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1. Purpose

This circular establishes the policies and delineates roles and responsibilities for the information technology (IT) strategic planning program of the Department of Health and Human Services (HHS).  The HHS IT strategic planning program consists of the HHS Enterprise IT Strategic Plan, Operating Division (OPDIV) IT strategic plans, the HHS Annual Information Resources Management (IRM) and Performance Plan, quarterly IRM reports, and a strategic IT performance management system.  Collectively, these activities form a comprehensive enterprise IT strategic planning program that informs the Department-wide IT priorities that foster the achievement of HHS business outcomes.  

2. Background

Information technology is a powerful conduit for accomplishing the HHS mission, and it presents significant opportunities to drive progress for public health and human services.  IT strategic planning activities are helpful in identifying the IT strategies that will best support and achieve the HHS mission and goals, advance the most effective and efficient use of IT resources across HHS, and align the enterprise-wide IT strategic direction with Departmental, government-wide, and national priorities, while maintaining a focus on citizens, customers, and stakeholders.  

The HHS Chief Information Officer (CIO) and the Office of the Chief Information Officer (OCIO), in coordination with the Operating Divisions (OPDIVs), developed a structured strategic planning program in order to align the strategic direction of HHS information technology with the achievement of HHS programmatic and business outcomes.  Enterprise IT strategic planning establishes the Department-wide IT priorities that foster the achievement of HHS business outcomes.  

3. Scope 

This policy applies to IT strategic planning activities at HHS headquarters (represented by the OCIO) and all OPDIVs.

4. Policy

4.1. HHS IT Strategic Planning Program

HHS is committed to a comprehensive lifecycle of strategic planning activities, including the HHS Enterprise IT Strategic Plan, Operating Division (OPDIV) IT strategic plans, the HHS Annual Information Resources Management (IRM) and Performance Plan, quarterly IRM reports, and a strategic IT performance management system.  

The IT strategic planning program is a closed loop process that ensures accountability and provides linkages to measurable performance goals.  The Enterprise IT Strategic Plan and OPDIV IT strategic plans are developed based on the business needs of the Department and OPDIVs, and take into account other internal and external influences.  These plans describe the strategic direction of enterprise and OPDIV IT by identifying an IT mission, vision, goals, and objectives.  The Annual IRM and Performance Plan outlines the operational IT activities identified to achieve the enterprise IT strategies, and establishes performance measures used to monitor progress in achieving these strategies.  Quarterly IRM reports and performance management activities enable performance-informed management across HHS to optimize HHS IT resources to best achieve desired business outcomes.  The key elements of the strategic planning cycle are depicted in Figure 1 below.

[image: image1.wmf]Evaluate

Performance

Performance 

Management

Performance 

Management

Stakeholder

Feedback

Stakeholder

Feedback

Decision

-

Making

Decision

-

Making

Existing IT 

Strategic Plan

Existing IT 

Strategic Plan

Environmental 

Analysis

Internal

Forces

Internal

Forces

External

Forces

External

Forces

IT 

Performance

IT 

Performance

HHS Business 

Outcomes

HHS Business 

Outcomes

Understand the 

Context

IT Mission

IT Mission

Why

Why

How

How

IT Goals

IT Goals

Performance Outcomes

Performance Outcomes

IT Objectives

IT Objectives

Performance Measures

Performance Measures

Develop the

Strategy

Operational 

Roadmap

Operational 

Roadmap

Implement the 

Strategy

1

2

3

4

IT Vision

IT Vision

Five

-

Year 

Enterprise IT 

Strategic Plan

Annual IRM and 

Performance Plan

Accomplishments

Accomplishments

IT & Management 

Initiatives

IT & Management 

Initiatives

Performance Management

Performance 

Goals/Targets

Performance 

Goals/Targets

Evaluate

Performance

Performance 

Management

Performance 

Management

Stakeholder

Feedback

Stakeholder

Feedback

Decision

-

Making

Decision

-

Making

Evaluate

Performance

Performance 

Management

Performance 

Management

Stakeholder

Feedback

Stakeholder

Feedback

Decision

-

Making

Decision

-

Making

Existing IT 

Strategic Plan

Existing IT 

Strategic Plan

Environmental 

Analysis

Internal

Forces

Internal

Forces

External

Forces

External

Forces

IT 

Performance

IT 

Performance

HHS Business 

Outcomes

HHS Business 

Outcomes

Understand the 

Context

Existing IT 

Strategic Plan

Existing IT 

Strategic Plan

Environmental 

Analysis

Internal

Forces

Internal

Forces

External

Forces

External

Forces

IT 

Performance

IT 

Performance

HHS Business 

Outcomes

HHS Business 

Outcomes

Existing IT 

Strategic Plan

Existing IT 

Strategic Plan

Environmental 

Analysis

Internal

Forces

Internal

Forces

External

Forces

External

Forces

Environmental 

Analysis

Internal

Forces

Internal

Forces

External

Forces

External

Forces

IT 

Performance

IT 

Performance

HHS Business 

Outcomes

HHS Business 

Outcomes

Understand the 

Context

IT Mission

IT Mission

Why

Why

How

How

IT Goals

IT Goals

Performance Outcomes

Performance Outcomes

IT Goals

IT Goals

Performance Outcomes

Performance Outcomes

IT Objectives

IT Objectives

Performance Measures

Performance Measures

IT Objectives

IT Objectives

Performance Measures

Performance Measures

Develop the

Strategy

Operational 

Roadmap

Operational 

Roadmap

Implement the 

Strategy

1

2

3

4

IT Vision

IT Vision

Five

-

Year 

Enterprise IT 

Strategic Plan

Annual IRM and 

Performance Plan

Accomplishments

Accomplishments

IT & Management 

Initiatives

IT & Management 

Initiatives

Performance Management

Performance 

Goals/Targets

Performance 

Goals/Targets

Annual IRM and 

Performance Plan

Accomplishments

Accomplishments

IT & Management 

Initiatives

IT & Management 

Initiatives

Performance Management

Performance 

Goals/Targets

Performance 

Goals/Targets


Figure 1:  HHS IT Strategic Planning Framework

4.1.1. HHS Enterprise IT Strategic Plan

The HHS Enterprise IT Strategic Plan establishes a clear direction for HHS IT.  It defines clear, comprehensive, and enterprise-wide IT strategies, including the HHS IT mission, vision, goals, and objectives.  This strategic direction aligns with the HHS Strategic Plan and identifies how IT enables the achievement of HHS business outcomes.  This plan also takes into account other internal and external demands that impact the direction of HHS IT.  The strategic direction outlined in this plan is valid for a five-year period.  It is updated as needed to account for changes in the HHS Strategic Plan or in internal and external forces that impact the direction of IT at HHS.

4.1.2. OPDIV IT Strategic Plans

In addition to the HHS Enterprise IT Strategic Plan, each OPDIV must develop and regularly update its own IT Strategic Plan that aligns with and supports the goals and objectives in the HHS Enterprise IT Strategic Plan.  OPDIV IT Strategic Plans must also take into account and reflect the unique business needs of the OPDIV.  OPDIV IT Strategic Plans are updated as needed to account for changes in the OPDIV Strategic Plan, HHS Enterprise IT Strategic Plan, or in internal and external forces that impact the direction of IT at the OPDIV.

4.1.3. HHS Annual Information Resources Management and Performance Plan

The Annual IRM and Performance Plan provides a comprehensive overview of HHS operational activities that is updated on annual basis.  It serves as an operational complement to the HHS Enterprise IT Strategic Plan.  It provides detailed information on how HHS plans to annually achieve the IT strategies outlined in the HHS Enterprise IT Strategic Plan.  Included in the Annual HHS IRM and Performance Plan are IT accomplishments for the prior fiscal year (FY), the HHS enterprise IT and management initiatives for the applicable fiscal year, OPDIV major IT investments for the applicable fiscal year, and IT performance goals and targets.  This plan is developed annually during the second fiscal quarter of the current FY for the following FY.  

4.1.4. Quarterly IRM and Performance Reports

Quarterly IRM and Performance Reports will provide updates on HHS’ progress in achieving its established performance goals in the Annual IRM and Performance Plan.  These reports are developed quarterly (i.e. at the end of every fiscal quarter).

4.1.5. Strategic IT Performance Management System 

A key component of the HHS IT strategic planning program is the ability to analyze IT performance relative to the achievement of the IT strategies identified in the HHS Enterprise IT Strategic Plan.  HHS’ strategic IT performance management system institutionalizes a performance management system that begins with defining the right performance measures and ends with decision-making based on results achieved.  HHS IT performance management occurs through six phases depicted in Figure 2 below. 
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Figure 2: HHS Strategic IT Performance Management System
The following table depicts the key activities and results of each phase of the system.

	
	Key Activities
	Result

	Define Measures
	· Translate goals and objectives into strategic performance requirements

· Develop balanced set of strategic performance measures 

· Establish performance target and baseline values
	Creates a comprehensive portfolio of strategic performance measures that capture HHS’ progress towards achieving Departmental IT strategies.

	Collect Data
	· Identify performance measure data elements and their sources

· Collect and record performance data

· Store and manage performance data
	Produces a central repository of comprehensive and accurate IT performance data gathered from sources across HHS.

	Analyze Results
	· Assess “target” versus “actual” performance results

· Summarize and categorize performance data

· Generate OPDIV performance comparisons

· Analyze trends and comparisons

· Determine causes of non-performance
	Generates informative current state and gap business intelligence on enterprise-wide IT investments.

	Report Findings
	· Distribute performance information and analyses findings to stakeholders

· Address stakeholder performance requirements and requests

· Provide actionable information to managers at all levels of the organization
	Distributes meaningful information on IT performance outputs and outcomes to appropriate stakeholders.

	Take Action
	· Make decisions on performance-related issues, as needed

· Take actions to change process, procedure, or organizational changes 

· Adjust IT initiative funding and propose new IT initiatives, as needed
	Ensures IT strategies are fulfilled by maintaining optimized performance levels or taking corrective action, as appropriate.

	Institutionalize System
	· Establish management buy-in

· Standardize performance management processes, policies and procedures

· Embed the performance management system in day-to-day operations

· Integrate performance with other IT management and governance processes

· Communicate progress and successes
	Ensures sustainability and success of the IT performance management system by transforming HHS into a performance-based organization.


4.2. Integration of IT Strategic Planning with Key HHS Business Functions

It is important to integrate IT strategic planning with other key business processes, including the budget process, IT capital planning and investment control (CPIC), and enterprise architecture (EA).  Integration of these key functions results in a comprehensive framework that links IT investments to strategic goals, funds projects based on Departmental priorities, and tracks progress and makes any necessary adjustments to optimize achievement of the IT strategies and outcomes.  Integration ensures that IT operational activities are aligned with the IT strategies outlined in the HHS IT Strategic Plan and are regularly assessed to ensure the achievement of desired outcomes.  Figure 3 identifies the relationships between these core functions.
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Figure 3:  Relationships Between Core Functions

The table below identifies inputs and outputs for each function thereby clearly identifying the synergies between the functions.

	Inputs
	
	Function 
	
	Outputs

	
	
	
	
	

	· HHS Mission, Vision, Goals, and Objectives

· Internal Forces

· External Forces

· Current State of Enterprise Architecture

· Current State of IT Strategic Planning, including progress on IT goals
	(
	IT Strategic Planning
	(
	· IT Mission & Vision

· IT Strategic Goals & Objectives

· Strategic IT Performance Measures

· Key business areas the IT community must prioritize and support

	
	
	(
	
	

	· IT Mission & Vision

· IT Strategic Goals & Objectives

· Key business areas the IT community must prioritize and support

· Current State of Enterprise Architecture
	(
	Enterprise Architecture
	(
	· Enterprise Architecture Target
· Enterprise Architecture Compliance Documentation 

· Enterprise Architecture Transition Plan

	
	
	(
	
	

	· HHS IT Business Case

· Project Work Breakdown Structure

· HHS Select User Guide

· IT Strategic Goals & Objectives

· IT Strategic Performance Measures

· Enterprise Architecture Compliance Documentation

· Enterprise Architecture Transition Plan
	(
	CPIC Select
	(
	· Prioritized IT Portfolio

· Strategic Performance Measures assigned to approved projects



	
	
	(
	
	

	· Prioritized IT Portfolio

· Exhibit 300s

· Exhibit 53
	(
	Budget
	(
	· Funded IT Projects

· OMB Submission

	
	
	(
	
	

	· HHS Control User Guide

· Control Review Templates

· Project Work Breakdown Structures

· Project Performance Data

· Funding Change Requests

· Strategic Performance Measures assigned to approved projects
	(
	CPIC Control
	(
	· Project Performance Reports

· Project Control / Funding Decisions

· Control Review Scorecards

	
	
	(
	
	

	· Project Completion, Performance, and Compliance Data

· User Satisfaction Surveys
	(
	CPIC Evaluate 
	(
	· Project Post-Implementation Review (PIR) Reports

· Lessons Learned

	
	
	(
	
	

	· Project Performance Reports

· Strategic IT Performance Measures assigned to approved projects
· Project Post-Implementation Review (PIR) Reports
	(
	Strategic IT Performance Management
	(
	· IT Strategic Performance Dashboard, 

· IT Performance Reports per Initiative, OPDIV, etc.

· Current State of IT Strategic Planning, including progress on IT goals


4.3. Strategic Planning Cycle

The HHS enterprise IT strategic planning program will be updated to reflect changing internal and external forces on IT.  At a minimum, the following elements of the program will be reviewed and updated as follows:

· The HHS Enterprise IT Strategic Plan is updated every three to five years or as necessary to reflect changes in the HHS Strategic Plan, HHS business needs, or other changing internal and external demands that impact IT.

· OPDIV IT strategic plans are updated every three to five years or as necessary to reflect changes in OPDIV strategic plans and business needs, updates in the Enterprise IT Strategic Plan, or other changing internal and external demands on OPDIV IT.  

· Strategic IT performance measures are revised concurrently with the HHS Enterprise IT Strategic Plan to reflect changes in the IT strategies or as otherwise needed to reflect changes in performance results.

· The Annual HHS IRM and Performance Plan is updated every fiscal year to reflect the latest portfolio of enterprise and major IT investments.  It is developed annually during the second fiscal quarter of the current FY for the following FY.  
· IRM and Performance Reports are developed at the end of every fiscal quarter.
4.4. Departmental Review of the HHS Enterprise IT Strategic Plan

The HHS CIO is responsible for the development of the HHS Enterprise IT Strategic Plan, which outlines the IT strategies that best enable the Department to achieve its business outcomes.  In order to ensure that the plan reflects the business needs of the entire Department, all OPDIVs and Staff Divisions (STAFFDIVs) are invited to participate in plan development.  Following development of the plan, it is submitted to the Secretary for final approval.

4.5. Application and Utilization of the HHS Enterprise IT Strategic Plan

The HHS Enterprise IT Strategic Plan is intended to be a long-term, living document that guides IT operational activities.  The plan helps OCIO and the OPDIVs improve the use of IT to achieve desired business outcomes, and to help the Department improve the way it conducts its business and delivers services to the public.  The plan is to be used as a starting point for OCIO and OPDIVs in conducting IT business planning and decision-making.  It frames the IT priorities for the Department through long- and short-term achievable goals and objectives.

As the mission and priorities of the Department change over time, so must the IT community that serves it.  As such, the Enterprise IT Strategic Plan serves as the driver for organizational change and renewal within the HHS IT community.  As the strategies outlined in the plan change, the organization may change to most effectively pursue these strategies.  When necessary, the HHS IT governance structure must evolve to conform to the priorities outlined in the plan.  The Enterprise IT Strategic Plan is thus a change agent within the HHS IT community, guiding not only the day-to-day operational activities of the OCIO and OPDIVs, but also the organizational and governance structure of this community.

4.5.1. HHS Headquarters

At the HHS headquarters level, the HHS Enterprise IT Strategic Plan is utilized to:

· Guide the Department’s selection of enterprise IT investments through the CPIC select phase.

· Provide a foundation for IT operational activities that support fulfillment of the HHS mission and business outcomes.

· Enable performance-based analysis and decision-making to ensure that resources are optimally utilized to best achieve IT and HHS strategies.

· Delineate the roles and responsibilities of HHS headquarters and OPDIVs in IT governance and performance management.

4.5.2. OPDIVs

In order for HHS to achieve the IT strategies established in the HHS Enterprise IT Strategic Plan, there must be participation, cooperation, collaboration, and coordination among HHS headquarters and the OPDIVs.  As a result, at the OPDIV level, the enterprise planning program is utilized to:  

· Guide the development of OPDIV-specific IT strategic plans, ensuring alignment of OPDIV IT strategies with the enterprise IT strategies.

· Incorporate enterprise IT strategies in OPDIV-specific IT strategic plans in addition to OPDIV IT strategies that support unique OPDIV business needs.

· Assist in the identification and selection of OPDIV-level initiatives and programs that will contribute to the progress HHS seeks to achieve within the HHS Enterprise IT Strategic Plan, and report on the performance of those initiatives as requested.

· Collect and report IT performance data as requested by HHS OCIO to enable the Department to obtain a holistic perspective on progress of IT strategies.

5. Program Governance

The OCIO is the governing body responsible for the management and execution of the enterprise IT strategic planning program.  The HHS CIO, assisted by the HHS OCIO Director of Business Operations, directs the program, and acts as the steward and executor of the Enterprise IT Strategic Plan.  The HHS CIO Council shares the responsibility for the execution of this program, via their participation, cooperation, and support of the activities and requirements set forth in this policy.  Together, the HHS OCIO and CIO Council adhere to the following principles in their governance of the program:

1.  
Accountable for the dutiful execution of the program and for its results.

2.  
Flexible and responsive to the changing needs of the business at both the OPDIV and Departmental levels.

3.  
Representative of all OPDIVs and stakeholders.

4.  
Effective and action-oriented.

5.  
Attentive to communication across the Department.

6.  
Dedicated to consensus-building across the Department.

7.  
Devoted to empowering and motivating employees to fulfill the requirements of the program and the Enterprise IT Strategic Plan.

8.  
Faithful to the Enterprise IT Strategic Plan.

The fulfillment of these governance principles drives the roles and responsibilities of each party to the program.
6. Roles and Responsibilities

6.1. The HHS Chief Information Officer (CIO)

The HHS CIO oversees the entire IT strategic planning program, and as such is responsible for: 

· Developing, maintaining, and facilitating the implementation of a sound HHS Enterprise IT Strategic Plan that supports the HHS Strategic Plan and HHS business needs.

· Ensuring the development of OPDIV IT strategic plans that are aligned with the HHS Enterprise IT Strategic Plan.  

· Integration of IT strategic planning with key functions to include budgeting, CPIC, and EA.

· Developing, maintaining, and facilitating the implementation of an Annual IRM and Performance Plan, which describes how HHS will operationally achieve the IT strategies identified in the HHS Enterprise IT Strategic Plan.

· Overseeing strategic IT performance management, including the creation of quarterly IRM and performance reports.

· Collecting and aggregating strategic IT performance data supplied by the OPDIV CIOs and IT Program Managers

The HHS CIO also chairs the HHS CIO Council and the HHS Information Technology Investment Review Board (ITIRB).

6.2. The HHS CIO Council

The Departmental CIO Council, comprised of the HHS OPDIV CIOs, is responsible for participating in the development of the HHS Enterprise IT Strategic Plan and HHS Annual IRM and Performance Plan.  The CIO Council is also responsible for review and assessment of strategic IT performance data in the Quarterly IRM and Performance Reports.

6.3. The OPDIV CIOs

The OPDIV CIOs are responsible for:

· Participating in the development of the HHS Enterprise IT Strategic Plan and HHS Annual IRM and Performance Plan.  

· Collecting and providing performance data on IT initiatives and activities for Quarterly IRM and Performance Reports.  

· Review and assessment of strategic IT performance data included in the Quarterly IRM and Performance Reports.  

· Developing an OPDIV IT strategic plan that is aligned with the Enterprise IT Strategic Plan and OPDIV business needs.  

The OPDIV CIOs are members of the HHS IT Technical Review Board (TRB) and the Departmental CIO Council. 

6.4. The IT Program Managers

The IT Program Managers are responsible for ensuring that their initiatives support the business needs of the Department as well as the IT strategies identified in the HHS Enterprise IT Strategic Plan.  The IT Program Managers are also responsible for ensuring the collection of performance data for Quarterly IRM and Performance Reports.  

6.5. The HHS IT Investment Review Board (ITIRB)

The HHS ITIRB has the responsibility and authority to review IT investments to ensure that they meet the goals and objectives identified in the HHS Enterprise IT Strategic Plan.  In addition, the HHS ITIRB is responsible for reviewing strategic IT performance data supplied by the Quarterly IRM and Performance Reports and utilizing this information for performance-informed decision-making in selecting/controlling/evaluating IT investments.

7. Applicable Guidance 

The General Accounting Office has identified a number of specific IT strategic planning practices associated with key legislation and regulatory requirements that should be in place at every Federal agency.  Other sources of applicable guidance for IT strategic planning include:

· The Government Performance and Results Act (GPRA) holds Federal agencies accountable for achieving program results by requiring that agencies set goals, measure performance, and report on their accomplishments.

· Office of Management and Budget Circular A-11 provides guidance on preparing a budget submission.  Guidance on strategic planning and GPRA requirements are included in Part 2, "Preparation and Submission of Strategic Plans and Annual Performance Reports."  This section also describes annual performance plans and annual performance reports. 

8. Information and Assistance

Direct questions, comments, suggestions or requests for further information to the Deputy Assistant Secretary for Information Resources Management, (202) 690-6162.

9. Effective Date/Implementation

The effective date of this policy is the date the policy is approved.

The HHS policies contained in this issuance shall be exercised in accordance with Public Law 93-638, the Indian Self-Determination and Education Assistance Act, as amended, and the Secretary’s policy statement dated August 7, 1997, as amended, titled "Department Policy on Consultation with American Indian/Alaska Native Tribes and Indian Organizations." It is HHS’ policy to consult with Indian people to the greatest practicable extent and to the extent permitted by law before taking actions that affect these governments and people; to assess the impact of the Department’s plans, projects, programs and activities on tribal and other available resources; and to remove any procedural impediments to working directly with tribal governments or Indian people.

10. Approved

______________________________ ___________

Kathleen Heuer


 Date

Acting Deputy Assistant Secretary 

   for Information Resources Management 

Acting HHS Chief Information Officer
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