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NUMBER 192-025

SUBJ: NEW SERVICE REQUESTS 

1.
PURPOSE

This standard operating procedure (SOP) contains Health Systems Design & Development’s (HSD&D) policy and procedures for defining the New Service Requests process and for identifying the responsibilities of those involved in the New Service Request process.

2.
POLICY

a. Requests for new Information Technology (IT) initiatives or IT enhancements shall be submitted to the Office of the Associate Chief Information Officer (Director) for HSD&D via the Planning and Analysis Service (P&AS) Web site and processed in accordance with this SOP.

b. All new service requests will be processed through and tracked by Planning and Analysis Service.

3.
RESPONSIBILITIES
a. Information Technology Advisory Committee (ITAC) Screening Committee.  The ITAC Screening Committee is responsible for:

(1) Recommending approval or disapproval of new service requests; and

(2) If the request is considered outside of the Committee’s approving authority, it will be forwarded to the ITAC for action or returned to the requestor for further information.

b. Information Technology Advisory Committee (ITAC). The ITAC is responsible for:
(1) Reviewing the Screening Committee actions and submitting comments/changes as necessary; and

(2) Recommending sources of funding.

c. ITAC Support Group. The ITAC Support Group is responsible for:

(1) Disseminating request documentation to the Screening Committee prior to their meetings;

(2) Facilitating and scribing screening committee meetings, and disseminating minutes to the group after the meeting;

(3) Notifying the requestors via letter of the outcome of any discussions; and

(4)
Soliciting feedback from other Veterans Health Administration (VHA) committees as appropriate.
d. Director for HSD&D and Deputy Director for HSD&D. The Director and Deputy Director for HSD&D are responsible for reviewing and concurring with the analysis documents prior to presentation to the Screening Committee.

e. P&AS Director. The P&AS Director is responsible for:
(1) Overall responsibility for the New Service Request process; and
(2) Reviewing analysis packets prior to submission for approval.
f. HSD&D Product Line Directors. The HSD&D Product Line Directors are responsible for:

(1) Assigning resources that will assist P&AS in the development of the request documents; and

(2) Reviewing the final analysis document and providing concurrence on the approach, recommendation, and impacts to other work.

g. P&AS Project Manager. The P&AS Project Manager is responsible for:
(1) Assigning new requests to analysts within 2 days of receipt of the request;

(2) Providing support and guidance to the analysts throughout the process; and

(3) Managing the request workload and reports New Service Requests via weekly and monthly reports.
h. P&AS Functional/Business Analysts. The P&AS Functional/Business Analysts are responsible for:

(1) Communicating with requestors, points of contact, stakeholders and development teams to define the requirements;

(2) Gathering requirements, writing the Initial Requirements Analysis (IRA) and Business Case in support of the request as well as other applicable documents that will be presented;

(3) Obtaining approval/review from various organizations/groups throughout the process;

(4) Tracking the requests throughout the process and documenting status in the New Service Request Database (NSRD);

(5) Assuring that the NSRD is updated to include current documents (IRA, Business Case, ITAC memo, etc.), meeting minutes, copies of approval/denial letters sent to the requestors, and other supporting documents, as well as comments relative to the progress of the request; and

(6) Participating in post request reviews to determine lessons learned.

NOTE: P&AS liaison is responsible for notifying the development teams of the approval/denial.

i. HSD&D Development Team.  The HSD&D Development Team is responsible for assisting P&AS in defining the changes required to accomplish the requested functionality, and determining what impact the work will have on other projects in their product line.

j. P&AS Workload Tracking Group. The P&AS Workload Tracking Group is responsible for:

(1) Providing guidance and assistance in function point estimation;

(2) Utilizing historical product line performance data to estimate project duration; and

(3) Ensuring that approved projects are recorded in the Project Repository, and tracking progress with periodic reports to management.

4. PROCEDURES

a. When a new service request is submitted via the Planning and Analysis Web site, an email message is automatically generated to the VHA CIO TS New Requests mail group that alerts members of P&AS, and representatives from the Deputy Directors for HSD&D, Enterprise Strategy, System Implementation, Customer Support and Enterprise Systems Management, that a new request has been entered.

b. An email is sent to the requestor by the P&AS liaison informing the requester that his/her request has been received by P&AS and that an analyst will be contacting him/her shortly for further information to begin analysis on the request. 

c. The request is reviewed by P&AS management within two days of receipt to determine the course of action. If further analysis is necessary, the request is assigned to an analyst. A triage call is then setup within P&AS to discuss the scope of the request and what type of analysis work will be required. 

d. Development Teams are identified as well as the VistA packages and national databases that are likely to be impacted and any Commercial Off-The Shelf (COTS) products that are involved. 

e.
The assigned P&AS analyst contacts the director/designee of the identified Development Team(s), the requestor, and any other subject matter experts (SMEs) and sets up a kickoff call to discuss the request. 

f.
During the Kickoff call, the P&AS analyst introduces team members, and presents an overview of the New Service Request process. 

(1) The needs of the requestor and the endorsement of the request are defined/verified; and

(2) Historical documents are exchanged and other points of contact are decided upon. 

g.
Additional meetings are conducted as needed. Minutes of meetings are shared with the team members and are attached to the supporting documentation link in the New Service Request Database. 

h.
The analysis process begins and the IRA and other applicable documents including Business Case, white papers, Preliminary Application Self-Scoring Evaluation Support System (ASSESS) form, Function Point Estimate workbook, etc. are completed. 

NOTE: The Development Teams are asked to provide P&AS with the description of changes and an impact analysis on the projects within their product lines with concurrence from the respective Director.

i.
Once the draft IRA is completed through the Job Size/Effort Estimate section:

(1) The draft IRA is forwarded to the Analysis Project Manager and Director P&AS for review and comment;

(2) Documents are then sent out to the appropriate groups;

(3) Feedback from these groups is incorporated into the IRA; and

(4) The packet is forwarded to the Analysis Project Manager and Director of P&AS for final concurrence. 

j.
Completed documents are forwarded to the Deputy Director for HSD&D for review. 

NOTE: Any feedback is incorporated into the documents, and submitted for final review.

k.
Documents are then forwarded to the Director for HSD&D for review. 

(1) Documents are discussed via a conference call held with the Director for HSD&D, the Deputy Director for HSD&D, P&AS members, and the affected Product Line Directors. 

(2) All feedback and requests for revisions are incorporated into the final documents.

l.
Under certain circumstances, the Director for HSD&D acts as the final approval body for requests.

m.
The Program Management Board (PMB) is responsible for review and approval of infrastructure related IRAs.

n.
In some cases, the IRA is accompanied by an Intent to Proceed document for work that is considered to be mandatory (i.e., Millennium Bill, Health Insurance Portability and Accountability Act (HIPAA), Interagency sharing, Joint Commission on Accreditation of Healthcare Organizations (JCAHO) mandates, Food and Drug Administration (FDA) mandates, Drug Enforcement Administration (DEA) mandates, etc.), and is sent to the Screening Committee for information only.

o.
Documents requiring Screening Committee review are then forwarded to the ITAC Liaison one to two weeks prior to the next scheduled ITAC Screening Committee meeting. The ITAC Liaison forwards the documents to the ITAC Screening Committee members and solicits feedback from other VHA committees as appropriate. 

p. The Screening Committee reviews the packet and dispositions the request accordingly. The Screening Committee forwards its decision to the full ITAC and in some cases may request that the ITAC disposition the request. 

NOTE:  The ITAC Screening Committee meets monthly via conference call for the purpose of reviewing IT service requests. The Screening Committee is comprised of a small selected group of members from the full ITAC. The full ITAC meets monthly via conference call and face-to-face each quarter.

q.
The P&AS analyst records the results of ITAC reviews in the New Service Request Database, and the P&AS liaison sends notification of the disposition to the appropriate product lines.

r. The ITAC liaison notifies the requestor separately regarding the status of the request.

s.
After the new service request is dispositioned in the New Service Request database, P&AS ensures that approved projects are recorded in the Project Repository, tracks their progress and sends periodic status reports up to management.
t.
Reporting/Tracking of Requests.  P&AS is responsible for reporting the status of New Service Requests to management on a weekly and monthly basis.
(1) Weekly Reporting

(a) A weekly report is submitted to the Executive Board summarizing new requests that were submitted to P&AS.

(b) Requests are tracked in the New Service Request Database until they are dispositioned.

(c) Every Friday a report is generated and sent to service line directors informing them of the status of their requests. Directors are responsible for reviewing the report and taking necessary action with their teams.

(2) Monthly Reporting

(a) Status of each new request is reported to management via the Monthly HSD&D New Service Request Report. Requests are tracked from month to month and removed when they are dispositioned.

(b) Workload reports from product lines within HSD&D are submitted to the ITAC Screening Committee monthly to provide it with a comprehensive view of the workload of the teams.

(c) A Status of Screening Committee Actions tracking spreadsheet is submitted to the ITAC Screening Committee monthly that shows the current status of the requests that it has reviewed and any schedule slippages that have occurred.

5. REFERENCES

VHA Directive 2000-02, Information Technology Advisory Committee 

New Service Request Form 

Current and past new service requests can be found at:

http://vista.med.va.gov/pas/SelectRequestToView.asp
Flow chart of the New Service Request process 

6. RESCISSIONS

None.

7. FOLLOW UP RESPONSIBILITY
 Director, Planning and Analysis Service
8. FOLLOW UP DATE
March 2007
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DAN G. BISHOP

Director for Health Systems Design & Development
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