
Department of Veterans Affairs

Product Development
Implementation Plan  
[image: image1.jpg]



March, 2012
Version 1.1

This template contains a paragraph style called Instructional Text. Text using this paragraph style is designed to assist the reader in completing the document. Text in paragraphs added after this help text is automatically set to the appropriate body text level. For best results and to maintain formatting consistency, use the provided paragraphs styles

Revision History
	Date
	Revision
	Description
	Author

	March 2012
	1.1
	Corrected links for Hines migration
	Process Management

	February 2012
	1.0
	Initial document
	VHA OI SITES PIO


Place latest revisions at top of table.
Table of Contents

1Product Development Implementation Plan

Purpose
1
Background
1
Roles and Responsibilities
1
Process for Requesting PD Implementation Manager Resources
2
Implementation Process
2
Site Notification of Product Release
3
Appendix A
4
Product Development Implementation Plan
4
Project Description:
4
Implementation Process:
4
PD Implementation Schedule:
4
Implementation Scheduling Factors
4
Scheduling Guidelines
5


Product Development Implementation Plan
Purpose

This document provides the framework for establishing and providing a Product Development (PD) Implementation Management organizational element whose purpose is to provide Implementation Manager resources for projects within PD.

Background
Project support is crucial to successful implementation experiences for VA customers. A significant part of that type of support, called PD implementation manager support, occurs between development and rollout of the final product.  PD Implementation Manager support is usually requested and provided during all iterations of project(s). Each new project should include budgeting levels of effort involving PD Implementation Manager support.  

The PD Implementation Manager (PD IM) is recognized as an integral project management discipline that is defined as the process of providing tools, devices and/or expertise to accomplish specific project task(s).  Such tasks or deliverables are varied and may include development of a project release announcement, development of a project implementation plan, development of the installation and/or implementation schedule, providing assistance with data migration processes, and monitoring installation activities, to name a few.  Depending upon project requirements, PD IMs may be responsible for various tasks relating to release as outlined in ProPath.
Roles and Responsibilities

PD IM’s may perform the following, depending on project needs: 

· Participate early in the project’s life cycle (ideally at project inception), initiating and contributing to life cycle management decisions as the project is developed

· perform tasks in the context of overall project life cycle management

· become familiar with product functionality in order to assist sites

· learn how to install the product

· develop a plan, including implementation schedule, for roll out of the product nationally

· monitor and report product implementation status (including talking to sites and addressing issues)

· have direct input into the Post Implementation Review process
· represent PD Implementation on the project team

· attend and actively participate in project calls and meetings

· develop a national implementation strategy in conjunction with the Project Manager, and facility or VISN staff, ensuring consistency of processes within and across sites

· collaborate with the Project Manager to develop, manage and evaluate marketing of the project

· if applicable, collaborate with Project Manager to oversee release document completion by appropriate team members

Artifacts delivered:

· Product Development Implementation Plan

What PD IM’s do not provide:

· Product support;

· software development;

· configuration management; 

· performance testing;

· product release.

Process for Requesting PD Implementation Manager Resources

Prior to request of PD IM support, the project must be formally approved, and funded.

Not all projects require PD national implementation manager support.  The Project Manager makes this determination.   For those projects that require this support, the process for requesting implementation resources is to contact the Manager of the PD Implementation Manager Group (during development of this document, that manager is:  chuck.krochmal@va.gov).  The request should include the following information, at a minimum:
· Project name

· Project purpose
· Project scope

· PD implementation manager FTEE needs

· Duration of involvement

· Special knowledge base required of the PD IM, if any
Implementation Process

PD IM support may overlap and/or encompass many project iterations (for instance):
· Immediately following completion of project development;
· through testing and release; and

· up to and including full deployment.

The PD IM, with assistance of the Project Manager, will map the project implementation process in the PD Implementation Plan (See Appendix A).  

Site Notification of Product Release
Implementation Managers are responsible to initiate development of a framework (bulletin) announcement regarding each project.  The bulletins are developed depending on project scope and release status (new product, or patch to an existing product).  The draft bulletins are forwarded to Veterans Administration Information Technology Field Operations (VA IT FO) for release to the sites.  
The following link provides information on the process for site notification:

http://vaww.sde.portal.va.gov/sites/fo/svcs/ectm/fis/pre05/Shared Documents/Forms/AllItems.aspx
Appendix A
Product Development Implementation Plan
<Project Name>

Project Description:

Very short description (one sentence/paragraph) of what the project provides to the field.
Implementation Process:

This information provided below is as an example of what “may” be contained in this section.  Include any tasks specific to the implementation of a given project.  Include a site readiness checklist in this section, if applicable.

Project implementation may consist of the following activities (Examples of checklists (which may or may not be necessary, depending on project requirements) are included below):  

	#
	Process Description

	1
	Site Readiness

	2
	Pre-implementation 

	3
	Training, Installation, and Trigger Activation 

	4
	Data Standardization (Data Cleanup)

	5
	Post-Implementation and Closeout 


The sites may be provided with Implementation Checklist(s) to assist with the implementation processes that are described below (the following are examples only, these are extremely project dependent and only for use if necessary).
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PD Implementation Schedule:

Include dependencies; expected implementation outcomes; phases or implementation, if applicable; and other pertinent information relating to implementation.  The below is provided as an example of information that may be included in this section.
Implementation Scheduling Factors

Implementation scheduling depends on a combination of factors:

· VISN/Site commitment – management actively supports and is engaged with the project
· Site resources – adequate qualified staff commit to accomplishing the effort 

· Site Readiness – completion of the Site Readiness Certification, if indicated, and submission to the assigned PD IM

Scheduling Guidelines
The following apply to scheduling and rescheduling: 

Impacts of: 
· federal holidays 

· heavy leave usage during holidays
· JCAHO or other accreditation and/or regulatory compliance activities
· circumstances due to natural disasters, significant network and/or system problems (failure or corruption), fire, war, domestic bio-terrorism, etc.

Implementation 

Alpha Testing will be conducted at: _________________________________________ (sites) 
Beta testing will be conducted at:  _____________​_____________________________ (sites)
National Release is scheduled for: __________________________________________ (date)  

Additional activities of implementation of this project include:  

This section should be used to note any unique implementation steps. If there are unique installs or steps that need to be performed during the implementation phase, include here.
Project Related Links:

Insert project links including TSPR and any locations to pertinent documentation relating to this project (use cases, installation or technical manuals, training plan, historical documents).  The goal is to not have duplication of effort in this national implementation plan in relation to any other project plans/artifacts.
http://vaww1.va.gov/acronyms/
http://vaww.sde.portal.va.gov/sites/fo/FOWiki/Wiki/Field Operations Distribution Lists.aspx
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_1360586242.doc
		Facility Name: 

		Below is example of some information that may be required.  this is site and project specific.



		VistA Station Number:

		



		Date:

		



		Person Submitting:

		



		Role:

		



		 



		 

		 

		Requirement

		Complete
( √ )



		LOCAL TEST SYSTEM INSTALLATION



		1

		Preparation



		 

		1.1

		Download Installation Guide from xxxx

		 



		 

		1.2

		Check that there is an active VistALink Listener on the Test system

		 



		 

		1.2.1

		If not then install VistALink 1.5 on the Test system

		 



		 

		1.3

		Obtain the IP address and Port number for incoming connections to the VistALink Listener on the Test system

		 



		 

		1.4

		Check that there is an existing Proxy M Connector account on the Test system which may be used for incoming connections to the VistALink Listener

		 



		 

		1.4.1

		If not then create a Proxy on the Test system

		 



		 

		1.5

		Obtain the Access and Verify codes for the Proxy account on the Test system

		 



		2

		Supply configuration data



		 

		2.1

		Ensure that appropriate staff has been supplied with the following information via email

		 



		 

		2.1.1

		IP address of the VistALink Listener on the Test system

		 



		 

		2.1.2

		Port number of the VistALink Listener on the Test system 

		 



		 

		2.1.3

		Access code for the Proxy connector on the Test system 

		 



		 

		2.1.4

		Verify code for the Proxy connector on the Test system 

		 



		 

		2.1.5

		Site name

		 



		 

		2.1.6

		Computer name prefixes

		 



		 

		2.1.7

		VistA Station Number

		 



		 

		2.2

		Receive confirmation that National servers have been configured for your site's Test system

		 



		3

		Installation



		 

		3.1

		Obtain KIDS build from FORUM message

		 



		 

		3.2

		Install KIDS build

		 



		4

		Connection



		 

		4.1

		Obtain correct URL for the (Test) server

		 



		 

		4.2

		Test Login and connection to the Staging server

		 



		5

		Operation



		 

		5.1

		Configure software for your site

		 



		 

		5.2

		Have users test software

		 



		LOCAL PRODUCTION SYSTEM INSTALLATION



		6

		Preparation



		 

		6.1

		Review Installation Guide

		 



		 

		6.2

		Check that there is an active VistALink Listener on the Production system if needed

		 



		 

		6.2.1

		If not then install VistALink 1.5 on the Production system

		 



		 

		6.3

		Obtain the IP address and Port number for incoming connections to the VistALink Listener on the Production system

		 



		 

		6.4

		Check that there is an existing Proxy M Connector account on the Production system which the project may use for incoming connections to the VistALink Listener

		 



		 

		6.4.1

		If not then create a Proxy on the Production system

		 



		 

		6.5

		Obtain the Access and Verify codes for the Proxy account on the Production system

		 



		7

		Supply configuration data



		 

		7.1

		Ensure that appropriate staff has been supplied with the following via email:

		 



		 

		7.1.1

		IP address of the VistALink Listener on the Production system 

		 



		 

		7.1.2

		Port number of the VistALink Listener on the Production system 

		 



		 

		7.1.3

		Access code for the Proxy connector on the Production system 

		 



		 

		7.1.4

		Verify code for the Proxy connector on the Production system 

		 



		 

		7.1.5

		Site name

		 



		 

		7.1.6

		Computer name prefixes

		 



		 

		7.1.7

		VistA Station Number

		 



		 

		7.2

		Receive confirmation that National servers have been configured for your site's Production system

		 



		8

		Installation



		 

		8.1

		Install KIDS build

		 



		9

		Connection



		 

		9.1

		Obtain correct URL for the Production server

		 



		 

		9.2

		Test Login and connection to the Production server

		 



		10

		Operation



		 

		10.1

		Configure software for your site

		 



		 

		10.2

		Have users test software

		 



		11

		Feedback



		 

		11.1

		Complete Feedback form
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XXXX Site Certification Checklist EXAMPLE

Tailor as needed per product/project

VISN:   
   Site:      
Station Number:      

Date:      



Implementation Manager:      
IM Phone #:      

Facility Laboratory Point of Contact:      
       Lab POC Phone #:      


Facility IRM Point of Contact:      
       IRM POC Phone #:      

Product Site Certification Checklist


		Certification/Acceptance Criteria

		Date Accomplished:

		Accomplished By:

		COMMENTS/Notes:



		1. Pre-implementation

		

		

		



		a. Established a VLAN

		

		

		



		b. Established VistA test account 

		

		

		



		c. Verified installation of requisite patches for (XXXPatch)  multi-package patch installation in test:

· List patches

		

		

		



		d. Verified installation of requisite patches for project  patch installation in production:

· List patches

		

		

		



		e. Reviewed project Pre-Implementation Data Validation, Mapping, and Conversion ADPAC Guide Version 1.0 (List appropriate documentation for review)

		

		

		



		



		2. Hardware Deployment:

		

		

		



		a. Received all hardware  (Appendix B, Installation Guide) and printer supplies other documentation required

		

		

		



		b. Completed Hardware Checklist (Appendix B, Installation Guide)

		

		

		



		c. Attached Hardware Checklist to this document for final submission

		

		

		



		d. Completed Configuration Checklist (Appendix C, Installation Guide)

		

		

		



		



		3. Software Deployment

		

		

		



		a. Received product from Product Development

		

		

		



		b. Installed product in test account 

		

		

		



		c. Installed product in production account

		

		

		



		



		4. Hardware Validation:

		

		

		



		a. Workstation was operational in test account

		

		

		



		b. Printers were functionally tested and found operational in test account.

		

		

		



		c. All equipment was functionally tested in test account.  (Use information in Installation Guide)

		

		

		



		



		5.   Installation:  

		

		

		



		a. Product was installed and tested on the test Database Server. 

		

		

		



		b. Server back-ups were tested.

		

		

		



		c. Workstations used for local training were tested.

		

		

		



		d. Terminal Services software was installed on all production workstations and all    workstations were tested. 

		

		

		



		e. Security set-up was tested.

		

		

		



		f. All workstations installed have the same version of Terminal Services software installed.

		

		

		



		g. All printers connected to workstations were tested.  

		

		

		



		h. All equipment connected to workstations was tested.

		

		

		



		i. HL7 interface was tested.

		

		

		



		j. Product Installation Guide has been completed and attached to this document for submission.

		

		

		



		



		6.   Site has received the following product manuals:   

		

		

		



		a. Install guide 

		

		

		



		b. Users guide

		

		

		



		c. 

		

		

		



		d. 

		

		

		



		



		7.  All scheduled training has occurred:

		

		

		



		a.   National product Training

		

		

		



		b. Local staff training

		

		

		



		c. Product Certificate of training has been received or was requested

		

		

		



		



		8.  Product validation in a test account has been completed.

		

		

		



		



		9.  Communication:

		

		

		



		a. Staff not directly involved with implementation has been notified of the date for going live.

		

		

		



		b. Others within the organization have been notified of the go-live date (other departments not directly involved in the software change- e.g. the nursing department)

		

		

		



		c. Customers have been notified of the go live date (notification of staff members who place orders or pick up blood, notification of patients)

		

		

		



		





The Product Development Implementation Manager will forward a copy of the Site Certification Checklist to the VISN Point of contact, and once complete it will be returned to the PD IM, who will then forward to the Project Manager for infomration.


I certify that the tasks listed in Site Certification Checklist, installation, training and data conversion have been accomplished and are complete on this date. Exceptions are noted below.


____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

___________________________________
_________________________________


(Site POC Name)
(Product Development Implementation Manager Name)


___________________________________
_________________________________


(Title)





(Title)


___________________________________
_________________________________


(Signature)




(Signature)


___________________________________
_________________________________


(Date)





(Date)
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