Attachment H: Detailed Scope of Work 14-091


Project Definition
The DVA is a small organization that works in concert with the Federal VA, Veterans organizations, and other state agencies. The central office consists of 7 FTEs that provide assistance to Veterans in the areas of claims assistance, employment services, education, family assistance, and care delivery. DVA has identified several key issues including:

1. Leveraging technology and opportunities to integrate information from multiple sources.  
2. Developing an organizational structure to effectively coordinate services for Veterans. 
3. Understanding the disparity in compensation and pension benefits compared to other states.
An assessment of the organizational structure and effectiveness of operations will identify opportunities to improve organizational efficiency and effectiveness, and will cover strategy, operations, processes, metrics, call routing, quality monitoring, self-service strategy, workflow and technology.  An assessment and planning effort will define quick hits that can reap immediate benefits, create a vision and prioritize recommendations that will provide the best value and operational efficiency, while ensuring Veteran centric operations that support business objectives.

Project Approach
The approach we are seeking will effectively and efficiently create a plan that is actionable. Emphasis on innovative and cost effective solutions is highly desirable.   The following provides a framework for the analysis of our approach.  The details of each step follow.

1. Discovery: Understand the role of DVA, issues, and goals through information review, site visits, and discussions.  Develop process maps.
2. Assess and Analyze: Identify the role of DVA, issues, opportunities, and options based on understanding of the Veterans’ affairs environment, best practices and market knowledge.  Conduct initial analysis. Develop recommendations.
3. Define and Develop: Define and develop plans based on discussion of issues, opportunities, options, tradeoffs and recommendations in working session.
4. Document and Validate: Document plan. Revise, discuss, validate/revise and finalize.
5. Timelines for project: Ending Date of 11/14/2014

 Project Discovery
The discovery process provides an understanding of the DVA environment – what is unique about it, the issues we face, the directions of our organization and the operations process, and the technology we have today and plan for tomorrow.  Discovery provides a complete view of the current environment, as well as the challenges and opportunities we are trying to address, and the goals and needs defined for going forward.

Discovery will cover the benefits, employment, education and other assistance operations.

After a kick-off call or meeting to review the project scope, objectives, and approach, the discovery process will begin, which consists of:

Background information review:  A review of background information provided on the current strategy, organization, operations and technology.  In response to a detailed information request by the provider, DVA will provide available information and any documentation that defines goals, direction and strategy.  All this information will help the provider to gain a basic understanding of our environment today and planned directions.
Site visits:  The provider will conduct a site visit to the Central Office.  The site visit allows the provider to experience operations first hand, and gain a deeper understanding of how the organization and operations work, how technology is used, the support functions and processes, what works well, and what challenges are faced.  The provider will discuss current and planned operations and the technology environment, and begin to identify opportunities for improvement.  The provider will spend time in the Central Office, as well as with the appropriate staff and support functions.   In meetings, the provider may pose, “what if” scenarios and gain input and feedback on some preliminary ideas.  The provider will provide DVA with a detailed agenda identifying how the provider’s time will be spent.  The visit will include:

· Overview of operations and how DVA uses technology;

· Meetings with leadership to understand issues, opportunities, challenges, and goals, and planned changes;

· System and process demonstrations;

· Side-by-side observation and process walk through including the handling of requests for assistance;

· Meetings with operations leaders to discuss current operations, the challenges faced, strengths and weaknesses, and additional opportunities;

· Meetings with DVA staff to discuss support functions such as workforce planning, quality assurance, reporting/metrics/performance optimization,  process optimization, etc. to understand current processes, issues, opportunities, and directions;

· Focus groups will interact with Veterans to understand their view of the strengths and challenges in service delivery.

· Additional information needs:

Following the on-site visits, the provider will identify any additional information that would be helpful to them as well as also requesting any follow up discussions needed in order to prepare process maps.
Project Assessment and Analysis
The provider will use the information and insights gained from the discovery process, as well as their industry knowledge and experience, to conduct an assessment and analysis.  This step creates input to the definition and development of the recommendations and action plan, including quick hits.  The provider will identify issues, opportunities, options, pros and cons, and generate topics for further discussion based on the assessment of DVA’s situation and the provider’s knowledge of best practices and business functions.  The Provider will frame preliminary recommendation, priorities, options, and tradeoffs and also conduct any research necessary.  The focus of the Provider’s effort will cover strategy, operations, processes, metrics, call and work routing, quality monitoring, self-service strategy, technology and other opportunities identified through discovery.  The provider will develop options as appropriate, with supporting analysis of tradeoffs and decisions.  The provider will also assess the potential impact of the changes identified for their value to DVA’s organization.  The Provider will identify short-term changes that can quickly improve DVA’s operations and performance.  

The assessment and analysis should address these topics:

· Business, operations, and technology strategy – definition, clarity, communication of strategies , and their alignment;

· Operations and processes – process design and definition, workflows, quality review, process improvement approach and opportunities, etc.;

· Organizational Structure – including roles and responsibilities;
· Metrics and reporting and alignment with goals, Key Performance Indicators, processes for review, feedback, and action; and

· Technology (voice and data) infrastructure and applications – including use of technology, support structure and processes, addressing existing systems and their optimization, as well as opportunities for other technologies.

The Provider’s analysis in each of these areas addresses strengths to build on, opportunities to improve, actions to take, critical success factors, priority, and outcomes to expect for each recommendation.  Further, each of these areas should provide a list of topics that the provider can address based on the current environment and DVA goals.  The provider will evaluate the pros and cons of options, and identify key decision factors and impacts.  The Provider will also identify the value the key recommendations may have for consideration in phasing and prioritization.

During this phase of the project, the provider will provide any preliminary information for review and validation or discussion.  The provider will use conference calls as needed to address preliminary information, or to seek additional information review, input or validation, to support their analysis.
Project Define and Develop
The Provider will conduct this step with preparation for and execution of a working session with DVA’s team.  This collaborative approach maximizes the efficiency of the process and leverages best practices, while creating an action plan optimized to DVA’s specific needs and what is achievable for DVA.  The Provider will schedule a working session with DVA to discuss the scope defined.  The provider will provide a detailed agenda for the working session that focuses on achieving the goals defined, and addressing the issues and opportunities identified.  The provider will develop charts to support the discussion, based on the assessment and analysis.  These charts should provide the providers preliminary findings and recommendations.

The working session should be a highly interactive event.  The session will cover the following topics, at a minimum, and discuss findings, recommendations, and key areas for discussion and refinement to reach an action plan:

Introduction – validation of goals, objectives, and scope (this should be brief, as they should be validated prior to the meeting);

Feedbacks from discovery and analysis steps – provide comments on discovery observations; validate or correct understanding of key factors; discuss specific issues identified (brief, as expected to be validated prior to the meeting); 

Vision of operations and technology – review suggested operational, organizational and technology characteristics; define vision to meet goals; discuss challenges and ways to mitigate risks; 

Operations and process recommendations – identify process and operational changes that are recommended for contact handling, claims processing, fact-finding and adjudication, or support functions;

Technology implications - identify issues in using existing systems differently, or priorities for new technology; Metrics considerations review issues and opportunities to change metrics and reporting; Organization and people impacts identify impacts on staff and changes that are required in organization structure or roles and responsibilities to support other changes; 

Value - discuss value of recommended changes and cost and benefit considerations;

Implementation approach - define key steps to pursue the changes defined, prioritization (including quick hits), target timeline and phasing;

Critical success factors – define factors to ensure success in executing the plan; and baseline data to measure outcomes and results.
Next steps:

The provider will vary the time and depth on these various topics depending on their findings.  The outcome of the working session is a commonly understood vision and action plan, with specific recommendations and timing.  It will serve as a roadmap for moving forward.

Document and Validate
Following the working session, the provider will conduct any follow up actions required, either internal or external research, information gathering, analysis, or idea development.  The Provider will finalize the recommendations, action plan and supporting information.  

The provider will document the recommendations and action plan in an executive summary.  The provider should provide a starter outline.  The provider will review and update the plan with DVA to ensure they have accurately and completely captured what was discussed and agreed to, and that the plan is clear and complete.  The provider will conduct this review by sending DVA the document electronically, and discussing it in a face-to-face meeting.  The provider will make any changes needed.  Completing of this meeting will finalize the assessment and plan, and define the next steps.

Timelines 

Proposed timeline for discovery- assess and analyze- define and develop- Document and validate.

