FSR Example #1
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2.1 Executive Summary
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	2.
	Type of Document
	X
	
	
	
	
	
	

	3.
	Project Number
	
	
	
	
	
	
	


	
	
	Estimated Project Dates

	4.
	Project Title
	Enterprise Wide Veterans Home Information System 
	Start
	End

	Project Acronym
	VHIS
	12/11/2006
	12/31/2010


	5.
	Submitting Department
	Veterans Affairs

	6.
	Reporting Agency
	Veterans Affairs


	7.
	Project Objectives
	
	8.
	Major Milestones
	Estimated Completion Date

	
	· Improve care quality, reduce paperwork and increase the MDS Assessment Compliance Rate from 92% to 97% by providing an automated system that can effectively support the LTC process at all CDVA homes.
	
	
	Solution Procurement 
	March, 2008

	
	· Reduce risk to patient care and reimbursement by implementing a system that has effective vendor support.
	
	
	Development Project Initiation
	June, 2008

	
	· Improve care quality to veterans and support a consistent, safe and an integrated system of care by enabling the CDVA and the USDVA to implement 5 initial service sharing agreements and 5 additional sharing agreements to further enhance the care, service and protection that we will provide to our veterans.
	
	
	Accepted System
	March, 2009

	
	· Improve care quality and eliminate 100% of redundant tests by enabling care providers to have access to treatment information regardless of where care was provided within the CDVA / USDVA system.
	
	
	Implement GLAVC Satellite Homes
	April, 2009

	
	· Improve care quality by eliminating manually entered medication and laboratory orders and implementing clinical edits to prevent common errors for 100% of physician orders. 
	
	
	Implement West LA Home
	April, 2010

	
	· Improve care quality and reimbursement by providing improved ability to capture clinical documentation.
	
	
	Implement Chula Vista Home
	July, 2010

	
	· Improve care management by improving CDVA's administrative ability to immediately respond to 100% of potentially compensable events identified by tracking quality indicator report trends.
	
	
	Implement Barstow Home
	September, 2010

	
	· Reduce costs by ensuring that information from diagnostic testing is immediately and readily available to 100% of all providers of care 100% of the time that the veteran resident is receiving care and reduce the frequency of having to manually meet scheduling deadlines for tests returns.
	
	
	Implement Yountville Home
	December, 2010

	
	· Reduce the risk of losing vital records in the event of a disaster by standardizing and enforcing the electronic capture and storage of patient information.
	
	
	
	

	
	
	
	
	PIER
	

	
	
	
	
	Key Deliverables
	

	
	
	
	
	Solution Vendor RFP
	September, 2007

	
	
	
	
	Solution Vendor Selection
	March, 2008

	
	
	
	
	Project Management Plans
	June, 2008

	
	
	
	
	System and Acceptance Test Results
	March, 2009

	
	
	
	
	GLAVC Satellites Transition to Production
	April, 2009

	
	
	
	
	West LA Transition to Production
	April, 2010

	
	
	
	
	Chula Vista Transition to Production
	July, 2010

	
	
	
	
	Barstow Transition to Production
	October, 2010

	
	
	
	
	Yountville Transition to Production
	December 2010


	
	Proposed Solution

	
	The proposed solution for CDVA’s VHIS Project is to implement a separate instance of the Veterans Health Information System and Technology Architecture (VistA) system for CDVA.  This approach is modeled after the successful VistA deployment at the Oklahoma Department of Veterans Affairs.  The CDVA will acquire the VistA software and implement a separate instance of the VistA system that will be hosted and maintained by CDVA.   This system will be complemented by a specialized system for long-term care (LTC) that will provide functionality that is not present in the VistA system.  A single instance of these systems will be implemented for all CDVA Veterans Homes including the Greater Los Angeles/Ventura Counties (GLAVC) Veterans Homes project, as well as the new Fresno and Redding Veterans Homes.  If permitted by USDVA policy, provision will be made for CDVA clinicians to have remote (“read-write”) access to the USDVA VistA system from GLAVC Homes.


5.2.3 Technical Platform

While the CDVA has not identified a specific technical platform, any solution will comply with technical architecture standards and other standards as documented in the SAM (Statewide Administrative Manual) and SIMM (Statewide Information Management Manual).

5.2.4 Development Approach

The software to be implemented are all off-the-shelf software systems.  The primary development activities will be to develop integration programs for passing data between systems.  The VistA system may also need to be augmented to support Medicare, third party and MediCal billing.  Some additional customizations may be required, but these will be kept to a minimum to support the need to deploy a system for GLAVC in 2008 and stay in alignment with USDVA’s upgrade strategy.   

Any development that does take place will be overseen by the Solution Vendor.  The Solution Vendor will use their own project management, application implementation and application development methodologies to complete these efforts and the robustness of these methodologies will be a primary consideration in the vendor selection process.

5.2.5 Integration Issues
There are two major integration issues that affect the project:

· Any integrations with or access to USDVA systems require policy decisions on the part of the USDVA to permit CDVA to access USDVA systems or interface to USDVA West Los Angeles’ systems.  Delays in obtaining authorization from the USDVA may impact the project schedule and if access is denied this will prevent CDVA from taking advantage of automated interfaces in the affected areas.  In addition, any electronic interfaces to USDVA West LA’s system will require USDVA technical personnel to assist with implementation and may require some development work by USDVA technical resources.  Failure to obtain this support would preclude the CDVA from implementing the interfaces and failure to obtain timely support may impact the project schedule.  The CDVA is actively working to obtain the necessary policy decisions and is very optimistic that they will be favorable.  In the event that access is denied in one or more areas, manual communications methods would be used.  This would inhibit access to a complete medical record and cause some inefficiency; however, this would not prevent CDVA from successfully implementing the VHIS Project.  The systems could also be readily upgraded when authorization is obtained.

· The exact interfaces required for the LTC System cannot be completely determined until the specific LTC System is known   The LTC System and the VistA system include certain areas of common functionality (e.g. census, accounts receivable) and the Solution Vendor will need to work with CDVA to resolve these overlaps as part of developing the Overall Systems Architecture at the start of the implementation project.  This decision impacts the interfaces that must be developed, but does not otherwise impact the VHIS Project. 
5.2.6 Procurement Approach

The proposed project will be a single, multi-step procurement.  A traditional RFP will be used for the selection of the Solution Vendor (prime contractor) who will configure and deploy the systems and the LTC System vendor.  Details of the procurement are as follows:

· A single RFP will be developed for the selection of the Solution Vendor (prime contractor) and all software including the software required to support VistA and the LTC System.  

· The RFP will permit software vendors to co-bid the proposal in conjunction with the Solution Vendor.

· The Solution Vendor will be the prime contractor who will be responsible for overseeing the entire implementation effort and managing the performance of all subcontractors.

· The Solution Vendor may need to retain subcontractors to handle system-specific configuration and implementation activities, but the Solution Vendor will be solely responsible for overseeing the performance all subcontractors in the implementation effort.

· Software vendors co-bidding the proposal will provide application software and maintenance services for the application software.  Any related implementation activities will be performed under the direction of the Solution Vendor.

· Separate vendor(s) (i.e., not the Solution Vendor) will be retained to provide project management and procurement assistance services and to perform in the role of independent project oversight consultant (IPOC) and independent verification and validation (IV&V) of the overall project.

6.5 Project Plan

6.5.3 Project Scope

The scope of VHIS includes the procurement, development, testing and implementation of an integrated information system that will better support CDVA Veterans Home operations, allowing the program to address current problems while achieving project objectives.

6.5.4 Project Assumptions

The following assumptions have been made in the development of this FSR:

· All vendor contracts and procurements will be accomplished within planned timelines.

· Existing CDVA desktop and network infrastructure will not be adequate for project implementation, but improvements in these areas are included in the Information Technology Infrastructure Upgrade FSR.

· The system will be hosted at the CDVA data center.

· Technical staff and end users will receive training to support the new system.

· The project will adhere to a strict schedule in which all milestones must be met.

· There will be timely review and feedback on all project deliverables by reviewers.

· Problem/issue resolution will be handled on a timely basis.

· Proactive risk management strategies will be employed to minimize risk and ensure timely completion of the project.

· The project will develop a communications and change management process to support project participation and information sharing, leading to system understanding, acceptance and buy-in.

6.5.5 Project Phases

The project will be implemented in five phases highlighted in the table below, followed by a further description of the activities in each phase.

Table 1. Overview of Project Phases 

	Phase
	Major Deliverables

	Phase 1 – Initiation and Planning
	· Contractor Selection (RFP assistance, project management, IPOC, IV&V)

· Implementation Strategy

· Staff Orientation and Training

	Phase 2 – Procurement
	· System Requirements

· RFP Evaluation Plan

· Request for Proposal

· Prime Contractor Selection

· Prime Contractor Contract Award

· Special Project Report

	Phase 3 – System Development
	· Project Management Plans

· IT Infrastructure Plan

· Conversion Strategy

· Integration Plan

· Test Plan

· Training Plan

· Future Process Design

· System Development and Configuration

· Code and Unit Testing

· Integration Testing

· System and Acceptance Testing

	Phase 4 – System Implementation

(Deliverables repeat for each home)
	· Implementation Planning

· Equipment Installation and Readiness

· Training and Change Management

· Transition to Production

	Phase 5 – Maintenance and Operations
	· Maintain System Infrastructure

· Maintain Application Software

· Provide Change Management and Help Desk Services

· Provide Application and Process Support


Phase I. Initiation and Planning

The initiation and planning process will begin with the solicitation and selection of various contractors to support the procurement and implementation of VHIS.  An RFP assistance contractor will be selected to develop an RFP for the proposed solution and coordinate the procurement effort with the Department of General Services (DGS). 

Due to the criticality of the VHIS project, CDVA also requires the assistance of external consultants in the areas of project management, project oversight and independent verification and validation (IV&V).  CDVA will develop the RFP’s for these project support consultants.

For each RFP issued, proposals will be reviewed and scored in accordance with defined evaluation criteria.  CDVA will select the vendors that best meet the RFP requirements for each effort and provide the “best value” to the State.

Phase II. Procurement

The procurement process will be initiated with a complete requirements analysis.  CDVA program staff with intimate knowledge of the business will be required on a part-time basis to assist with this effort.  Requirements for the new system will be gathered and an RFP evaluation plan will be developed.

Upon the start of the RFP assistance contractor in July 2007, the solution vendor (prime contractor) RFP document will be developed, reviewed and approved by CDVA and DGS, and issued to the vendor community.  Various vendor selection tasks such as a Bidders’ Conference, Draft Proposal review, Confidential Discussions, Final Proposal evaluation and cost opening will be performed to select a winning bidder and solution.  Depending on the solution chosen, CDVA may be required to provide additional, updated information to the Department of Finance (via a Special Project Report) before approval of the project.

Technical Training
Training of the IT staff will start in this phase and occur throughout the project, requiring a time commitment by the future system administrators of the new solution.  CDVA IT staff will be trained on the functionality and technical architecture of the new VHIS system so that they can be adequately prepared to help support the application upon deployment.

