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1 Introduction 
 
The Department of Veterans Affairs (VA) network backbone is in the midst of a 
significant Internet Protocol (IP) transition.  This transition will allow both Internet 
Protocol version 4 (IPv4) and new Internet Protocol version 6 (IPv6) traffic to travel VA’s 
extensive network. This important transition will involve every part of VA’s network core 
and will include every service VA provides.  
 
Along with significantly increased address space, IPv6 will provide additional or 
enhanced services for Veterans, including improved security provisions.     
 
VA plans to design and conduct business case pilots which will employ IPv6 for 
communication.  This document is intended to describe the process VA will employ to 
plan, construct, monitor, and control the individual pilots and implement a workable IPv6 
test 
 
 
2 Purpose of the pilot process document  

 
 

The planned pilots will demonstrate usability of implementing specific business solutions 
using IPv6. The purpose of this IPv6 Pilot Process document is to describe the common 
approach, methods, controls and processes intended for all pilot activity.  Depending on 
the business needs of a particular pilot, the process also includes an independent set of 
steps, as required. 
 
The IPv6 pilot process describes all activities leading up to pilot launch including 
identifying an initial pilot candidate; candidate evaluation and selection; selecting a pilot 
team; roles and responsibilities; managing change within pilots; and preliminary vendor 
selection criteria. The process document also describes steps for each project to 
develop their own charter and a formal business case as recommended by suggested 
CIO Council guidelines. The process structure continues with steps for each pilot team 
to establish a project schedule; acquire needed test equipment or devices; develop user 
training (as needed); and lastly, install, test and deploy the pilot. 
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3 Background 
 
 
As the second largest federal agency, VA has over 240,000 employees working at 
clinics, hospitals, and offices throughout the nation.  VA is comprised of a Central Office 
(VACO) located in Washington DC, and field facilities administered by three major line 
organizations: the Veterans Health Administration (VHA), the Veterans Benefits 
Administration (VBA), and the National Cemetery Administration (NCA).   
 
VA’s network is organized and administered by separate regions and Veterans 
Integrated Service Networks (VISNs), which require a broad spectrum of services using 
internet and VA’s core infrastructure.   As prescribed in OMB’s 2005 directive M-05-22, 
VA demonstrated IPv6 connectivity across its network in March 2008, ahead of the 
mandated June 2008 timeframe. 
 
 
 
4 Goals and objectives 
 
Unlike a laboratory test environment where all aspects of the test are defined, an IPv6 
pilot will be conducted in a live environment with limited distribution. The pilot’s goal will 
be to achieve IPv6 transport. Connectivity will be demonstrated in end user business 
processes, interfaces, co-residency with other applications, and performance on 
existing hardware.   
 
The pilot process goal will be to: 

 

• Create a common set of process steps for use by all pilots 

• Define Entry and Exit criteria for each step 

• Implement controls to insure predictable results 

• Demonstrate value or Return on Investment (ROI) 

• Provide transparency for audit purposes 

• Demonstrate a consistent approach which can be employed in future pilots 
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5 Scope 
 

This document will include descriptions for processes used for all potential pilots, both 
common steps and specific steps required to implement a specific pilot. The overall 
process is illustrated in the following figure. The high level solid line separates common 

pilot steps from individual pilots’ steps.  
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Figure 1 – Overall Pilot Project Process 
 

 
 
Pilot process numbering in the figure above corresponds to the process description 
sections of this document. 
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5.1 Process Summary - Processes for Pilots as Group 

 
 

 

Figure 2 – Processes for Pilots as a Group 

 

Processes for pilots as a group 

• Propose pilot candidates 
o Create criteria for selecting potential candidates 
o Explain the requirements each potential individual pilot candidate must 

meet 
• Evaluate pilot candidates 

o Describe evaluation techniques used 
o Describe measures and empirical data expected as a result of the 

evaluation 
• Select individual pilot projects 

o Describe winning pilots and their winning criteria/ measures compared to 
other candidates 

• Assign Pilot leads 
o Teams need to assign a lead to insure key actions can be accomplished 

• Identify pilot sponsors 
o These should be champions for the pilot that will defend its importance 
o They should have some business gain as a result of completing the pilot 

• Communication  
o Communication of status and issues for internal communication within the 

team and externally to sponsors and vendors 
• Establish Change Control process within the pilots 
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o For substantial changes, the team needs to review the change description 
and the impacts before allowing the change to take place 

• Identify the technical and user teams  
• Perform Vendor selection 

o Determine IPv6 specific requirements 
o Determine VA and Federal requirements (Security, FIPS, SP-800 Series, 

VA Handbook)  
o For each pilot, identify the vendors whose equipment/service match 

requirements 
o Attend Vendor’s Demo of product 
o Obtain Vendor pricing 

 
 

5.2 Process Summary - Processes for Individual Pilots 

 

Figure 3 – Processes for Individual Pilots 
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Steps to manage the individual pilot projects 

• Create individual pilot project charter 
• Obtain Approvals 
• Set initial pilot project schedule 
• Create Test plan for system and production pilot tests 
• Acquire vendor supplied test devices or services 

o Letters of intent/NDA/purchase orders 
• Develop User Training material – (where applicable) 

o If training is not applicable, address why no training will be conducted 
• Develop/install/configure 
• Conduct system test 
•  Train Users –( where applicable) 
• Conduct production pilot test 

o Execute the pilot for duration 
o Determine next steps – Keep pilot running, Discontinue, gather statistics  
o Report on findings 
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6 Process Detail 

6.1 Propose Pilot Candidates 
To ultimately select the pilot(s) that will prove IPv6 functionality for VA, the pilot candidates must be researched for viability and the 
proposed candidate must be presented to the Transition team for selection.  This set of steps will result in a 2-3 page presentation 
describing what the pilot will prove and the benefits of conducting this test; where it will be located; how it should be implemented; who 
will be involved in conducting the test and who the potential sponsor and stakeholder will be; when key milestones will occur and the 
approximate cost �  Items that are Bold correspond to the evaluation criteria and Rating Scales to be used in the next phase.�� �� �� � �� 	 �
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6.2 Evaluate Pilot Candidates 
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6.3 Select Pilot Projects 
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6.5 Identify Pilot Sponsor 
 
In some proposed pilots there may not be an obvious end user Sponsor. If the purpose of the pilot is to demonstrate functional parity 
between IPv4 and IPv6 the sponsor would not see any gained benefit. However, the end users should still be involved early on in the 
planning and execution of the test so they can vouch for parity being demonstrated on the business end. This process will describe 
steps needed to plan out the sponsor’s role and secure their participation. 
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6.6 Communication 
 
During the course of planning and executing a pilot, communication will be needed internally amongst team members, internally to 
management and sponsors for status and progress reporting and potentially externally to vendors. To keep both internal and external 
parties interested and engaged in your progress, this process will establish how you plan to communicate. 
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6.7 Pilot Change Control Process 
 
Once each individual pilot project has been selected it will have unique content and factors affecting its outcome. However, within each 
pilot, there should be a common process controlling changes to minimize their impact. That common process will serve to document, 
review, apply controls and disposition changes before they are made. The goal of this process is to insure the change is fully 
understood by all impacted parties before it is made. The process is used to manage “Material Change”. This process is the 
responsibility of the Pilot Lead. They can delegate it but need to document the change and follow the process. 
Definition: A material change is one where if it was carried out, would have significant impact on any one or combination of the following 
project areas: 

• Functions planned based on initial pilot selection  
• Contractual/legal 
• Design  
• Testing 
• Training  
• Implementation/Operating environment 
• Post implementation support  
• Overall schedule  
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6.8 Identify Pilot Project Technical and/or Clinical Teams 
 
Because of the unique implementations and locations, each pilot will have different requirements for clinical team members. The pilot 
team will need to work with the sponsor to determine skill sets needed. 
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6.9 Preliminary Vendor Selection process 
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6.10  Pilot Project Charter Process 
 
The Pilot Charter is a formalized proposal explaining the purpose of the project and what the expected results are to be. It also explains 
how the Pilot will be governed, organized, managed, and controlled. It gives managers a digest of the project for them to approve 
further action and to approve budget purchases for project. Once approved, along with the schedule and test steps, it will be the main 
guide to successfully completing the pilot. 
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6.11     Obtain Approvals 
 
The process of Obtaining Approvals is an umbrella milestone where several approvals are collected before significant work on a pilot is 
done. All approvals can be obtained electronically via email and stored for audit purposes. 
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6.12    Set Initial Project Schedule 
 
Once pilot charters have been approved by the stakeholders and management within OI&T, the next step is to complete an initial 
schedule for the team to follow. Since each pilot will have significantly different needs, the following description will provide the basic 
schedule milestones to be provided. 
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6.13   Plan System and Production Pilot Test 
 
The successful completion of the system test of the pilot is intended to be the technical team’s confirmation that it ready to introduce to 
the users. The production pilot test is where the end users interact with the system. This process describes the steps needed to plan 
both tests. The final output is a plan that can be reviewed by the team, sponsors and stakeholders. The plan should be approved by the 
sponsors and stakeholders before proceeding with the test. 
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6.15   Develop User Training Material 
 
Because of the nature of the individual pilots there may be a need to develop training materials for end users and in a subsequent 
process step training would need to be conducted. In some pilots, the material on how to use new equipment can be provided by the 
vendor. However, if the pilot is introducing a software application or unique configuration using vendor’s equipment, then this process 
step will be needed. This is not intended to be the creation of the final production users training materials. 
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6.16   Develop/ Install/ Configure Process 
 
In this process, the team is actively installing new equipment or software for purpose of the pilot, configuring that equipment and/or 
software to work according to IPv6 Dual stack standards and building software applications to work in the pilot production environment. 
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6.17   Conduct System Test 
 
So that users get the most use out of the system and do not encounter basic errors, the system should be put through a system test. By 
selecting a handful of “sunny day” scenarios where there is a predictable outcome, the pilot team can maximize the users time and 
training. 
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6.18   Train Users 
 
For Pilots that will have an interface to users and expected interaction with users, those users will need to be trained. For Pilots with no 
user interface, this process does not apply. The input for this would be the material created in the Develop User Training Material 
process.  
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6.19   Conduct Pilot Test 
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Appendix A – Acronyms/Abbreviations List 

CIO Chief Information Officer 

CM Change Management  

 

EA Enterprise Architecture 

ESCCB Enterprise Security Change Control Board 

EUD End User Devices 

 

IP Internet Protocol 

IPv4 Internet Protocol version 4 

IPv6 Internet Protocol version 6 

ISP Internet Service Provider 

IT Information Technology 

 

LAN Local Area Network 

 

OI&T Office of Information and Technology 

OMB Office of Management and Budget 

 

PM Program Manager/ Project Manager 

 

ROI Return on Investment 

 

VA Department of Veterans Affairs 

VACO Veterans Affairs Central Office 

VBA Veterans Benefits Administration 

VHA Veterans Health Administration 

VISN Veterans Integrated Service Networks 

 


