and organization into place.  

5.1.1.1 Review Redesign

The first step in the Implement Phase is for the Implementation Project Manager to review the Concept of Operations report, the Implementation Summary, and any other documentation provided by the Study Team. It is important that the Implementation Project Manager fully understand the new design and the activities that will be necessary for implementation so that he or she is prepared to guide the function under study through the MA/BPR associated changes. The Implementation Project Manager should address any questions that he or she has with the Study Team at the beginning of the Implement Phase. 
At this time, the Implementation Project Manager should also consider who will need to be involved in the implementation of the redesigned function in order to make it a success. With the assistance of the Study Sponsor, the Implementation Project Manager should brief these individuals on the MA/BPR post study activities and their roles and responsibilities associated with implementation. This group of individuals will makeup an informal “Implementation Team.” 
The reason the Implementation Team is referred to as informal is because unlike the Study Team that is chartered with roles and responsibilities for each member for the duration of the study, the Implementation Team will be made up of different individuals at different times depending on the needs of the Implementation Project Manager. An individual whose help is needed at the beginning of the MA/BPR post study activities may not be required to stay on the Implementation Team for the duration of the Implement Phase and an individual who will not be needed until later on down the road will likely not participate in the initial MA/BPR post study activities. 
Once the members of the current Implementation Team have been briefed and everyone involved has a solid understanding of what to expect going forward, the Implementation Project Manager can begin the activities necessary to implement the MA/BPR associated changes. Depending on the nature of the implementation approaches that the Implementation Project Manager selected and the Study Sponsor approved in the Implementation Summary, the Implementation Team may begin by conducting a pilot.  
5.1.1.2 Conduct a Pilot Study

The objective of a pilot is to operate the redesigned process in the manner laid out in the Concept of Operations, but on a small scale so that any flaws in the design can be identified and changes to the design can be made prior to full scale implementation.  During a pilot, many barriers to implementation may surface, allowing the Implementation Team to develop and implement mitigation strategies prior to full scale implementation. 
In order to successfully execute a pilot, Implementation Teams may want to follow the steps described below that were developed based on best practices: 

Figure 22: Steps for Conducting a Pilot

Step One: Create a Plan for the Pilot.
A Pilot Plan contains a detailed approach to conducting the pilot, including who will be responsible for conducting, tracking, analyzing and reporting on the progress of the pilot. The Pilot Plan could also include methods for measuring Pilot KPIs, if applicable. 
Step Two:  Select Pilot Staff.
The Implementation Team should develop recommendations for appropriate staff to pilot the processes.  When developing these recommendations, the Implementation Team can consider how many staff members would be appropriate and what qualifications the staff selected should have. 
Step Three:  Review the Pilot Plan with the Study Sponsor.
The Study Sponsor can review the Pilot Plan recommendations on behalf of VISN leadership and work with the Implementation Team to finalize the Pilot Plan and notify the selected staff.

Step Four:  Distribute the Instructions to Staff.  
The Implementation Team will provide the staff with instructions regarding the purpose of the pilot, timeframes for conducting the pilot, and the format for providing comments. 

Step Five:  Run the Pilot. 

During the pilot, staff should document any issues, problems, and improvement opportunities they encounter while participating in the pilot. The Implementation Team should also collect the data for measuring the Pilot KPIs, if applicable. Upon completion of the pilot, staff can submit their comments to the Implementation Team.

Step Six:  Discuss Proposed Process Changes. 
The Implementation Team will review results among themselves and with any other associated parties. The Implementation Team will determine which changes, if any, to incorporate into the final design prior to full-scale implementation.

The results of the pilot test will identify any adjustments required to the Implementation Plan prior to full-scale implementation.  Once the changes are made, the Implementation Team will be ready to put into place the new design.

5.1.1.3 Implement Study Options

Implementation is led by the Implementation Project Manager, who has overall responsibility for leading the function under study through putting into place the changes recommended by the Study Team. The following list details some of the activities that the Implementation Project Manager may be involved in:
· Managing costs and schedules for implementation using the Implementation Plan

· Overseeing the Implementation Team as they work to put into place the recommended changes due to the MA/BPR study

· Conducting regular progress meetings to improve communication among Implementation Team members, providing a forum to share ideas and discuss unresolved or emerging issues

· Communicating with the Study Sponsor and VISN leadership to brief on progress and any unresolved or emerging issues

· Following up on pending issues and task completion

· Measuring and monitoring operational performance including collecting the necessary performance tracking data

· Working with the unions as appropriate (program leadership will provide guidance on how to work with the unions at the beginning of the Implement Phase)

By coordinating at all levels of the VISN and engaging other stakeholders as appropriate, the Implementation Project Manager and his or her team can ensure that the improvements put into place due to the MA/BPR study are successful. 
5.1.2 Outcomes
During the Implement Phase of the MA/BPR post study activities, the Implementation Project Manager and his or her team will conduct pilots and then put into place the changes recommended by the MA/BPR Study Team and approved by VISN leadership. Based on the Implement Phase activities, the Implementation Project Manager should be able to answer the following questions:

· How are the funds for capital improvements being obtained?

· How will employees be prepared for the upcoming changes?

· How will changes affect working conditions?

· Who will be implementing the recommended changes?
· What stakeholders are affected by implementation?

· Were pilot tests successful? If not, what modifications are required?

· Are implementation activities on track and within budget?

· What problems have occurred during implementation?

· How are the changes made due to the MA/BPR effort affecting the cost of operations and the KPIs?

For the Implement Phase, the Implementation Project Manager is also required to submit quarterly reports to the National Program Office on the first day of January, April, July, and October. In addition, the Implementation Project Manager will submit Implement Phase BITS Templates with a supporting audit trail. The detailed requirements are explained within this section.

5.1.2.1 Quarterly Reports 
The purpose of the quarterly report is to keep the National Program Office and other national-level stakeholders up to date on the status of the VISN’s implementation activities. As mentioned above, these reports will be submitted four times a year until the VISN has finished implementation. The template for this Outcome Report can be found in Appendix A.6.
The Implementation Project Manager should answer the five questions contained in the Quarterly Report for each of the study options that they plan to or are in the process of implementing. The first question is whether or not implementation for this study option is complete. If the answer is yes, than the Implementation Project Manager does not need to answer any of the subsequent questions regarding that particular study option. If the answer is no, the Implementation Project Manager should move on to the second question regarding whether the implementation activities are progressing according to the schedule defined in the Implementation Summary. 

If the implementation activities are not on schedule, than the Implementation Project Manager should explain why and describe the expected modifications to the original timeline in order to address the third question. If the implementation activities are on schedule, than the Implementation Project Manager can skip the third question. The Implementation Project Manager will also comment on any impacts that the implementation activities have had on the organization and any strategies that have been used to keep the implementation activities on schedule to address the last two questions.     
5.1.2.2 Implement BITS Templates with a Supporting Audit Trail

The BITS Templates submitted during the Implement Phase are designed to allow the Implementation Project Manager to update the estimated changes in financials for the next five years that were documented during the Design Phase and enter KPI data associated with the pilot, if necessary. If the Implementation Team is not conducting a pilot, these templates should be submitted at the beginning of the Implement Phase. If the Implementation Team is conducting a pilot, then the templates should be submitted after the pilot is concluded and the results are measured.

Implementation Project Managers will use a variety of data sources in order to provide estimates on how their new designs will impact their operations / data during the next five years; therefore, it is critical that each figure is traceable, auditable and identifiable. Understanding the complexity of this task, the MA/BPR program requires that each Implementation Project Manager develop a supporting audit trail that can validate the BITS Templates in support of the BITS Entries. 

For the Implement Phase BITS Templates, the Implementation Project Manager is required to complete the following:

	Template
	Description

	Study Costs
	The IPM will enter the actual cost incurred thus far for conducting the Implement Phase of the MA/BPR study. 

	Cost of Operations
	The IPM will update the estimated operating costs for the five periods of the Sustain Phase if necessary.

	Estimated FTEE Savings
	The IPM will update the estimated FTEE savings from the newly designed process if necessary.

	Financial KPI
	The IPM will calculate the pilot Financial KPI according to the guidelines in the template if applicable. 

	Internal Business Process KPI
	The IPM will calculate the pilot Internal Business Process KPI according to the guidelines in the template if applicable.

	Learning and Growth KPI
	The IPM will calculate the pilot Learning and Growth KPI according to the guidelines in the template if applicable.

	Customer Satisfaction KPI
	The IPM will calculate the pilot Customer Service KPI according to the guidelines in the template if applicable.

	Issue Resolution
	The IPM will identify any issues encountered during the Implement Phase thus far that may affect successful execution of the study.

	Lessons Learned
	The IPM will document any lessons learned that they have encountered thus far during the Implement Phase.


Table 22: Required BITS Templates for the Implement Phase

In addition to the Implement Phase BITS Templates, it will be necessary for many Implementation Project Managers to also complete the Sustain Phase BITS Templates while overseeing the implementation activities. The Sustain Phase BITS Templates should be completed and submitted along with the Quarterly Report on the first business day of January during the Post Study Activities. Further guidance on when to submit the first Sustain Phase BITS Templates will be provided during the training for the Implementation Project Managers during the Design Phase. Section 5.2.2.1 further explains the requirements for the Sustain Phase BITS Templates. 
5.1.3 BITS Requirements for the Implement Phase

Once the Implementation Project Manager has completed the Implement Phase BITS Templates and the appropriate parties have approved them, he or she can enter the required data into BITS. 

Note: During the Plant Operations and Grounds Maintenance study, MSIS will input the data into BITS and the Implementation Project Manager will review the screenshots to ensure all fields are populated with the correct data. 

For the Implement Phase, the Implementation Project Manager is required to enter the following data into BITS: 

	Field Name
	Field Explanation

	The following fields from the Design Phase can be updated, if necessary:

	Actual Completion Date – Design
	The actual date that the Study Team completed the Design Phase

	Explanation of Schedule Variance- Design
	An explanation of why the planned completion date and actual completion date for the Design Phase is different

	Study Costs by Phase – Design Actual
	The actual consulting costs, indirect costs, and in-house costs incurred in the Design Phase (Information should be taken from the Design Study Cost Template)

	Costs of Operations – Estimated Future Period 1 – 5 
	The revised future costs of labor and non-labor that were calculated in the Implement Phase Cost of Operations Template 

	Estimated FTE Savings – FTEs at End of Period 1 – 5 
	The revised number of FTEs required in each year following implementation that was calculated in the Implement Phase Estimated FTEE Savings Template

	Explanation of Changes in FTE
	A revised explanation of why the number of FTEs changed from period to period

	Notes
	A free field that can be used to add or document any other pertinent study data

	The following fields should be completed for the Implement Phase:

	Actual Completion Date – Implement
	The actual date that the Implementation Team completed the pilot study portion of the Implement Phase

	Study Costs by Phase – Implement Actual
	The actual consulting costs, indirect costs, and in-house costs incurred thus far in the Implement Phase (Information should be taken from the Implement Study Cost Template)

	Key Performance Indicators – Pilot Test Actual
	The actual financial, customer, internal business process, and learning and growth KPIs that were calculated based on any pilots conducted (Information should be taken from the Implement Phase KPI Templates) If there was no pilots enter zeros in these fields


Table 23: Required BITS Entries for the Implement Phase

It will also be necessary for some Implementation Project Managers to complete the Sustain Phase BITS Entries during the Implement Phase. This will occur once the Implementation Project Manager has completed the Sustain Phase BITS Templates and the appropriate parties have approved them. Section 5.2.3 further explains the requirements for the Sustain Phase BITS Entries. 

5.1.3.1 Advancing from the Implement Phase to the Sustain Phase in BITS

Once the Study Sponsor and NPO has approved the Implement Phase BITS Templates, the Implementation Project Manager will click on the “Next Phase” button at the bottom of the Implement Phase BITS page. This will move BITS into the Sustain Phase so that the Implementation Project Manager will be able to enter the actual cost of operations, KPIs, and FTE for each fiscal year of the MA/BPR post study tracking period.  

Note: During the Plant Operations and Grounds Maintenance study, MSIS will select the “Next Phase” button after the screenshots have been approved by the Implementation Project Manager. 

5.1.4 Roles and Responsibilities for the Implement Phase

The table below summarizes the roles and responsibilities of the key participants in the MA/BPR Program during the Implement Phase. 

	Implement Roles
	Implement Responsibilities

	VHA Liaison
	· Oversees the status of implementation activities and engages VHA and VISN Leadership when necessary 

· Identifies National Program Office (NPO) representative(s)

· Participates in and approves all decisions on any issues or concerns impacting the program that are identified during this phase

	MSIS
	· Monitors the input of BITS  data entries to ensure reasonableness and adherence to costing guidance

· Provides assistance to Implementation Teams by answering questions that arise throughout the phase

· Participates in decisions on any issues or concerns impacting the program that are identified during this phase

	NSC
	· N/A

	NPO
	· Provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Implementation Teams by answering questions that arise throughout the phase

· Monitors BITS entries to ensure reasonableness and adherence to costing guidance

· Reviews and approves Quarterly Reports and yearly BITS Templates with a Supporting Audit Trail

	VHA PMO
	· Participates and provides input into any decisions on issues or concerns impacting the program that are identified during this phase 

· Manages and updates SharePoint site with guidance, resources, Quarterly Reports and yearly BITS Templates with a Supporting Audit Trail

	Study Sponsor
	· Oversees the VISN’s implementation activities and engages VISN Leadership when necessary

· Reviews and approves Quarterly Reports and yearly BITS Templates with a Supporting Audit Trail

· Provides NPO and VHA PMO with the approved Quarterly Reports and yearly BITS Templates with a Supporting Audit Trail

· Reports to MA/BPR leadership on the implementation progress and status

· Approves BITS data entries

· Approves the Implementation Team to move forward to the Sustain Phase in BITS 

	Study Team Leader
	· N/A

	Implementation Project Manager
	· Organizes the Implementation Team

· Oversees the Implementation Team as they:

· Review internal study team reports and plans in addition to the Concept of Operations Report and Implementation Summary for the new function/business improvements, based on the selected study options

· Conduct a pilot study( if applicable)

· Review the pilot study results (if applicable)

· Implement the study options 

· Complete the yearly BITS Templates with a Supporting Audit Trail and provide it to the Study Sponsor for review and VISN approval

· Proactively communicates with the Study Sponsor on the progress made

· Raises any issue or concern to the Study Sponsor or the NPO

· Notifies unions on proposed study options that may require bargaining

· Ensures BITS data is inputted and validated yearly

· Develops and completes quarterly reports on implementation progress and performance and provides to the Study Sponsor for review and VISN approval

	Study Team 
	· N/A

	Implementation Team
	· Reviews the Redesign plans, Concept of Operations Reports and Implementation Summary for the new function/business improvements based on the selected study options

· Conducts a pilot study(if applicable) 

· Implements the study options 

· Completes the yearly BITS Templates with a Supporting Audit Trail and provide it to the Study Sponsor for review and VISN approval

· Completes any identified VISN requirements

· Raises any issue or concern identified to the Implementation Project Manager Leader


Table 24: Roles and Responsibilities for the Implement Phase

5.2 Sustain Phase

The last phase of the MA/BPR process, Sustain, begins when all of the improvements recommended as a result of the MA/BPR study have been completely integrated into the organization. During this phase, the Implementation Project Manager will monitor and assess the performance of the newly designed processes, technologies, and organizational structure and make adjustments as necessary. 

Since the MA/BPR program leadership tracks post study activities for five years after the completion of the study, the Sustain Phase will continue until this tracking period is complete. However, many of the activities discussed within this section can be continued as a best practice within the VISN even after the MA/BPR reporting requirements have ceased.      

The lists below summarize the major tasks involved with Sustain Phase, the insights the Implementation Project Manager and his or her team will gain, and the Outcome Reports that they will submit.
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5.2.1 Process 

The activities discussed in the process section are best practices for conducting MA/BPR post study activities but are not required by MA/BPR program leadership. However, each NPO can make any of these additional tasks required for the Implementation Project Manager if they think it will improve the outcomes of the MA/BPR post study activities. 

In the Sustain Phase, the Implementation Project Manager will be responsible for monitoring and improving the changes that were made to operations during the Implement Phase. Below are some recommendations on how to do that. However, as the nature of the changes being made in each VISN are different, it will be up to the Implementation Project Manager to decide the most effective way to manage the redesigned processes, technologies, and organization that were put into place.  

5.2.1.1 Monitor Ongoing Performance

While all phases of MA/BPR are important, it is the results achieved in this final phase that will determine whether or not implementation was successful.  This is the phase in which the VISN is living with what it has redesigned, i.e., executing work as designed by the new processes, using the systems and tools it has implemented, carrying out the roles that have been established, and managing performance using the measures and targets that it has set.  

In order to be successful, continued involvement from the Implementation Project Manager is important during this phase. The Implementation Project Manager should be continually observing the new processes, technologies, and / or organizational structure that he or she has put into place with the assistance of the Implementation Team. The Implementation Project Manager can monitor ongoing performance in many different ways. It can be done informally by making phone calls to the individuals who work closely with the redesigned operations or it could be done formally by making site visits and conducting surveys. Either way will be effective as long as the communication channels are left open and the success of the changes made is not taken for granted.

In addition, Implementation Project Managers will collect yearly data on the cost of operations and KPIs. This data will provide the Implementation Project Manager with further insight into the performance of the redesigned operations. 

Note: Additional information about collecting yearly data can be found in Section 5.1.1.2.
5.2.1.2 Conduct Continuous Improvement Activities

While tracking and reporting performance is always a valuable exercise, it is the most valuable if actions are taken to make appropriate changes to the redesigned operations based on the reported results.  One best practice for identifying performance issues and making corrections is called a corrective action process, and is shown and described below.

Step One: Review Performance.

As mentioned above, the Implementation Project Manager should continuously monitor performance through formal and informal means and by collecting yearly data. 

Step Two:  Identify Performance Gaps.

The Implementation Project Manager should identify performance gaps through informal conversations, site visits, and / or surveys. In addition, Implementation Project Managers may find performance gaps when collecting yearly data on the cost of operations and KPIs and then comparing it to the projections made in the Design Phase. 

Step Three:  Discover Causes.
The Implementation Project Manager should work with the appropriate individuals to discover the causes of the performance gaps identified. This can be accomplished using many of the methods discussed in the Analyze Phase section (Section 4.2.1) of this manual.
Step Four:  Brainstorm Solutions.  

After the Implementation Project Manager and the other individuals helping with this task have identified the cause(s) for the performance gaps, they can begin to brainstorm solutions. Suggested solutions will vary from being minor modifications to large-scale overhauls. 
Step Five:  Choose the Best Solution. 

After the group has come up with multiple ideas on how to address and alleviate the performance gaps, the Implementation Project Manager should have the requisite information to decide how to appropriately address the situation. Many minor modifications can be completed immediately while large-scale overhauls may require a corrective action plan. 
Step Six:  Develop a Corrective Action Plan. 

If necessary, the Implementation Project Manager can develop a corrective action plan. This plan can include an explanation of the performance gap, the solutions suggested, and the rationale for the solution selected. The Corrective Action Plan can be used to brief and gain approval from the Study Sponsor and other VISN-level leaders before proceeding. 
Step Seven:  Implement the Corrective Action Plan. 

After receiving approval from the appropriate parties, the Implementation Project Manager will make the modifications recommended in the Corrective Action Plan. 

Step Eight:  Reassess Performance. 

After completing the modifications recommended in the Corrective Action Plan, the Implementation Project Manager should reassess performance to ensure that the modifications were effective in alleviating the performance gap. 

The steps of the corrective action process can be repeated as many times as the Implementation Project Manager deems necessary to properly address the performance gaps identified. By monitoring ongoing performance and conducting continuous improvement activities, the Implementation Project Manager will be able to ensure that the redesigned operations are functioning at the maximum efficiency and effectiveness and that the targets for the MA/BPR post study activities will be achieved. These efforts during the Sustain Phase are essential to ensuring that the MA/BPR program’s overall goal (directing savings from efficiencies gained into programs and services that directly benefit veterans and their families) is achieved.

5.2.2 Outcomes

During the Sustain Phase of the MA/BPR post study activities, the Implementation Project Manager will monitor, assess, and improve the redesigned operations within the function under study. Based on these activities, the Implementation Project Manager should be able to answer the following questions:

· How is the redesigned function performing overall?

· Is the redesigned function meeting its projections for cost savings?

· Is the redesigned function meeting its projections for improvements associated with the KPIs?

· Where are the performance gaps?

· What modifications can be done to address these performance gaps?
For the Sustain Phase, the Implementation Project Manager is also required to submit Sustain Phase BITS Templates with a supporting audit trail on the first business day in January after each of the five fiscal years of the MA/BPR post study activities. The detailed requirements are explained within this section.

Note: Some of the Sustain Phase BITS Templates may be completed during the Implement Phase. This is due to the requirement that MA/BPR post study activities are tracked for five years after the completion of the study.  
5.2.2.1 BITS Templates with a Supporting Audit Trail

The BITS Templates required during the Sustain Phase are designed to aid the Implementation Project Manager in tracking the actual changes in financials, KPIs and FTEs for each of the five fiscal years of  MA/BPR post study activities. Implementation Project Managers will use a variety of data sources in order to obtain actual numbers on how their new designs are impacting their operations / data during the five years of the MA/BPR post study activities; therefore, it is critical that each figure is traceable, auditable and identifiable. Understanding the complexity of this task, the MA/BPR program requires that each Implementation Project Manager develop a supporting audit trail that can validate the BITS Templates in support of the BITS Entries. 

For the Sustain Phase BITS Templates, the Implementation Project Manager is required to complete the following:

	Template
	Description

	Yearly Discount Rates
	The IPM will enter the discount factor provided by the National Program Office for each year of the post study monitoring in order to account for inflation. 

	Cost of Operations for Periods 1 – 5 
	The IPM will enter the actual operating costs for the previous fiscal year and will explain any differences between the previous estimates made and the actual costs incurred that are more than 5%. A separate sheet is provided for each of the five fiscal years.

	Cost of Operations Roll Up
	This sheet will roll up all five years of actual costs incurred. The IPM will not need to enter any data on this sheet.

	Actual FTE Savings
	The IPM will calculate the actual number of FTE for each of the five periods of post study activities based on the redesign.

	Financial KPI
	The IPM will calculate the actual Financial KPI for each of the five periods of the post study activities based on the redesign.

	Internal Business Process KPI
	The IPM will calculate the actual Internal Business Process KPI for each of the five periods of the post study activities based on the redesign.

	Learning and Growth KPI
	The IPM will calculate the actual Learning and Growth KPI for each of the five periods of the post study activities based on the redesign.

	Customer Satisfaction KPI
	The IPM will calculate the actual Customer Satisfaction KPI for each of the five periods of the post study activities based on the redesign.


Table 25: Sustain Phase BITS Templates

5.2.3 BITS Requirements for the Sustain Phase

5.2.3.1 Entering the Sustain Phase data into BITS

Once the Implementation Project Manager has completed the post study BITS Templates for the previous fiscal year and the appropriate parties have approved them, he or she can enter the required data into BITS. 

Note: During the Plant Operations and Grounds Maintenance study, MSIS will input the data into BITS and the Implementation Project Manager will review the screenshots to ensure all fields are populated with the correct data. 

	Field Name

	Field Explanation

	The following fields from the Design and Implement Phase can be updated, if necessary:

	Actual Completion Date –  Design and Implement
	The actual date that these phases were completed.

	Explanation of Schedule Variance- Design
	An explanation of why the planned completion date and the actual completion date these phases was different.

	Study Costs by Phase – Implement Actual
	The actual consulting costs, indirect costs, and in-house costs incurred in the Implement Phase (Information should be taken from the Implement Study Cost Template).

	Explanation of Changes in FTE
	A revised explanation of why the estimated number of FTEs changed from period to period.

	Notes
	A free field that can be used to add or document any other pertinent study data.

	The following fields should be completed yearly during the MA/BPR post study activities:

	Costs of Operations – Actual Future Periods 1 – 5 
	The actual costs of labor and non-labor for the previous fiscal year that were calculated in the Sustain Phase Cost of Operations Template.

	Date Actuals Were Last Updated
	The date that the BITS data is being updated.

	FTEs at End of Period 1 – 5 
	The number of FTEs required in each fiscal year following the MA/BPR study. This number should be calculated in the Sustain Phase Actual FTE Savings Template

	Explanation of Changes in FTE
	Explanation of why the number of FTEs changed from period to period

	Key Performance Indicators – Actual 
	The actual financial, customer, internal business process, and learning and growth KPIs that were calculated in the Sustain Phase KPI Templates 


Table 26: Sustain Phase BITS Entries
5.2.4 Roles and Responsibilities for the Sustain Phase

The table below summarizes the roles and responsibilities of the key participants in the MA/BPR Program during the Sustain Phase. 

	Sustain Roles
	Sustain Responsibilities

	VHA Liaison
	· Oversees the status of the redesigned operations and engages VHA and VISN Leadership when necessary 

· Participates in and approves all decisions on any issues or concerns impacting the program that are identified during this phase

	MSIS
	· Monitors the input of BITS  data entries to ensure reasonableness and adherence to costing guidance

· Provides assistance to Implementation Project Managers by answering questions that arise throughout the phase

· Participates in decisions on any issues or concerns impacting the program that are identified during this phase

	NSC
	· N/A

	NPO
	· Provides input into any decisions on issues or concerns that are identified during this phase

· Provides assistance to Implementation Project Managers by answering questions that arise throughout the phase

· Monitors BITS entries to ensure reasonableness and adherence to costing guidance

· Provides a yearly discount factor to the Implementation Project Managers 

· Reviews and approves Sustain Phase BITS Templates with a Supporting Audit Trail

	VHA PMO
	· Participates and provides input into any decisions on issues or concerns impacting the program that are identified during this phase 

· Manages and updates SharePoint site with guidance, resources, and yearly BITS Templates with a Supporting Audit Trail

	Study Sponsor
	· Oversees the VISN’s redesigned operations and engages VISN Leadership when necessary

· Reviews and approves Corrective Action Plans as necessary

· Reviews and approves the yearly Sustain Phase BITS Templates with a Supporting Audit Trail

· Provides the NPO and VHA PMO with the yearly Sustain Phase BITS Templates with a Supporting Audit Trail

· Approves BITS data entries

	Study Team Leader
	· N/A

	Implementation Project Manager
	· Monitors and assesses ongoing performance of the redesigned operations

· Identifies and addresses performance gaps

· Creates Corrective Action Plans for VISN approval as necessary

· Completes the Sustain Phase BITS Templates with a Supporting Audit Trail and provides it to the Study Sponsor for review and VISN approval

· Ensures BITS data is inputted and validated yearly

· Raises any issues or concerns to the Study Sponsor or the NPO

	Study Team 
	· N/A

	Implementation Team
	· N/A


Table 27: Roles and Responsibilities for the Sustain Phase
Appendix A:  Outcome Report Templates
This appendix includes the templates for all of the Outcome Reports in the MA/BPR program. The templates for the required Outcome Reports are designed to provide assistance to the Study Teams. The table below provides the location of each template within the appendix. To go directly to a specific Outcome Report, please click on the number in the location column of the table.
	Outcome Report
	Phase
	Location

	Study Team Charter
	Project Initiation
	A.1

	Business Case
	Envision Phase

Analyze Phase
	A.2

	Summary of Analysis
	Analyze Phase
	A.3

	Concept of Operations
	Design Phase
	A.4

	Implementation Summary
	Design Phase
	A.5

	Quarterly Report
	Implement Phase
	A.6


Table 28: MA/BPR Outcome Report Templates

A.1 Study Team Charter Template for Project Initiation 
VISN XX Study Team Charter
BACKGROUND:  The Management Analysis Business Process Re-engineering (MA/BPR) is an analytical approach to maximize the effectiveness and efficiency of VA functions, which will promote continuous innovation and meet the evolving needs of veterans and their families.  It is a means for measuring and implementing operational efficiencies within the department to meet the goals of the President’s Management Agenda with respect to “significant savings and noticeable performance improvements”. 

Since this is a national program with internal and external program requirements in order to solidify the study process and outcomes teams must complete deliverables that captures pertinent information throughout the phases in order to monitor their progress and ensure teams are in deed making sound process/operational changes
OBJECTIVE:  Review and analyze VHA’s performance for in-house Plant Operations and Grounds Maintenance functions to improve its quality, performance and/or costs without adverse workforce impacts.

PURPOSE: The Plant Operations and Grounds Maintenance Study Team with resource support from the VISN Study Sponsors and technical and procedural support from the Plant Operations and Grounds Maintenance National Steering Committee (NSC), will develop, manage, and implement the workforce and process planning stages for plant operations in order to produce a more efficient organization for Plant Operations and Grounds Maintenance.  In particular, the Plant Operations and Ground Maintenance will ensure compliance with the MA/BPR methodology and address issues related to the 

study phases of:

· Envision – Validate the strategic direction of the function and review the study options provided by the NSC to evaluate whether or not they will be appropriate for their particular VISN

· Analyze – Analyze current processes including organizational, functional, and technological relationships in order to conduct in-depth performance assessments to identify opportunities for improvement.

· Design – Develop the reengineered process and/or organization to increase the efficiency and effectiveness of the Plant Operations and Grounds Maintenance and create a implementation plan for the new designs

· Implement – Work with management of the Plant Operations and Grounds Maintenance to institutionalize the redesigned organization

· Sustain – Monitor the improvements made as a result of the MA/BPR study and will make modifications and / or improvements to the design as necessary

ORGANIZATION:  As directed by the Deputy Under Secretary for Health, Operations and Management (DUSHOM), the MA/BPR studies will require all Study Participants to commit a portion of their time and attention during the course of the 7 month study process in order to successfully execute the program within each Network. 

Therefore, the individuals selected to participate in this effort do so in support of the DUSHOM’s mandate to conduct the MA/BPR studies for Plant Operations and Grounds Maintenance within each VISN. 

The following individuals have been identified as Study Team Members for the VISNXX Plant Operations and Grounds Maintenance MA/BPR Study. Additionally, the below table lists each member’s role and responsibility as a part of the VISNXX Plant Operations and Grounds Maintenance Study Team:


	Team Members*
	Role and Responsibility

	Study Sponsor 

· Enter Complete Name
· Title
· Facility
· Location
· Phone # 
· Email
	· Identifies and Oversees the Study Team Leaders and Implementation Project Managers

· Secures the overall funding and resources of the study

· Ensures teams are equipped to conduct the MA/BPR study and have received the necessary resources

· Ensures the proposed designs by the Study Teams are in alignment with the VISN’s strategic direction 

· Briefs VISN Leadership on the study progress, issues, needs and/or concerns

· Provides study results and recommendations to VISN Leadership
· (Enter Team Specific Roles and Responsibilities)

	Study Team Leader

· Enter Complete Name
· Title
· Facility
· Location
· Phone # 
· Email
	· Oversees the Study Team, resources, budget and time as it completes the MA/BPR study

· Identifies any problems and brings them to the attention of the Study Sponsor or the NSC

· Identifies, obtains, and manages resources for executing the MA/BPR process

· Organizes the Study Team

· Ensures Study Team is equipped  to conduct the MA/BPR study

· Ensures completeness of the study process and required deliverables and provides outcomes to Study Sponsor for VISN approval

· (Enter Team Specific Roles and Responsibilities)

	Study Team Member #1

· Enter Complete Name
· Title
· Facility
· Location
· Phone # 
· Email
	· (Enter Team Specific Roles and Responsibilities)

	Study Team Member #2

· Enter Complete Name
· Title
· Facility
· Location
· Phone # 
· Email
	·  (Enter Team Specific Roles and Responsibilities)

	Study Team Member #3

· Enter Complete Name
· Title
· Facility
· Location
· Phone # 
· Email
	·  (Enter Team Specific Roles and Responsibilities)

	Study Team Member #4

· Enter Complete Name
· Title
· Facility
· Location
· Phone # 
· Email
	·  (Enter Team Specific Roles and Responsibilities)


*Refer to Section 3.2.3 of the VHA MA/BPR Program Management Manual for additional guidance on selecting Study Team Members

Note: Enter additional rows if necessary for additional Study Team Members

Team Operations: The MA/BPR Process is a 7 month effort in which Study Teams are responsible for completing 5 Phases of the Study preceded by a planning phase. During the phases the teams will scope the options developed in-house by the NSC and align it to the VISNs strategic direction, conduct an in-depth analysis of their function, the processes, policies and procedures, identify opportunities for improvement based on their analysis, develop a new design in order to implement it within their VISN and monitor its performance over the course of 5 years. 

The information below outlines how the team will operate on a day-to-day basis, such as how often the team will meet and the expectations for completing assigned tasks. 

Enter information here:

A.2 Business Case Template for the Envision and Analyze Phases
	Business Case for VISN XX

	Include the following in your description to explain the effect these had on selecting or omitting the identified study options:

· Perceived impact (benefits and/or disadvantages)of the improvement opportunity 
· Impact of current policies and procedures (i.e., budget constraints, safety regulations, etc.)
· Stakeholder (i.e., VISN leadership, employees, veterans, etc.) expectations and/or requirements
Note: If selection and/or non-selection of a study option has been changed from Envision to Analyze, please include in the appropriate section below the rationale for the change.

	Study Option 
	Envision Selected (Y/N)?
	Analyze Selected (Y/N)?
	Rationale for Selection/Non-Selection (Evidence Based)

	Study Option #1
	
	
	

	Study Option #2
	
	
	

	Study Option #3
	
	
	

	Study Option #4
	
	
	

	Original*: FTE Announced Under Study
	Modified*: FTE Within Refined Study Scope

	· Note the number of FTEs that fall under the scope of the study here. 

· Identify supporting source/reference for FTE number.
	· Identify modified FTE number

· Show supporting calculations for modifying FTEs here and/or identify supporting source/reference for modified FTE number.  


*Note the FTE must align with the data entries reported in BITS

A.3 Summary of Analysis Template for the Analyze Phase
VISN XX

Complete the table below for the analysis that your team conducted for each study option.

	Study Option #1

(Attach Supporting Documentation)

	1. Describe your current processes and procedures that were analyzed. Include any diagrams, process maps, etc. that may support the explanation of your processes and procedures. 

	Include the following within your description:

· Discuss how it is completed 

· Whether it is standardized within the facility and/or VISN

· What it impacts within the facility (employees, veterans, operations, costs, etc.)

	Enter your response here

	2.  What steps and tools did you use to analyze your current operations?  

	Examples of the following can be included within your description:

· Systems Redesign processes

· Benchmarking

· Flow Charting  

· Activity decomposition 

· SWOT analysis

· Capacity Planning

· Process Modeling



	Enter your response here

	3. What was discovered during the assessment?  

	Include the following within your description:

· The issues/problems identified with the current operations

· How your processes and procedures compare to like facilities/VISNs

· Stakeholder feedback (i.e. VISN/Facility Leadership, employees, veterans etc.) 

	Enter your response here


A.4 Concept of Operations Template for the Design Phase
	Concept of Operations for VISN XX

	This report should explain the design improvements and the rationale to support the changes and any risks associated with implementing the new designs.  


	Study Option #1

	Design Improvement (What is the specific improvement associated with the study option?)
	

	Rationale (Why are you doing it?)
	

	Benefits (What are the positive outcomes?)
	

	Limitations (What are the limits to the design?)
	

	Risks (What are the negative outcomes?)
	

	Impact on Costs ($) (How does it affect costs?)
	

	Impacts on Working Conditions (How does it affect working conditions?)
	

	Identify Capital Improvements (List any anticipated capital improvements associated with the option along with the associated costs and funding source for each.)
	

	Estimated Timeframe to Implement Option (How long will it take to implement the option?)
	


A.5 Implementation Summary Template for the Design Phase
	Implementation Summary for VISN XX

	This report should reflect, how, when and where the new design will be implemented and when and how often the performance of the new design will be assessed. 


	Study Option #1
	Design Improvement

	1. Estimate Start –
Month/Year
	Enter Response here
	2. Estimated Length to Implement
	Enter Response here
	3. Estimated End to Implement –Month/Year
	Enter Response here

	4. Implementation Description
	Describe how the option will be implemented, (describe here some of the high-level activities necessary in order to reach full implementation, such as meeting with VISN Leadership to acquire funding, establishing a project team, purchasing equipment, training employees, installing equipment, piloting the design, starting at a particular facility then rolling it out to others etc.

	5. 
	

	6. What are your Quarterly Milestones? 
	You will be required to submit quarterly status reports on the first business day of January, April, July and October--until your implementation activities are completed. Identify what milestones you anticipate accomplishing each quarter within the specified period, be sure to include when you anticipate procuring capital equipment.

	7. 
	Periods
	January
	April
	July
	October

	8. 
	1 (FY20XX)
	· Enter your response here
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 

	9. 
	2 (FY20XX)
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 

	10. 
	3 (FY20XX)
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 

	11. 
	4 (FY20XX)
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 

	
	5 (FY20XX)
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 
	· Enter your response here 

	

	12. Issues/Barriers to Implement
	What if any, are the issues/barriers that may prevent you from maintaining your schedule? If some are identified, how do you plan to address the issues?

	13. 
	


A.6 Quarterly Report Template for the Implement Phase
	Quarterly Report for VISN XX

	The Implementing Project Manager is responsible for answering the following questions on a quarterly basis. This document should be submitted to the National Program Office representatives on the first business day of January, April, July and October.


	Study Option #1

	1. Is the Implementation complete?  If no, continue to question #2.

	 FORMCHECKBOX 
 YES        FORMCHECKBOX 
NO

	2. Are the Implementation Activities on schedule? (e.g., does current progress align with your Implementation Summary?) If no, answer question #3.  

	 FORMCHECKBOX 
 YES        FORMCHECKBOX 
NO

	3. Explain why the activities are not on schedule, how are holdups being addressed and identify any modifications to your future schedule? 

	Enter Response here

	4. Please comment here on the performance of the implementation activities and/or new design improvement (e.g., what have been some of the impacts associated with the implemented changes)

	Enter Response here



	5. What strategies have you used to keep the implementation activities on schedule? 

	Enter Response here


Appendix B: BITS

This appendix includes screenshots for all the BITS entries necessary for the MA/BPR program. The table below provides the location within the appendix for each phase’s BITS Entries. To go directly to a specific phase, please click on the number in the location column of the table.

	Phase
	Location

	Envision
	B.1

	Analyze
	B.2

	Design
	B.3

	Implement
	B.4

	Sustain
	B.5


Table 29: BITS Screenshots for Each Phase
B.1 Envision Phase BITS Entries

This section contains screen shots for the fourteen fields that the Study Team should complete during the Envision Phase. 

[image: image16.emf]1. Study Name

2. Locations

3. Study Start Date

4. Date of Study Announcement

5. FTEs announced under study

6. FTEs within refined study 

scope

7. Rationale for Change in Scope

8. Study Description

9. Planned Study Schedule by 

Phase

10. Actual Completion Date for 

Envision Phase

11. Planned Study Costs

12. Actual Study Costs for 

Envision Phase

13. Key Performance Indicators 

14. Notes

Title of Study 

Location of Study

Date project initiation began

Official date of study start

# of FTEs based on Fair Act

# of FTEs based on process 

analysis

Explanation of difference in 

FTEs

Description of study scope

Estimated completion dates 

for each phase

Actual date of conclusion of 

Envision Phase

Breakdown of total planned 

study costs

Breakdown of actual costs 

expended to conduct Envision 

Phase

Primary measures of 

performance that will be 

reported throughout study  

Additional pertinent study 

data

Field Name

Field Name

Field Description

Field Description
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14


B.2 Analyze Phase BITS Entries
This section contains screen shots for the four fields that the Study Team should complete during the Analyze Phase.

[image: image17.emf]In addition, the following fields may be updated or revised 

based on more current information: 

• Actual study costs for Envision Phase

• Actual completion date for Envision Phase

• Key Performance Indicators (KPIs)

• Notes

In addition, the following fields may be updated or revised 

based on more current information: 

• Actual study costs for Envision Phase

• Actual completion date for Envision Phase

• Key Performance Indicators (KPIs)

• Notes

Field Name

Field Name

Field Description

Field Description

1

2

1. Actual completion date 

for Analyze Phase

2. Actual study costs for 

Analyze Phase

3. Baseline performance 

against Key Performance 

Indicators

4. Baseline costs of 

operations

Actual date of conclusion of 

Analyze Phase

Breakdown of actual costs 

expended to conduct Analyze 

Phase

Performance results today 

against primary measures of 

performance that will be reported 

throughout study

Total costs to conduct function(s) 

under study based on last fiscal 

year


[image: image18.emf]1. Actual completion date 

for Analyze Phase

2. Actual study costs for 

Analyze Phase

3. Baseline performance 

against Key Performance 

Indicators

4. Baseline costs of 

operations

Actual date of conclusion of 

Analyze Phase

Breakdown of actual costs 

expended to conduct Analyze 

Phase

Performance results today 

against primary measures of 

performance that will be reported 

throughout study

Total costs to conduct function(s) 

under study based on last fiscal 

year

In addition, the following fields may be updated or revised 

based on more current information: 

• Actual study costs for Envision Phase

• Actual completion date for Envision Phase

• Key Performance Indicators (KPIs)

• Notes

In addition, the following fields may be updated or revised 

based on more current information: 

• Actual study costs for Envision Phase

• Actual completion date for Envision Phase

• Key Performance Indicators (KPIs)

• Notes

Field Name

Field Name

Field Description

Field Description

3

4


B.3 Design Phase BITS Entries

This section contains screen shots for the nine fields that the Study Team should complete during the Design Phase.


[image: image19.emf]1. Period of Performance 

(PoP)

2. Actual completion date 

for Design Phase

3. Actual study costs for 

Design Phase

4. Estimated costs of 

operations by period of 

performance

5. Estimated FTE savings 

by period of performance

6. Explanation of Change in 

FTEs

7. Estimated annualized 

savings

8. Estimated return on 

investment

9. Target performance for 

KPIs based on redesign 

organization

Number of years after implementation 

over which savings will be determined

Actual date of conclusion of Design 

Phase

Breakdown of actual costs expended to 

conduct Design Phase

Future costs to conduct function(s) under 

study in redesigned organization

# of FTEs required in each year 

following implementation

Discussion of HR implications based on 

redesigned organization

Calculation of potential savings for each 

PoP

% of potential return through savings 

minus costs to complete study and 

implement redesign

Estimate of future performance based on 

redesigned processes against primary 

measures 

In addition, the following fields may be updated or revised based on more 

current information: 

• Actual study costs for Analyze Phase

• Actual completion date for Analyze Phase

• Explanation of schedule variance

• Notes

Please also note some additional fields are included in this screen that 

pertain to other business improvements (e.g., A-76 studies)

3

4

6

5

7 8


B.4 Implement Phase BITS Entries

This section contains screen shots for the three fields that the Study Team should complete during the Implement Phase.

[image: image20.emf]1. Actual completion 

date for Implement 

Phase

2. Actual study costs for 

Implement Phase

3. Pilot Test Actual

Actual date of conclusion of Implement 

Phase

Breakdown of actual costs expended to 

conduct Implement Phase

Measure of performance against 

primary measures based on pilot test 

of redesigned processes

In addition, the following fields may be updated or 

revised based on more current information: 

• Actual study costs for Design Phase

• Actual completion date for Design Phase

• Explanation of schedule variance

• Estimated costs of operations by period of performance

• Estimated FTE savings by period of performance

• Explanation of changes in FTEs

• Estimated annualized savings

• Estimated return on investment

• Notes

In addition, the following fields may be updated or 

revised based on more current information: 

• Actual study costs for Design Phase

• Actual completion date for Design Phase

• Explanation of schedule variance

• Estimated costs of operations by period of performance

• Estimated FTE savings by period of performance

• Explanation of changes in FTEs

• Estimated annualized savings

• Estimated return on investment

• Notes

1

Field Name

Field Name

Field Description

Field Description



[image: image21.emf]1. Actual completion 

date for Implement 

Phase

2. Actual study costs for 

Implement Phase

3. Pilot Test Actual

Actual date of conclusion of Implement 

Phase

Breakdown of actual costs expended to 

conduct Implement Phase

Measure of performance against 

primary measures based on pilot test 

of redesigned processes

In addition, the following fields may be updated or 

revised based on more current information: 

• Actual study costs for Design Phase

• Actual completion date for Design Phase

• Explanation of schedule variance

• Estimated costs of operations by period of performance

• Estimated FTE savings by period of performance

• Explanation of changes in FTEs

• Estimated annualized savings

• Estimated return on investment

• Notes

In addition, the following fields may be updated or 

revised based on more current information: 

• Actual study costs for Design Phase

• Actual completion date for Design Phase

• Explanation of schedule variance

• Estimated costs of operations by period of performance

• Estimated FTE savings by period of performance

• Explanation of changes in FTEs

• Estimated annualized savings

• Estimated return on investment

• Notes

Field Name

Field Name

Field Description

Field Description

3


B.5 Sustain BITS Entries

This section contains screen shots for the six fields that the Study Team should complete during the MA/BPR Post Study Activities.

[image: image22.emf]1. Actual cost of operations 

2 Actual annualized savings to 

date

3. Actual ROI to date

4. Date actuals were last 

updated

5. Actual FTEs at end of each 

period of performance

6. Actual performance against 

KPIs for each period of 

performance

Actual costs to conduct function(s) in 

redesigned organization for each PoP

Calculation of actual savings to date 

annualized for each PoP

% of actual return through savings minus 

costs to complete study and implement 

redesign

Date on which actual savings and ROI 

were last updated to be current

# of FTEs actually required in each year 

following implementation

Actual performance against primary 

measures based on redesigned processes

In addition, the following fields may be updated or revised based 

on more current information: 

• Actual study costs for Implement Phase

• Actual completion date for Implement and Design Phases

• Explanation of schedule variance

• Explanation of changes in FTEs

• Notes

In addition, the following fields may be updated or revised based 

on more current information: 

• Actual study costs for Implement Phase

• Actual completion date for Implement and Design Phases

• Explanation of schedule variance

• Explanation of changes in FTEs

• Notes

Field Name

Field Name

Field Description

Field Description


[image: image23.emf]1. Actual cost of operations 

2 Actual annualized savings to 

date

3. Actual ROI to date

4. Date actuals were last 

updated

5. Actual FTEs at end of each 

period of performance

6. Actual performance against 

KPIs for each period of 

performance

Actual costs to conduct function(s) in 

redesigned organization for each PoP

Calculation of actual savings to date 

annualized for each PoP

% of actual return through savings minus 

costs to complete study and implement 

redesign

Date on which actual savings and ROI 

were last updated to be current

# of FTEs actually required in each year 

following implementation

Actual performance against primary 

measures based on redesigned processes

In addition, the following fields may be updated or revised based 

on more current information: 

• Actual study costs for Implement Phase

• Actual completion date for Implement and Design Phases

• Explanation of schedule variance

• Explanation of changes in FTEs

• Notes

In addition, the following fields may be updated or revised based 

on more current information: 

• Actual study costs for Implement Phase

• Actual completion date for Implement and Design Phases

• Explanation of schedule variance

• Explanation of changes in FTEs

• Notes

Field Name

Field Name

Field Description

Field Description

3

1

4

2
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Appendix C: Acronym List

	Acronym
	Meaning

	BITS
	Business Improvement Tracking System

	CSF
	Critical Success Factor

	DoD
	Department of Defense

	DUSHOM
	Deputy Under Secretary for Health for Operations and Management

	FAIR
	Fair Activities Inventory Reform

	FTE
	Full Time Employee

	GC
	General Counsel 

	KPI
	Key Performance Indicator

	MA/BPR
	Management Analysis / Business Process Reengineering

	MSIS
	Management Systems Improvement Service

	NFS
	Nutrition and Food Service

	NPC
	National Partnership Council

	NPO
	National Program Office

	NSC
	National Steering Committee

	OMB
	Office of Management and Budget

	OP&P
	Office of Policy and Planning

	PMA
	President’s Management Agenda

	PMM
	Program Management Manual

	PMO
	Program Management Office

	PoP
	Period of Performance

	ROI
	Return on Investment

	SLOG
	Senior Leadership Oversight Group

	SMC
	Strategic Management Council

	SS
	Study Sponsor

	STL
	Study Team Leader

	SWOT
	Strengths, Weaknesses, Opportunities, Threats 

	VA
	Veterans Affairs

	VHA
	Veterans Health Administration

	VISN
	Veterans Integrated Service Network


Table 30: Acronym List
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To continually improve the efficiency and effectiveness of VA services by providing a structured and systematic yet adaptable approach for:


Continually reviewing and analyzing VA’s performance in selected functional areas


Implementing leading edge business practices that drive process improvements


Tracking and reporting performance results


Sharing lessons learned and success stories









































Figure � SEQ Figure \* ARABIC �24�: Corrective Action Process





Figure � SEQ Figure \* ARABIC �19�: An Example of an Implementation Timeline





Figure � SEQ Figure \* ARABIC �21�: MA/BPR Phases





Figure � SEQ Figure \* ARABIC �23�: MA/BPR Phases








Figure � SEQ Figure \* ARABIC �20�: Approaches to Implementation
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