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WorkLenz Implementation

Change Control Process

Introduction

Change control is the process of systematically identifying, evaluating, coordinating, approving, and implementing changes.  In this document, change control applies to changes that affect the software application, WorkLenz, licensed by Métier to USDA. This paper addresses the:

· Purpose for having change control, 

· Roles and responsibilities of the participants in the process, 

· Specific process for making changes, and 

· Method in tracking changes made to the tool.

The initial USDA WorkLenz (WL) implementation involved a close working relationship between OCIO and Métier and the tool was customized specifically for use at USDA.  However, both OCIO and Métier recognized from the beginning that WorkLenz would need to be continually modified as the system was implemented.

As the system is being rolled out, users will see areas where modifications to WorkLenz will add more value to their work.  These modifications as a result of the change requests are valuable in that the users see the potential benefit of WorkLenz as they are utilizing it.  Conversely, these change requests can create additional management issues in that they must be handled in an organized manner.  This document will describe how these changes will be managed via a change control process.

There will 3 primary components to the WorkLenz change control process (described in detail below):

1. The people who are engaged in the process;

2. The standardized process that is used to determine the changes to the USDA WorkLenz implementation; and 

3. The tools used to support and manage the process.

The general strategy will be to make the process simple at first and evolve into a more complex process as the need arises.   This will allow for the rapid creation of a useful process with low start-up costs.   It will also allow for the testing of the process for a given period of time to ensure that it is both useful and productive.

Purpose

The primary purpose is to ensure that changes to the WorkLenz tool are done in an orderly, predictable, and well thought-out manner.  Among other things, doing so will have the benefits of:

· Ensuring that we are meeting the overall goals of the system, even when changes are implemented;

· Managing the expectations of the various stakeholders (e.g., not over-promising what WorkLenz can accomplish);

· Ensuring that WorkLenz is changing in an orderly manner so as to give the user community confidence in the system;

· Reducing communications problems by providing a single point of focus for change management issues;

· Meeting the evolving needs of the beneficiaries; and 

· Ensuring that the supporting training maps to the system as implemented;

People

The primary players in the process are:

The Change Initiator

This is the person who makes the suggested changes to WorkLenz.  This person can be internal (OCIO) or external (from an agency or as a contractor).  This person must use this process and these tools to get the suggested changes vetted and approved.  A change request form will be used to capture the needed information to describe the change(s) that is being requested (see Appendix 1).  This form should describe the:

· Change they would like to see made;

· Expected benefits from the change; and

· Expected costs and risks.

The Associate CIO for IRM 

This person is the Change Control Authority (i.e., has final decision authority) for changes to USDA’s implementation of WorkLenz.  While minor changes are expected to be made without this person’s approval, this person will typically approve the most significant change requests.  This person may also consult with members of the IT Leadership group before making significant changes to WorkLenz.

The USDA WorkLenz Team 

This team will manage the change control process, vet the suggested changes, and make change recommendations.  This team will also have the responsibility for reviewing the changes during the testing phase of the process. 

The Métier WorkLenz PMO Team 

This group’s role will be to:

· Implement the approved changes;

· Suggest changes in response to their interaction with the users and the Métier development staff; and
· Review change requests for their feasibility and to determine if the suggested change will be included in future WorkLenz releases.  Most change requests are expected to be filtered through Métier to determine the feasibility and cost associated with the proposed change.  
Process

The figure below summarizes the process flow:
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In summary, suggested changes are sent to the USDA WorkLenz (WL) team, reviewed, researched by the Métier Project Management Organization (PMO) team, adjudicated by the ACIO and then tested and implemented if approved.   It is important that, to be properly reviewed, the suggested changes must 1) be in writing and 2) have a sponsor or proponent associated with them.  Appendix 1 contains the form to be used for making change requests.

The level of analysis for each change request will be commensurate with the:

· Expected impact of the change on the overall system, 

· Expected cost and/or risk of making the change, 

· Number of users and stakeholders affected by the change, and 

· Degree to which the change will impact systems or users outside of the WorkLenz environment.

Additionally, like most software products, WorkLenz is being constantly updated and improved by Métier.  As such, there is some chance that the change being requested will be incorporated into future releases of WorkLenz.  The Métier WorkLenz PMO Team will monitor the plans for future WorkLenz releases and keep the other participants apprised of these expected changes.  

Tools


We are using an internal spreadsheet to track the changes.  This spreadsheet is posted to the WorkLenz Web site (at http://www.ocio.usda.gov/irm/cap_plan/worklenz_project.html) and updated if there are significant changes. 

Communicating Changes


We will notify users of significant changes via the “news items” on the splash screen as they initially log into WorkLenz.  We will also post the change request status sheet in a publicly accessible area.

Appendix 1:  WorkLenz Change Request Form

	Name:

Phone: 

E-mail: 

Organization:
	Tracking ID Number:

	Describe the suggested change:

	Describe the benefits of the change:

	Describe the costs and risks of the change:
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