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HHS Enterprise Architecture

Description

This initiative develops and implements an Enterprise Architecture (EA) for the Department.  Section 5125 of the Clinger-Cohen Act (CCA) requires “developing, maintaining, and facilitating the implementation of a sound and integrated information technology architecture for the executive agency.”  As defined in the CCA, “information technology architecture,” with respect to an executive agency, means an integrated framework for evolving or maintaining existing information technology to achieve the agency’s strategic goals and information resources management goals.

An EA establishes the Department-wide roadmap to achieve the Department’s mission through optimal performance of its core business processes within an efficient IT environment.  Enterprise architectures are “blueprints” for systematically and completely defining an organization’s current (baseline) or desired (target) environment.  Enterprise architectures are essential for evolving information systems and developing new systems that optimize their mission value.  This is accomplished in logical or business terms (e.g., mission, business functions, information flows, and systems environments) and technical terms (e.g., software, hardware, communications), and includes a sequencing plan for transitioning from the baseline environment to the target environment.

These institutional blueprints assist in optimizing the interdependencies and interrelationships among an organization’s business operations and the underlying IT that support operations.  For EAs to be useful and provide business value, their development, maintenance, and implementation should be managed effectively.  
EA, as described by the Federal Enterprise Architecture Model: Business, Service Components (i.e., applications), Data and Technical Reference Models.  This architecture framework is the cornerstone to automating and enhancing HHS technology so that its business objectives may be met.  HHS has begun a comprehensive effort to improve the quality, effectiveness and timeliness of services provided to the millions of people served by the Department and its State, local, Tribal, and non-governmental partners by providing standardization and collaboration in the use of technology, applications and data, and business process.  To realize the strategic objectives, critical infrastructure protection vulnerabilities and adoption of an enterprise security framework are also addressed in the Department’s architecture.

Initiative Goals

The major goals identified for the HHS Enterprise Architecture initiative are:

	Goal 1   (
	Enterprise Architecture contributes to the overall improvement of HHS services to citizens.

	Goal 2   (
	Enterprise Architecture facilitates progress towards the ‘One HHS’ Vision.

	Goal 3   (
	Establish the HHS EA Program and Program Team including:
· Establish a formal office, with staff, to support the HHS EA.

· Implement an Information Technology Investment Management system and the Enterprise Architecture Management System (EAMS).

· Conduct Business Case, OMB Exhibit 300, and EA related training (data collection and analysis; target development).

· Develop a comprehensive HHS-wide architecture that is compliant with the Federal Enterprise Architecture Framework and all FEA Reference Models.

· Establish an initial EA baseline and IT Portfolio.

· Based on Baseline Analysis, establish and document Target IT Architecture.  

· Develop and Implement Transition Plans to Realize the Benefits of the Target Architecture.

· Provide Guidance to OPDIVs in the development of their OPDIV-wide enterprise architectures.

	Goal 4   (
	Develop and implement an IT Portfolio Management Methodology integrated with CPIC including:

· Develop an integrated view of how major, cross-cutting, and high visibility IT investments are related to the agency’s EA and the Federal Business Reference Model.


The HHS enterprise architecture will provide the Department with the ability to identify data and process redundancies and inefficiencies in its information systems.  The EA will also provide a common technical standard for applications development and hardware and software deployment.  Enterprise Architecture is a consistent and reliable vehicle for meeting end user requirements and assists in the delivery of a high quality-computing environment i.e., reliable systems; available systems; efficient sharing of information; and proper access to applications, data integrity, and secure information and applications.  An efficient and cost effective computing environment results because user requirements can be met in less time and with less labor compared to other infrastructure management approaches.  
The premise of Enterprise Architecture is closely aligned with many of the goals established in the President’s Management Agenda as well as to the HHS Enterprise IT Strategic Plan.

The EA initiative supports the following goals from the President's Management Agenda: "Improved Financial Performance," "Expanded Electronic Government,” and "Budget and Performance Integration."  The Enterprise Architecture project supports the strategic goals from the President's Management Agenda.  In accordance with the Clinger-Cohen Act, the OMB Circular A-130, Presidential Decision Directive 63 (PDD-63), the Government Performance and Results Act (GPRA), and the Health Insurance Portability and Accountability Act (HIPAA), the Department of Health and Human Services is committed to reengineering its IT structure to improve the lives of Americans and provide world leadership in biomedical and public health and human service.  The HHS Strategic Plan (FY 2003 – FY 2008) outlines these objectives in the form of strategic goals and guiding principles and aims to make the Department more accountable through balanced measures of performance and an optimally managed information systems infrastructure.

The Enterprise Architecture project supports the goals laid out by Secretary Tommy Thompson in his “Statement of Direction Regarding Information Technology.”  Those goals are: 

· Administer the HHS' information technologies on an "enterprise" basis...  The HHS' strategic planning effort will emphasize HHS as a "single corporate enterprise" rather than many separate agencies.

· Establish an effective enterprise architecture ...  achieve an optimal level of integration and consolidation of cross-functional and administrative systems such as financial management.
The purpose of Enterprise Architecture and its related benefits directly support the direction that the Secretary has recommended for HHS.

Scope

The HHS EA Project involves the Office of the Secretary and Support Staff as well as the HHS OPDIVS, which include:

· Administration for Children and Families (ACF) 

· Administration on Aging (AoA)

· Agency for Healthcare Research and Quality (AHRQ) 

· Agency for Toxic Substances and Disease Registry (ATSDR) 

· Centers for Disease Control and Prevention (CDC) 

· Centers for Medicare & Medicaid Services (CMS) 

· Food and Drug Administration (FDA) 

· Health Resources and Services Administration (HRSA) 

· Indian Health Service (IHS) 

· National Institutes of Health (NIH) 

· Program Support Center (PSC) 

· Substance Abuse and Mental Health Services Administration (SAMHSA)


The scope of the proposed EA at this time, includes the baseline, analysis and target for the following layers:

· Strategy (Goal, Objective)

· Stakeholders (Category, Class, Entity)

· Business (Area, LOB, Subfunction)

· Data (Area, Class Entity)

· Applications (Application)

· Technology (Service Area, Product, Standard, Component)

· Workforce (Job Category, Title, Specialties)

· Security

The EA initiative aligns closely with both the Capital Planning and Security initiatives, which are also in progress.  The data that is collected and analyzed for the EA may be impacted by the requirements of those initiatives.

Justification

Alignment with the HHS Strategic Plan

The Enterprise Architecture initiative supports the HHS overall mission and the goals stated in the HHS Strategic plan.  The initiative specifically supports:

	HHS Goals
	HHS Objectives
	Description of Alignment

	Goal 8

Achieve excellence in management practices.
	Objective 8.1

Create a unified HHS committed to functioning as one Department.
	The initiative directly supports this objective as it will enable the Department to better identify and eliminate duplication, and to identify opportunities to provide uniform, integrated information systems for all of HHS.

	
	Objective 8.2

Improve the strategic management of human capital.
	The initiative directly supports this objective as it will enable the Department to better identify opportunities for alignment of workforce with the Lines of Business of HHS.

	
	Objective 8.5

Enhance the use of IT in service delivery and record keeping.
	This initiative directly aligns with this objective as it furthers the use of IT in creating a more efficient, effective, and secure operating environment within HHS.  It promotes improved communication and collaboration among customers / stakeholders, while enhancing the ability to conduct business transactions.

	
	Objective 8.6

Achieve integration of budget and performance information.
	The initiative directly supports this objective as it will enable the Department to track performance measures within the context of the overall Enterprise Architecture, and will better allow this information to integrate with budgetary information.


Alignment with HHS IT Strategy

The initiative closely aligns with each of the HHS IT goals:

	IT Goals
	IT Objectives
	Description of Alignment

	Goal 3

Implement an enterprise approach to IT infrastructure and common administrative systems that foster innovation and collaboration.


	Objective 3.1

Establish a basis for consolidated infrastructure to achieve interoperability and communication among operating divisions.


	The initiative directly supports this objective, as it will enable the Department to better identify opportunities for infrastructure consolidation and alignment, between and amongst OPDIVs.

	
	Objective 3.3

Enable the unification and simplification of similar IT business processes and services within and across operating divisions.
	The initiative directly supports this objective, as it will enable the Department to consider unification of technologies in the context of business process.

	Goal 4

Enable and improve the integration of health and human services information.
	Objective 4.1

Provide integrated public health information services across HHS and to private industry, first responders, other healthcare providers, and the public.

	The initiative directly supports this objective, as it will enable the Department to identify opportunities to integrate and streamline information delivery along specific business lines.

	Goal 5

Achieve excellence in IT management practices.
	Objective 5.1

Strengthen HHS enterprise-wide processes for collaborative IT strategic planning, capital planning, and investment control.
	The initiative directly supports this objective, as it will enable the Department to develop a framework and reference model for discussing and deciding on strategic initiative to be pursued.  

	
	Objective 5.2

Apply strong project management and performance measurement processes to critical IT projects to achieve project success.
	The initiative facilitates this objective, as it will enable the Department to identify performance measures in the context of the overall Department Enterprise Architecture.  

	
	Objective 5.4

Establish and maintain IT policies and SOPs to ensure compliance with evolving Federal legislation and OMB regulations.
	The initiative directly supports this objective, as OMB requires EA activities and results.  It is necessary to conduct this initiative in order to be in compliance with Federal regulation.


Alignment with Security Efforts and E-Gov Efforts

In order to carry out the HHS mission and ensure critical infrastructure protection, HHS will optimize the management of its information systems infrastructure through the development and implementation of a comprehensive Enterprise Architecture and architecture strategy.  Following the IT guidance provided by the Clinger-Cohen Act and PDD-63, HHS will build greater consistency and efficiency into information technology management across the Department by effectively utilizing standard software products.  Threats to computer security, automating manual processes, E-Gov and the need to minimize information technology costs invite the enterprise approach to technology management that HHS is pursuing.  The EA effort emphasizes the importance of developing information systems that meet the need for reliability and availability, while providing state-of-the-art security and privacy.  
Overall, the EA promotes sound business and IT decisions by facilitating comprehension of HHS’ complex environment.  The primary purpose of the HHS EA is to inform, guide, and constrain the decisions for the enterprise, especially those related to IT investments.  The EA program supports simplified and redesigned work processes that result in higher quality, more effective customer services, reduced operational complexity, and relocation of budget resources to alternate and higher value use.  This enables HHS to effectively support customers, operate programs, and manage change.  Implementation of opportunities uncovered through analysis of the EA promises to vastly improve operations, save costs, and allow systems to be more effective.  They allow for improved investment decisions and help ensure funding is targeted to investments that produce the most value for HHS.

Management of the Initiative 

The HHS Enterprise Architect will manage this program.  A contracting officer will be assigned to the initiative when funding becomes available and the process of developing a statement of work and competing and awarding a contract to support the HHS EA program begins.

The project is currently managed and performed by the Enterprise Architecture Project Team.  This team is well-balanced, with well-defined roles for senior members from the IT and business mission communities.  The EA Project Team’s includes staff from all HHS Operating Divisions (OPDIVS) and is led by the HHS Enterprise Architect.  The project enjoys strong support from HHS senior management and senior management in each OPDIV.  
The EA Project Team includes the following skill areas:

· Program/Project Management,

· Information Technology,

· Data Modeling, and

· IT Security.

Currently, the Department and it’s OPDIVs use a work breakdown structure and associated cost estimates to create a cost and schedule of milestones for development projects and maintenance expenditure forecasts to measure the performance of operational initiatives.  Performance is measured against the planned cost and schedule of milestones.  HHS intends to use the recently revised Earned Value Management System (EVMS) that is integrated with the Information Technology Investment Portfolio System (I-TIPS) as their performance based management system (PBMS).  As part of the Select and Control phase of the Department/OPDIV IT investment management process, project managers use planned cost and schedule information for their development milestones.  This information provides the baseline against which actual cost and schedule performance is collected and measured.  An earned value analysis is conducted using the baseline and actual data provided by the project managers.  The result of this analysis feeds directly into the assessment of the project's health, which impacts the overall select and control decisions made about the investment.  If an initiative's variance approaches -10%, the Department or OPDIV directs corrective actions that are monitored until the variance is eliminated or there is strong evidence that no further increases in the negative variance will occur.

The Enterprise Architecture Program will evolve into a permanent Architecture Office at the department level.  The current team consists of technical experts and business process engineers from each OPDIV.  This team will interact with the department level Architecture Director as agency representatives in the same forum.  The new Enterprise Architect will have the ultimate responsibility for the enforcement, implementation and maintenance of the enterprise architecture.  The technical experts will provide design, development, and deployment referencing the specific layers of the EA.  Business process engineers will help to optimize processes and procedures defined as part of the EA.  They will also assist in the transition from decentralized architecture management at each OPDIV to a central Enterprise Architecture governance for enterprise initiatives, while supporting a federated governance model for unique OPDIV initiatives.

Milestones

The Enterprise Architecture program team will deliver the following milestones:

	Milestone
	Completion Date

	Determine HHS EA framework and governance structure
	1Q FY 2003

	Install HHS EA Repository
	2Q FY 2003

	Establish HHS EA Program Team Structure and Tools
	3Q FY 2003

	Complete Draft HHS EA Strategy, Policy and Program Management Plan
	3Q FY 2003

	Establish Initial Performance Measures and Tracking Mechanism for HHS and OPDIV EA
	3Q FY 2003

	Develop Draft Initial, Conceptual Target EA and Standards
	3Q FY 2003

	Develop Draft EA Business Case Templates
	3Q FY 2003

	Develop Outreach Briefings for Stakeholders
	3Q FY 2003

	Establish Draft High Level EA Communications Strategy
	3Q FY 2003

	Pilot an EA Awareness and Training Program
	3Q FY 2003

	Finalize HHS EA Repository Structure
	3Q FY 2003

	Establish Plan for EA Integration with Governance Process (including CPIC)
	3Q FY 2003

	Establish Draft EA Transition Plans
	3Q FY 2003

	Finalize HHS EA Strategy, Policy and Program Management Plan
	4Q FY 2003

	Finalize Performance Measures and Tracking Methods for EA
	4Q FY 2003

	Finalize High Level EA Target and Standards
	4Q FY 2003

	Finalize Initial EA Business Case Templates
	4Q FY 2003

	Finalize High Level EA Communications Strategy
	4Q FY 2003

	Launch EA Awareness and Training Program
	4Q FY 2003

	Populate EA Repository with High Level Baseline Data
	4Q FY 2003

	Complete Initial EA Integration with Governance Process (including CPIC)
	4Q FY 2003

	Update Initial EA Transition Plans
	4Q FY 2003

	Review and Update EA Target and Standards
	FY 2004

	Review and Update EA Business Case Templates
	FY 2004

	Expand EA Awareness and Training Program
	FY 2004

	Maintain Baseline Data in EA Repository and Initiate Target Data in Repository
	FY 2004

	Extend EA Integration with Governance Process (including CPIC)
	FY 2004

	Evaluate EA Program Against Performance Measures
	FY 2004

	Review and Update EA Transition Plans
	FY 2004

	Review and Update EA Target and Standards
	FY 2005

	Review and Update EA Business Case Templates
	FY 2005

	Continue EA Awareness and Training Program
	FY 2005

	Maintain Baseline and Target Data in EA Repository
	FY 2005

	Integrate EAMS and Portfolio Management Tool
	FY 2005

	Extend EA Integration with Governance Process (including CPIC)
	FY 2005

	Evaluate EA Program Against Performance Measures
	FY 2005

	Review and Evaluate EA Transition Plans
	FY 2005

	Review and Update EA Target and Standards
	FY 2006

	Review and Update EA Business Case Templates
	FY 2006

	Continue EA Awareness and Training Program
	FY 2006

	Maintain Baseline and Target Data in EA Repository
	FY 2006

	Enhance Decision Support Capabilities for EA
	FY 2006

	Add Advanced Technology Interfaces to EA Process
	FY 2006

	Extend EA Integration with Governance Process (including CPIC)
	FY 2006

	Evaluate EA Program Against Performance Measures
	FY 2006

	Review and Evaluate EA Transition Plans
	FY 2006

	Review and Update EA Target and Standards
	FY 2007

	Review and Update EA Business Case Templates
	FY 2007

	Continue EA Awareness and Training Program
	FY 2007

	Maintain Baseline and Target Data in EA Repository
	FY 2007

	Enhance Decision Support Capabilities for EA
	FY 2007

	Add Advanced Technology Interfaces to EA Process
	FY 2007

	Extend EA Integration with Governance Process (including CPIC)
	FY 2007

	Measure and Report EA Performance Against Set Performance Measures
	FY 2007

	Review and Evaluate EA Transition Plans
	FY 2007


Reporting Requirements

The Enterprise Architecture initiative will adhere to the following reporting requirements:

	Reporting Requirement
	Frequency

	EA Report to OMB
	Quarterly


Performance Goals and Measures

OIRM defined the following performance goals and measures:

	Initiative
Goals Supported
	Existing Baseline
(FY03)
	Planned Performance Improvement Goal

(Per Fiscal Year)
	Planned Performance Metric

	· 
	
	04
	05
	06
	07
	08
	

	Architecture contributes to the overall improvement of HHS services to citizens.
	HHS is initiating the Dept. Level EA
	50%
	75%
	100%
	100%
	100%
	Number of mission initiatives included in architecture.

	Architecture facilitates progress towards the ‘One HHS’ Vision.
	EAMS is installed; will be 25% populated by end of FY03
	50%
	75%
	100%
	100%
	100%
	Percentage population and Use of EAMS.

	
	HHS is initiating the Dept. Level EA
	10
	20
	30
	40
	50
	Number of standards Identified for Architecture.

	
	HHS is initiating the Dept. Level EA
	25%
	50%
	75%
	100%
	100%
	Percentage of proposed initiatives implementing reusable components through architecture analysis.

	
	HHS is initiating the Dept. Level EA
	25%
	50%
	75%
	100%
	100%
	Percentage of initiatives identified through the architecture that support the ‘One HHS’ Vision.

	Establish the HHS EA Program and Program Team.
	HHS is initiating the Dept. Level EA and has installed EAMS
	25%
	50%
	75%
	100%
	100%
	Percentage of mission initiatives represented in EAMS.

	
	HHS is initiating the Dept. Level EA and has installed EAMS
	50%
	100%
	100%
	100%
	100%
	Percentage of OPDIVs populating EAMS with Architecture Data.

	Develop and implement an IT Portfolio Management Methodology integrated with CPIC.
	HHS is initiating the Dept. Level EA and CPIC Process Integration
	50%
	75%
	100%
	100%
	100%
	Percentage of initiatives which request architecture review and approval prior to requesting funding. 

	
	HHS is initiating the Dept. Level EA and CPIC Process Integration
	75%
	100%
	100%
	100%
	100%
	Percentage of initiatives (which have requested architecture review) receiving an architecture decision prior to entry into CPIC process.


Risk Mitigation
The Enterprise Architecture initiative operates on a combination of the Federal Enterprise Architecture Framework (FEAF) and the Zachman Framework.  An open, standards-based architecture will eliminate the possibility of isolating custom-designed components.  The EA alternative takes full advantage of available COTS technologies and utilizes contract support to implement those technologies.  Conducting preliminary tests and running a test pilot, with the implementation shared among associate project teams, mitigates technical risks.  HHS will strongly endorse architecture programs within its agencies.  The goal is for each agency, as well as the departments, architecture program to mature and include a robust configuration management program.  HHS will adopt the practices of the Federal Enterprise Architecture Business Relationship Model and implement it where possible.

The Enterprise Architecture projections for integration/development costs will be monitored closely, and the system life cycle methodology will be applied and monitored.  The EA initiative will develop a requirement analysis process to ensure the priorities of the customer are met within the funding limitations.  A disciplined project management structure also will be developed that will include communications and feedback mechanisms to ensure substantial involvement and buy-in from those who will be customers of Enterprise Architecture.

HHS performed a weighted risk analysis.  The results are summarized below:

	Risk
	Description
	Probability
	Mitigation Strategy
	Status

	Schedule Risk
	The schedule for the establishment of the EA office and the EA components will not be met.
	Medium
	The Enterprise Architecture Program team has been established The Government and contractual staffing levels will be a critical factor to the timely execution of the individual associate project plans.  EA will be implemented department wide.  
	Medium risk now with the risk to be lower as the program management and implementation details are to be finalized over the next two months.

	Cost
	The cost of the establishment of the HHS EA will be higher than planned

Staff and contractor resources are only estimates at this time.  
	Medium
	This is a complex investment due to its being an enterprise-wide HHS project.  Though the cost estimates are well supported, the amount of configuration done to each module remains to be worked out.  This is part of the implementation planning.  OPDIV partners are implementing functional architecture programs.  This will support parallel implementations and will speed up full implementation minimizing the risk of time and cost overruns.
	Initial planning has begun.  OPDIV partners have been identified.  
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