Architecture Review Board Discussion Paper - Mission and Charter of Board Committees, Technical Committees and Special Interest Groups

To begin with, there is significant confusion around terminology.  The terms “mission”, “charter”, “scope”, “objective”, “goal” and “project” are all used without definition and with significant overlap.   On the HL7 website, there is a QA Mission Page which lists the “mission” and “scope” of each committee.  Interestingly, there is no consistency in what is actually contained in each section, other than “mission” tends to be over-arching statements and “scope” tends to be statements of refinements.  

I reviewed the web site and found: 

· Architecture Review Board – no statement

· CCOW – no statement

· Clinical Decision Support – Mission; Projects

· Control/Query – Charter (draft); Projects

· Data Warehousing – no statement

· Education – no statement

· Implementation – Charter (from QA mission page)

· International Affiliates – no statement

· Medical Records/Information Management – Mission; Scope, Scope Examples; History

· Modeling and Methodology – Charter; Projects

· Orders and Observations – History; Mission; Scope; Scope Examples; Project Definitions

· PAFM – Mission; Scope (no statement); Projects

· Patient Care – History; Mission; Scope; Scope Examples; Project Definitions

· Scheduling and Logistics – Mission Statement; Projects; Scope

· Vocabulary – Objective; Goal; Definitions; Background

· XML – Mission Statement; Charter

· Accountability, Quality and Performance – no statement

· Blood Bank – Mission Statement; Goals

· Claims Attachment – Mission Statement and Scope 

· Community Health Services – Mission; Projects; Scope

· Component Based Messaging – Mission; Tasks

· Conformance – Mission Statement; Scope Statements

· Government Project – Charter (which consists of Mission; Scope; Leadership)

· Image Management – Mission Statement; Projects

· Lab Automation – Mission; Background; Projects

· MPI Mediation – Mission; Scope; SIG Deliverables

· Personnel Management – no statement

· Secure Transactions – Scope; Charter

The conclusion is there is no common understanding of what committees are responsible for documenting, what the definition of the contents are or what the format is expected to be.  The QA Mission Page was neat, but not complete and certainly not up to date.

If the Architecture Review Board is charged with providing guidance to new committees establishing, or committees revising, their Mission and Charter, we probably better decide on what terms we intend to use and also to define those terms in the HL7 context.  I would propose we just decide and publish our decisions without getting into any debate since many of the above terms are used interchangeably depending on local convention.  For the purposes of this discussion paper, I’m going to refer to “Mission” to mean the single statement summarizing a committee’s essential purpose and “Charter” to be any expansion of the mission statement to refine or clarify the purpose.  

A Mission statement and Charter identifies what the reason for being is of each particular group.  It helps orient new members about the role each group plays in getting the work of HL7 accomplished.  Each group has specific responsibilities it can be held accountable for.  Some groups are accountable to the Technical Steering Committee and some are accountable directly to the Board of Directors. Groups can produce normative messages, other normative products, or informative products.  Groups can be responsible for researching opportunities in new technologies, exploring protocol (message) requirements in new areas, being a liaison with other organizations outside of HL7 but with compatible interests, providing supporting services to other HL7 groups, or some combination of any of these.  

The distinctions between groups; TCs, SIGs, board appointed, are not clear to everyone.   I checked the bylaws and there is no difference explained there, just how to establish and dissolve them (more than 5 to start one, less than 5 2 meetings in a row are grounds for dissolution).  On a point of interest, the bylaws have standing administrative committees including Implementation, Education, International, Finance, Membership, Nomination and Marketing, but do not recognize the ARB as a Board appointed standing committee.  

With this background, the following is a recommended template for the Mission Statement and Charter of any of the groups that make up HL7:

Group Name: 

Unique, descriptive, concise

Mission: 

Clear, concise statement of purpose, answers the question “why are we here”

Charter: 

Refines the Mission statement by adding more detail describing:

· what the group is responsible for producing or providing in general terms, especially normative specifications 

· to whom they are accountable

· statements that clarify the area of focus, especially if another group has a related interest

· formal relationships with other groups (in or out of HL7) 

These statements should not be time dependent, but be applicable for the foreseeable future.

Statements about expected specific deliverables and timeframes are more properly contained in Project Scope statements.

To practice what we preach, here is what I came up with for the Architecture Review Board:

Name: Architecture Review Board

Mission: Ensures HL7 produces protocol specifications that are not contradictory, meet ANSI standards and move HL7 toward the TSC accepted architecture principles.

Charter:

The Board of Directors created the Architecture Review Board to oversee the normative specifications that HL7 produces.   The intent is to ensure that the full set of specifications is congruent.  The Architecture Review Board assists the Technical Steering Committee by reviewing the Mission and Charter of groups being established or changing their mandate, as well as reviewing the groups’ Project Scope statements.  Review criteria focus on avoiding overlaps and gaps in the areas of responsibilities or those that fall outside the scope of HL7.  Projects are reviewed to avoid the production of conflicting specifications that would adversely affect the user or vendor communities.  Guidelines are developed and feedback provided as groups develop their statements to continuously improve communication among groups and with HL7 members in general. 

