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1 PROGRAM CHARTER PURPOSE

The Program charter defines the scope, objectives, and overall approach for the work to be completed.  It is a critical element for the success of key phases of the Program – Initiation, Planning, Execution, Control and Assessment.  It should be the single point of reference on the Program for goals and objectives, scope, organization, estimates, work plan, and budget. In addition, it serves as an agreement between the Program Team and the Program Sponsors, stating what will be delivered according to the budget, time constraints, risks, resources, and standards agreed upon for the program.
2 PROGRAM BACKGROUND AND OVERVIEW
Background:
NCI – CBIIT has adopted Enterprise Conformance and Compliance Framework (ECCF) with a goal to have a testable, traceable approach to specifying and quantitatively measuring the conformance of a given application, service or software component ECCF is one of the four components of HL7’s Services Aware Interoperability Framework (SAIF).
By defining the concepts of Conformance, Compliance and Consistency in terms of the artifacts that explicitly represent them, ECCF enables the materialization of the caBIG® EAS i.e. collections of related, layered specifications that are bound to various business contexts.  The ECCF allows the enterprise to enforce that the software components be created as parts of a whole, cohesive enterprise architecture that is focused on all business needs and extends beyond technical implementations.  The ECCF turns the focus of architecture discussions from satisfying a technical implementation requirement to satisfying business needs, thus promoting enterprise level Working Interoperability.  This focus leads to strategies that enable identification of reusable capabilities that can be adopted and deployed for multiple contexts.  This is where Service Oriented Architecture (SOA) emerges as one of the three specification contexts of the ECCF specification stack (the other two being Enterprise Architecture and Computable Semantic Interoperability) 1.
Why SOA?
SOA Benefits:
i) SOA provides integrated, agile software infrastructure that enables quicker delivery of business capabilities and reduces business and technology impact of changes
ii) SOA can bridge isolated data sources and ensure data integrity
iii) SOA helps reduce redundancy of business capabilities improving efficiency
SOA provides a concrete implementation pattern for the architecture by building on six concepts1. 


i) Contracts specify the semantics of a given service

ii) Business-focused Interfaces realize contracts

iii) Services Collaborate around business needs to accomplish some task

iv) Services assume Roles in Collaborations
v) Governance focuses on the interface

vi) Service specifications are technology-independent
Program Overview:
NCI – CBIIT has embarked on the Enterprise Service Specification and Implementation program with a goal of accomplishing enterprise level Service Oriented Architecture.  
The main objectives of this program are:

· To promote and advance the adoption and implementation of standardized, interoperable services by caBIG® application teams and software product vendors.  These services may then be composed into any number of processes/workflows to provide specific business solutions
· To support the establishment of and provide ongoing support to the governance for the definition, specification, development and adoption of Enterprise Services

· To support Enterprise Service Portfolio Management by acting as a central entity with a view to service development activities across all domains (Clinical Sciences, Life Sciences, Tissue Banks and Pathology Tools, Imaging)
· To actively enable the development of a set of templates and implementable interface standards to form the basis for architecture and integration decisions

Program Approach

A preliminary list of candidate BIGHealth Enterprise Services created in early 2009 represents the first expression of the Enterprise Services vision.  NCI is a customer as well as a contributor to this BIGHealth Enterprise Service Portfolio.  This service portfolio is organized in the form of a "Periodic" table and has the following four layers of services3:
1. Business Services – Services focused on states of business processes and transactions that blend well with human processes
2. Capability Services – Services focused on coherent management of key domain structures (for example, Schedules, Specimens, and Images)
3. Core Services – Core Services focus on the management of information structures that are central to BIG Health
4. Utility / Infrastructure Services – Represent reusable pieces of functionality that leverage healthcare IT practices for dealing with rich semantics and interoperability in the clinical and research areas (for example, Enterprise Vocabulary Services, Security Services, and Knowledge Management)
The current portfolio of NCI's Enterprise Services (NES) was derived from this original Periodic table and follows the same taxonomy.  The latest version of the NES can be found at https://wiki.nci.nih.gov/display/EAWiki/Candidate+NCI+Enterprise+Services
One of the responsibilities of the program team will be to devise a release planning approach and apply it to create an Enterprise Services Roadmap, depicting the sequencing and implementation timelines for the services.
Any release planning approach for the Enterprise Services will have to consider the criticality of services being implemented as well as the service dependencies as two key factors.  Many applications and services will need to use the Utility/Infrastructure enterprise services.  So, these services will need to be developed and rolled out first.  Similarly, many Business and Capability services will need to invoke Core Services since the Core services focus on the management of information structures.  So, those services will need to be next in line.  Thus, the taxonomy of Enterprise Services will play a key role in Release planning.
The program team will create the roadmap working with NCI CBIIT management and then collaborate with the application/product teams within the NCI caBIG® program to facilitate implementation of the roadmap in a phased manner. 
Key responsibilities of the program team will include:

· Identification and prioritization of candidate Enterprise Services
· Support Enterprise Services governance process by managing the service scope and specification approval workflow
· Creation and Communication of Service Specification Standards and Templates

· Reviews of the ECCF service specification documents to ensure conformance 
· Seek and implement guidance from CS CAT related to individual services as well as overall Enterprise Services roadmap.
3 PROJECT SCOPE
3.1 Goals and Objectives
	Goals
	Objectives

	1. Enable SOA implementation within the NCI - caBIG® program for improving adaptability, interoperability and reuse in a consistent, standardized manner
	1. Establish a methodology for consistently specifying services by creating and distributing standards and templates related to Enterprise Service Specifications
2. Assess conformance to standards and ensure consistency of application of standards

	2. Support establishment and maintenance   of Enterprise Service Governance framework

	1. Identify candidate enterprise services, their definitions and functional boundaries
2. Create an overall roadmap for SOA implementation by prioritizing among candidate enterprise services

3. Identify specification and implementation teams, coordinate among various teams to resolve dependency issues

4. Approve new service proposals, promote re-use across and within workspaces and avoid redundant point-to-point custom interfaces.


3.2 Deliverables In Scope
	Deliverable Name
	Description

	1. Enterprise Services Roadmap
	This will be a comprehensive list of all enterprise services, their definitions, dependencies, major milestones and status.  This roadmap will be updated throughout the program lifecycle.

	2. ECCF Templates
	Templates for all logical and physical specifications within NCI’s Enterprise Conformance and Compliance Framework (ECCF).
· Scope and Description Document

· Conceptual Functional Service Specification (CFSS)
· Platform-independent Model Service Specification (PIMSS)
· Platform-specific Model Service Specification (PSMSS)

	3. ECCF Standards Conformance Assessment
	Review of service scope documents and service specifications developed by project teams and communication with CS CAT regarding outstanding conformance issues.  Support governance of NCI's Enterprise Service Development workflow. 

	4. Enterprise Services Portfolio and Wiki Management
	Review new service proposals , create and maintain a program wiki space with all related content such as program overview, enterprise service portfolio, links to key artifacts and service implementation status

	5. Service Specifications
	The ESS program team will be responsible to develop Service Scope and Description documents and specification documents (CFSS, PIMSS) for certain assigned services.


3.3 Deliverables Out of Scope

1. Service Scope Documents, CFSS and PIMSS for services that have not been assigned to the Enterprise Service Specifications (ESS) team – While the ESS team will be assigned to develop the service scope, CFSS and PIMSS artifacts for certain services, the specification documents for all other services will be developed by other assigned teams.
2. PSMSS for all services – These will be developed by the implementation teams.
3. ECCF Training – ECCF training for the Service design and development teams will be out of scope for the ESS team.  There is another team working on developing such training.

3.4 Program Estimated Duration
The Enterprise Services at NCI will be implemented in a phased manner.  The first phase is expected to complete in 2010.  Work on remaining Enterprise Services will be taken up in 2011.  For the exact list of services to be implemented in 2010, please refer to the Enterprise Services Wiki site at https://wiki.nci.nih.gov/display/EAWiki/Candidate+NCI+Enterprise+Services
4 PROJECT CONDITIONS
4.1 Program Assumptions and Constraints
· While there is a current baseline of enterprise services, additional enterprise services will be identified during the course of the program.  Conversely, some services may be removed from the current baseline as opportunities to consolidate certain services are identified.
· For each service on the Enterprise Services Roadmap, project teams will be assigned and funded by NCI CBIIT.  The assigned project teams can meet the overall Enterprise Service Roadmap timelines.  Otherwise, the Enterprise Services team will address the schedule issue by bringing stakeholders together to find a solution and making appropriate changes to the services roadmap.
· All service specifications developed after January 2010 will be written with NCI's BRIDG 3.1 as the only semantic profile.  This semantic profile will use NCI's restricted ISO 21090 data types.  All specifications written prior to this date may stay at BRIDG 2.1 level as long as there is no impact on interoperability.  If there is impact on interoperability, the old service specifications will need to be updated to use BRIDG 3.1 semantics.
· Even if CFSS for a service includes multiple compliance profiles, a single PIM will be created spanning all compliance profiles.
4.2 Program Issues

This is an initial list of Issues identified for this Program.  Refer to the Project Management 
Plan for additional details and GForge Location for the Program Issues Log.
Priority Criteria
H − High-priority/critical-path issue; requires immediate follow-up and resolution.
M − Medium-priority issue; requires follow-up before completion of next project milestone.

L
 − Low-priority issue; to be resolved prior to project completion.

	#
	Issue Context
	Issue Description
	Potential Impact and Resolution
	Priority

H/M/L
	Issue Date

	1
	caTissue Schedule
	Next release of caTissue will integrate with several Enterprise Services.  caTissue is planning to use the Agile Scrum methodology with several smaller iterations during first half of 2010.  According to the current Roadmap, some of the Enterprise Services caTissue will integrate with are not going to be ready before 3Q 2010.
	Potential schedule impact to the caTissue project if the timelines for related Services cannot be pulled back.
Discuss various alternatives with the service  implementation project teams including: 

1. Iterative release approach

2. Stub-implementation approach
	H
	11/30/09

	2
	BRIDG Version
	Since PSC has not been harmonized with BRIDG yet, there are major differences in the concepts among PSC, BRIDG 2.1 and BRIDG 3.0.  The first draft of the Planned Calendar CFSS has used PSC semantics. 

Although this issue came up for Study Calendar service specifications, the scope of the issue is broader and it needs to be determined if the Service Specifications should conform to the latest version of BRIDG (3.0) instead of BRIDG 2.1.
	The issue will be presented to the CS CAT with a recommendation to change the conformance requirement to BRIDG 3.0.  

Once CS CAT makes a decision on the version of BRIDG, existing specifications will need to be revised to align with the appropriate BRIDG semantics. 
Update 1/11/10:  CS CAT approved the use of BRIDG 3.1.

The issue is now Closed.
  
	H
	12/07/09


4.3 Program Risks
The following section identifies key risks identified for the program at this point in time.  It should be noted that the risks for the program will change throughout the life cycle and will be monitored and managed continuously.

	#
	Risk Area
	Likelihood
	Impact-Mitigation Plan

	1
	Performance/Scalability  
The infrastructure/utility services may not be able to support a wide user base as the Enterprise Services Consumer base grows.

As the Enterprise Services implementation and adoption grows across NCI, more and more functional and capability services will start relying on the infrastructure/utility and core services.  The consumer base for the infrastructure/utility and core services will become broader, increasing the need for these services to support scalability.

If the infrastructure/utility services fail to support the performance needs, the implementation of services and applications relying on this infrastructure and more generally, the enterprise service architecture adoption will be jeopardized.
	Medium
	a. According to the Enterprise Services Roadmap, the infrastructure/utility services will be developed and implemented before the functional services.  The services specifications for the infrastructure/utility services will be reviewed to ensure the services are designed to support scalability.
b. For the infrastructure/utility and core services that are currently in production, based on an initial performance/scalability assessment, enhancement plan will be established.



	2
	Service Dependencies 
Implementation of services that rely on other services may be impacted seriously if the dependencies are not managed appropriately.

Because of the number of services that have been planned as part of the NCI Enterprise Services as well as the total number of stakeholders, the rollout and adoption of Enterprise Services is going to be a multi-phase, multi-year effort.  As a result, there is a risk associated with the coordination of efforts across multiple areas.

	High
	Service dependencies will be identified, communicated and managed diligently.  In the instances where there are issues related to the implementation timelines of two services with a dependency relationship, options such as acceleration of schedule, iterative incremental releases or interface contract stub implementation will be explored by working directly with the stakeholders involved.

	3
	Slow Adoption

Enterprise Service Oriented Architecture implementation success depends on two key aspects – 
1.  Ability to identify and encapsulate reusable capabilities in the form of enterprise services and 
2.  Consumer applications and services making the required changes to start using the Enterprise Services.
A large enterprise such as NCI caBIG® is likely to have a wide spectrum of relative priority of enterprise services adoption among the stakeholders.  There is a risk that, even after the services are available for use, caBIG® applications continue to use their tightly coupled, technology-specific interfaces delaying the enterprise-level adoption of the service oriented architecture.

	Low
	The Enterprise Services program team will proactively identify consumers of all Enterprise services and establish communication with them and report on the status of adoption.

The program team will also work to ensure plans are established for timely adoption of Enterprise Services.

Additionally, any issues related to the relative priority of a particular stakeholder in the adoption will be raised to the CS CAT. 

	4
	Granularity of Services

There is a risk that the Enterprise Services are defined excessively fine-grained.
Achieving the appropriate level of granularity for the definition of services in the Enterprise Service portfolio is critical.  
	Low
	A tendency to make every possible interface available as part of a service needs to be restrained since it may result in a performance overhead as well as unnecessary maintenance needs.

The Enterprise Services program team will review the specifications of each service to ensure the interface definitions are strictly grounded in business requirements.


5 Program Team and Stakeholders - Roles & Responsibilities
	Name
	Role
	Responsibilities

	John Speakman
	Executive Sponsor
	· Approve overall Enterprise Services Roadmap
· Make necessary resources (funding and human resources) available.

· Resolve conflicts amongst stakeholders, if needed.

	Christo Andonyadis
	Program Sponsor
	· Provide overall guidance and vision to the Enterprise Services program.
· Review and approve program deliverables

	Nancy Roche,
Jeff McLean
	SAIC-F COTR
	· Provide program oversight

· Review and approve Service Specification and Implementation Team Assignments
· Review and approve Program Deliverables

· Review and approve Statements of Work as needed, for Service Specification and Implementation projects and facilitate contract funds distribution. 

	Kalpesh Patel 
	Lead SOA Architect
	· Understand NCI’s long-term strategy and goals to establish a baseline for Enterprise Services Architectural framework
· Provide architectural guidance to ESS SOA Architect and technical leads on the Development teams as necessary

	Santosh Joshi
	Program Manager
	· Create project management related deliverables
· Monitor and control the program according to the project management plan.

· Act as a central point of contact for coordination among stakeholders

· Ensure quality of all deliverables

· Define processes and ensure compliance.

· Periodic Program Status Reporting

	Brian McIndoe
	SOA Analyst
	        Identify candidate services, maintain master list of services and service dependencies

        Create Service Specification documents as assigned

         Review Service Specification documents created by other teams
        Create ESS standards as assigned
· Identify opportunities to improve efficiency, eliminate redundancy within service specification and development processes

	Kunal Modi
	SOA Architect
	· Create Specification and other Service document templates

· End-to-end Service Requestor and Provider design

· Service Modeling – Use data and function modeling techniques to define service interface contracts

· Ensure all architecture designs and service specifications are compliant with ECCF
· Create Service Specification documents as assigned

	CBIIT Development Teams that include (but not limited to) the following:

caEHR Team,
CTRP team,

caBIG® Clinical Trials Suite Application Teams,

caBIG® caTissue Team,

caBIG® Imaging Program Team

	Service Development Teams
	· Follow Enterprise Services governance process
· Create ECCF deliverables for the assigned services

· Update ECCF deliverables based on ESS team and CAT feedback

· Develop, Test and Deploy services

	Business Architecture Model (BAM) Team
	
	· Provide business process analysis support during storyboard and CFSS development.

	CAT (CS or LS)
	Architecture Governing Body
	· Review and Approve all Service Specifications within the workspace
· Establish architectural guidelines

	BRIDG Team
	
	· Provide BRIDG guidance to ESST and CS Service Development teams
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