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PURPOSE

Discuss opportunities and challenges of building EA in human services and health care field. CIO’s at all levels of government are doing their best to shrink the distances between stove pipe organizations, share data, respond to E-gov initiatives, develop common languages and adopt interoperability standards.  At the same time, they must face daunting challenges ranging from traditional battles over turf and funding to staying on top of rapidly evolving technologies.

PITTSBURGH AS A SYMBOL

It’s very appropriate that this conference is being held this year in Pennsylvania, and, even more so, that it is in Pittsburgh.

· Pittsburgh was founded more than 250 years ago, because of its location—two mighty rivers, the Allegenhy and the Mongohella joined not more than a couple yards from this hotel to form the might Ohio River.

--What could be a more fitting example of two different streams coming together than here in Pittsburgh?  In our case, those streams are the fields of human services and the field of Medicaid.

· The reason Pittsburgh was founded was because it provided a new pathway, a better route, to the frontier. 

--While people had trekked over the mountains of West Virginia, Virginia, Tennessee and Kentucky, it was a long, arduous journey, tackled only by the most skilled woodsmen and women.

--But the country, even before it was a “country”, had adventuresome people who wanted to moved out what was then the frontier and beyond. 


--It would be much easier to do that with the help of rivers propelling them along than going on foot.  And more people could travel these river highways, easier, faster and cheaper than the lone scout picking his lonely way along the treacherous mountain passes.   

· In addition, it wasn’t just the Ohio River that people were anxious to travel on.  They knew the Ohio led to the Mississippi. If one went down that River, you could to the Gulf of Mexico.  River towns sprung up such as St. Louis, Memphis, Natchez and others on the way to New Orleans.  And, if you went north on that River, as Lewis & Clark did 200 years ago you could get all the way to the West Coast, via the Missouri and Columbia Rivers, with a little portaging in between.

At the risk of carrying my metaphor between this year’s conference site and IT too far, I would like to mention just a few more points of parallelism. 

· Pennsylvania has been the source of coal, that created the energy, that drove the Industrial Revolution forward in this country, for a very long time. It was also the location of the very first oil well (even though states like Texas and Louisiana long ago eclipse it in oil and gas production).  Nonetheless, you can’t have IT, without energy, and this is the place where all of that started.

· In the 19th and 20th Centuries, the citizens of Pittsburgh combined their ideal location at the headwaters of the Ohio, with their abundant sources of energy, and built steel mills—US Steel, Jones & Laughlin, and many others.

The steel provided the infrastructure that Americans rode their future on—the steel rails of the railroad, the steel skeletal structures of their skyscrapers, and the steel bridges that crossed not only the Allegenhy and Mongohella Rivers, but the Mississippi, Missouri, the Columbia, the Rio Grande and the Salmon as well. 

Without Pittsburgh’s steel where would the nation’s automobile industry be?  Where would General Motors, Ford  and Chyrsler be without the help of the people of Pittsburgh and Pennsylvania?  The aviation industry?  Lockheed Martin?

In short, Pittsburgh provided the steel backbone for the Industrial Revolution.

CONNECTING EA AND PITTSBURGH

So there you have it…Pennsylvania’s and Pittsburgh’s legacy to the world we live in.

What does any of this have to do with our efforts to work together on Enterprise Architrecture?

Pittsburgh and Pennsylvania serve as invaluable guides to all of us who are concerned with:

Pathway to the Future

Powerful sources of energy

Creation of a steel backbone

Development of an infrastructure on which the future is built

Think of Pittsburgh’s Allegeny and Mongahella Rivers as two mighty streams.  Relate them to the two streams of public assistance and medical assistance.  For years they have been thought of separately—different sources, different regulators living on their banks.  Then think of them joining forces to make an even mightier river – the River of Human Services – which combined is a much more powerful force than either river could possibly be by itself. Neither river makes it to the Mississippi.  But their combined strength enables that branch that fell into the headwaters of the Mongohella in West Virginia to float past all the great cities on the banks of the Mississippi south of where the Ohio empties into it.

With the help of an enetrprise solution, our travels on the Mississippi can take us all in any direction we want to go on behalf of our clients--north, south, east and west.  EA can, done properly, even lead us to the new frontier of comprehensive, holistic, client-centric care. 

There is no question but this new frontier will demand all of our limited resources, and more.  But done properly, it will match these scarce and critically constrained assets perfectly with the right people who need them—not just clients, policy analysts, senior executive decision makers and the private industry--to arrive at outcomes that strengthen our common national purpose.

THE JOURNEY DOWN THE IT RIVER

This ride down the River of Human Services, in the context of IT and Enterprise Architecture, will require a tremendous amount of ENERGY in the form of talent, people and money.  

It will need the skilled hands of bold adventurers who have a vision every bit as grand as those people who knew Pittsburgh was the right place to get started on that journey.

We will need today’s counterpart to steel backbone provided by Pittsburgh’s mills on which to place our enterprise-wide architectural backbones and frameworks.

And we will require an infrastructure based on standards of data transmission and interoperability which, if done properly, will enable the human service programs and their data warehouses to roll, ride and fly as easily as trains, cars and planes do today.

STATE VERSUS FEDERAL IT – WHOSE ENTERPRISE IS IT ANYWAY?

No topic is more popular today to discuss, or read about in trade journals, than Enterprise Architecture.  Everyone is an architect.  And everyone is part of an enterprise.  If you’re not, you will be.  Just wait.

For people who are Chief Information Officers (CIO’s), this issue about enterprise architectures is something of a 2-edged sword.

For years, CIO’s have been like deans of medical schools; i.e., they have the title but they traditionally have lacked the authority to get things done.

Not because they were ineffective.  But because they sat on top of a host of competing fiefdoms, each of which was headed by a baron, whether that’s the Head of the Department of Oncology who has just landed a big federal grant and thinks of herself as absolutely bullet-proof.  Or an MMIS Director who says, in effect, if you want to maximize federal match at 75 or even 90% FFP, you better let me call the shots.

In both cases, the CIO and the Dean are made to feel very impotent.  Yet, it’s their job to make sure the trains run on time, that everyone plays together nicely, and that they not only have a “vision” ….  but that it might even be carried out within their life time.

So Enterprise IT Architecture at the state level has come along at just the right time.

Now, instead of sitting on top of systems and people who don’t talk to each other, the CIO’s goal can be to ensure everyone buys into the common Vision.  That they begin to adopt some common standards for sharing data.  That they even begin to work for the enterprise’s common good from the perspective of clients who are being served, rather than as stove pipes that must be fed.

I think we are certainly seeing the physical manifestation of this today in the marketplace.

The number of firms that are marketing “enterprise-wide” IT solutions is mushrooming as fast as toadstools following a spring rain.

Nearly every state has not only a state-wide CIO but a human services CIO, another one for

Their Department of Transportation, for their Justice system, an their school systems to name just a few examples.  Yet, there is hope that all these CIO’s can get together and iron out their differences.  After all, they have more in common than they have differences, and it’s much better than each of the CIO’s have to arm wrestle with the heads of systems and programs theoretically at least, placed “below” them on the organization charts.

But all of this flowering of enthusiasm for Enterprise Wide Architectures (and, I might add, “Frameworks”) does have it’s downside.

For the sake of discussion, let’s pretend that there really is somewhere a state where all of this has been worked.  Let us close our eyes and pretend the county CIO’s are not a problem, that the individual programmatic division directors are not a problem, that the departmental CIO’s are not a problem and that everyone is on board with the mother-of-all-CIO’s vision in that state’s because that person whomever they may be sittedth at the right hand of the governor.

In spite of all this collegial bliss, and Era of Warm and Fuzzy Feelings, I need to ask a question:  “Are we out of the woods, yet?”

Of course not.

As I said, imagine there is such a state that achieves IT Nirvanah through a well thought through, hotly debated Enterprise Architecture plan.

In fact, image TWO such states!  Both of whom has a perfect EA.  Do you think they can talk to each other?  Of course, not.  Share data?  Never!  Reach similar conclusions?  What are YOU smoking?!

This isn’t the first time we’ve had such a dilemma, of course.

Remember those steel rails I mentioned earlier, the ones the trains ran on?

Up to about the time of the Civil War, each state had its own railway system.  The only problem was they couldn’t agree on the gauge.  So every time, a train wanted to cross a state border, they had a problem.  The width of the wheel’s axles wouldn’t allow them to go from one state to another.

National and Federal  IT Architecture Efforts

Well, the states were eventually able to develop some work-arounds for their rail systems, of course.  Passengers would have to disembark and be loaded on trains waiting on the other side of the state line to take them on their way.   

I think today, we call such a solution, relying on “clearinghouses” and “translators”.  How silly and old-fashioned those old fuddy duddies were back in the days of the Civil War when Ray Hanley was just a boy!  

At any rate, I think this is the part where the Feds come in.

We don’t want EA’s that do NOT talk to each other.  We DO NOT want YOUR federal tax dollars to support newer, bigger STOVEPIPES, that go under today’s more fashionable nomenclature going under the name of “enterprise architectures” but whose enterprise stops at an individual agency’s or department’s door, or at the state’s borders with another state, or at the boundaries of the functional areas we care about today such as “Food Stamps”, “Child Support”, or “Medicaid”.

We want to help create a seamless interchange of information and ideas, that transcend the real as well as the virtual silos we have been living in for so many years.  And we do not want to spend all of this time, and all of our money that neither of us have, to simply build bigger silos.

CONCLUSION

The world, fortunately, is not as bleak as I have just painted it.

We must walk before we can run.  The fact that states are looking at enterprise architectures and frameworks at the state level is terrific.  We would encourage more of that.

In addition, associations of state officials are working across state boundaries to get the “guage” of their electronic “rails” right.  NASCIO has but one of these major initiatives with their EA toolkit on the web.  There are many, many others.

The federal government is also deeply involved in these EA’s—ranging from such action-forcing statutes as HIPAA (insufficiently funded as it may be…), to OMB’s E-gov initiatives in 23 areas, to the public health community, as well as the Centers for Disease Control and Prevention working on their infrastructures and disease surveillance systems.    

Finally, it’s important to mention that we, too, at CMS have been working on a national Medicaid IT Architecture (MITA).  I can not do justice to describing the tremendous progress we have made it the past year on it.  But I know that two people who are from my office can and will do that later today from 11:15 to 12:30 PM in the Kings Garden Room South.  Suffice it to say that because this is likely to a 3-5 year effort, even after one year, there will be plenty of opportunity for your input. 

