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Recommended Tools and Techniques

Using an automated Analytical Hierarchy Process (AHP)-based tool, as shown in the
following VMM in Action box, te support in the decision process significantly improves
the likelihood that the outcome of the prioritization will reflect multiple perspectives.
AHP mathematically determines the relative importance of criteria and is a proven
method employed widely in government and industry. During sessions employing an
AHP tool, a trained facilitator leads participants through a process of focused discussion
and decisions on pairs of criteria (pair wise comparisons). Each participant votes using
an electronic kevpbad. and the results are automatically disnlaved for all particinants. A
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The graphic depicts the restilt of an AHP Tonl-assisted session conducted to priaritize the data derived for
each of the five Valug Factors. Two days prior to this session, the selected participants were sent a written
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U. S. Department of Veterans Affairs

Capital Investment Methodology Process

Summary of Problem(&&):

The following is a case study of the re-engineering effort at the U.S. Department of
Veterans Affairs. It highlights VA’s innovations to improve their annual prioritization of
projects competing in diverse categories for capital investment decisions and linking all
decisions to strategic goals.

of Z|AMX|L{o{Zofl CHEF AbE| HATFEM, CHEE HFolM XHE FX CHE S
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Summary of Benefits to Agency(Z }):

The VA’s success in re-engineering their capital investment process lead them to be
recognized by the Office of Management and Budget as a leader in capital investment
decision making in the federal government. “VA is the first civilian agency to develop an
agency-wide capital planning process that allows for trade-offs among categories of
assets, such as medical and non-medical equipment, infrastructure and information
technology”.1 By adding structure to their capital investment process they were able to go
from conflict based decision-making to consensus driven evaluation of projects against
strategic priorities.

omB(O|Y odtE EHlstT =7t HEZ=ORE AESE FA)E VALl 832 0I5 HY™ER 7|z
3 A2 A oAZHoMel Elez el-EE. “VAE HC|AD HiHC|A |, elzetet HET|E Sit
g2 A B2 7F trade-off(HIE 2B ¥z FEE RXlste A)S 7IsstH st ¥ FAX XHE
AHE Z2MHAE JHLE A HA FAMO|Ch. AE FA ZRMAE FZSECEZM ASTIE oAHEEE
S5otn ol T2 Sofl Z2HMESES MY RU=RE 7IEQE TitY & UA ZIUCH
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Sullivan recently told Federal Computer Week that “the VA had initially tried to create an
AHP-type methodology on its own but it just didn’t work. Expert Choice came in and
customized the decision support software program to our needs. It prioritizes and is used
by managers on the policy level to agree on goals and weights. It's a crossfertilization of
the disparate points of the bureaucracy the first time out of the box, and it saves millions of
dollars.” 2
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The benefits of using Expert Choice to structure project priorities include a dramatic
reduction in the time to make decisions, better proposals, and an overall better selection
and control of projects to be funded based on their contribution to strategic objectives.
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Other benefits include:

Improved compliance with legislative mandates

Establishing a clear performance base line for future planning efforts
Communicating strategic goals and objectives across the organization
Linking capital investments to strategic goals

Providing primary source documentation in support of budget requests
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Because the VA now has the ability to more effectively allocate resources to those
projects with the highest strategic value, they are able to deliver better services oriented
towards improving the quality of life and satisfaction of veterans in the system.

Moz e HIEE = U7 =ol mef,

It is also worth noting that the General Service Administration recognized the success the
VA had using Expert Choice and identified them as a “Best Practice” in the PolicySite
Newsletter. If imitation is the best compliment, General Service Administration duplicated
the success of the VA for their own capital investment process and implemented Expert
Choice to allocate over $1 Billion of their budget as well.

Tt GSA(OI=Z e 5L =Eo|a, e )7t PolicySite Newsletter0ll M VA7l Expert ChoiceE
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1 Federal Times, “Acquisition Reforms Show Steady Progress,” January 10, 2000, McElveen, R., p. 3
2 Federal Computer Week, “A Problem-Solving Machine,” September 4, 2000, Caterinicchia, D., pp. 48-49
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