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Executive Summary 

For governance to be effective, it must be deployed upon a solid architecture foundation and must be tightly integrated with Capital Planning Investment Control (CPIC) and System Development Lifecycle (SDLC) processes.  To achieve these ends requires a governance framework and authoritative body to manage and oversee the evolution and transformation of the USPTO as an enterprise.  The USPTO Enterprise Architecture Governance Board (EAGB) is the authoritative body for governing the UEA and applicable information technology investments. 
The EAGB operates within the UEA Governance Framework and provides oversight and guidance. The EAGB:
· Articulates architectural policy,

· Renders critical decisions affecting the UEA,

· Identifies UEA artifacts, 

· Manages and approves changes to UEA artifacts,

· Authorizes research and development of technologies and services.

· Ensures that changes to the UEA are consistent with enterprise-wide goals and objectives,

· Ensures that IT investments and IT projects are consistent with the UEA.

· Ensures adherence to UEA policy, plans, and standards.
In addition to the EAGB, the Chief Information Officer (CIO) serves as the authoritative body regarding IT Standards in support of the UEA Governance processes.
This document describes the framework, processes, and key roles and responsibilities that will be used to govern changes to the USPTO Enterprise Architecture (UEA), IT Standard Products, IT Standard Specifications as well as governing IT investments and IT projects.  
The UEA Governance is focused on driving standardization, reducing complexity and technical diversity, with the ultimate intent of the improving efficiency and effectiveness of USPTO IT capabilities.  By establishing a UEA Governance Framework and processes that promote collaboration and transparency across the enterprise, the right people will be engaged and contributing to reviews allowing the USPTO to capitalize on the knowledge of the enterprise which will improve the quality of the information used to make decisions.  The UEA Governance processes and roles and responsibilities are intended to provide the structure and guidance necessary to ensure consistent execution of governance process and procedures so that decision can be reached quickly and that the oversight function does not slow progress but rather improves the overall planning, design, and implementation resulting in a more efficient delivery of capabilities.
I. Introduction 
Implementation of effective USPTO Enterprise Architecture (UEA) Governance will enhance the USPTOs capability to manage investments in IT by providing the oversight, grounded in architecture, which is necessary to drive standardization, improve interoperability, reduce complexity, and thus reduce cost.  The USPTO Enterprise Architecture Governance Board (EAGB) is the authoritative body for governing the UEA and applicable information technology investments.
For governance to be effective, it must be deployed upon a solid architecture foundation and must be tightly integrated with Capital Planning Investment Control (CPIC) and System Development Lifecycle (SDLC) processes.  The benefits of the UEA cannot be fully realized without effective governance to guide and constrain IT investments and IT projects throughout the phases and lifecycle of institutional processes.
A. Purpose

This document describes, at a high level, key UEA Governance processes, roles and responsibilities. 
B. Scope

The scope of this document is limited to the UEA Governance Framework and supporting UEA processes and roles and responsibilities. 
C. UEA Governance Documents
The UEA Governance authority, framework, processes, roles and responsibilities, and required information are defined in the suite of documents listed below.  

1. UEA Governance Process Guidebook

2. IT Standards Policy

3. EAGB Charter

4. UEA Information Technology Standards Change Control Process

5. UEA Artifact Change Control Process 
6. UEA Standards Waiver Process

7. UEA Integration with CPIC Process

8. UEA Integration with SDLC  Process
9. Governance Forms User Guide
The documents vary in level of detail from a high level executive overview to specific step by step technotes that describe how each process and step will be carried out.  The documents are intended to provide guidance to business area representatives, governing bodies, project managers, program managers, and architects concerning:
· The USPTO EA Governance processes.
· The roles and responsibilities for the UEA governance processes.

· The required information to support the UEA governance processes.

· The linkage between the UEA and capital planning and investment decisions.

· The linkage between the UEA and the system development life cycle.
The suite of documents is maintained by the Enterprise Architecture Governance Board, with contributions from the membership and other stakeholders, and is intended to evolve as required to meet the needs of the enterprise.  
II. USPTO EA Governance 
This UEA Governance consists of a governance framework that integrates processes and roles and responsibilities, which will be used to govern changes to the UEA, IT Standard Products, IT Standard Specifications as well as governing IT investments and IT projects. The EAGB is the authoritative body for governing the UEA and applicable information technology investments.   In addition to the EAGB, the Chief Information Officer (CIO) serves as the authoritative body regarding IT Standards in support of the UEA Governance processes.
This document will define the UEA Governance Framework, it relationship to the USPTO Enterprise Architecture framework, the processes, and the pertinent organizations and their roles and responsibilities as it pertains to governance.

A. UEA Framework
The objective of UEA program is to integrate resource decision-making with disciplined planning and governance activities to yield better program performance and to drive transparency of resources, specifically IT investments. 

The UEA program is based upon the Federal Enterprise Architecture (FEA) Program which fosters collaboration across the federal government and within and between agencies. OMB emphasizes the need for agencies to share a common language and common taxonomies (i.e. Reference Models) in representing their Enterprise Architecture (EA). The FEA reference models provide this common language and taxonomy across the spectrum of business, performance, data, services, and technical domains.  Through the application and extension of these models, Agencies will realize the cost and schedule benefits afforded by the FEA Program. 
The UEA Framework is USPTO’s implementation of the FEA guidance and reference models.  Shown in Figure 1 - UEA Framework, the UEA Framework conforms to the FEA Reference Models and is used to illustrate the interrelationships of the USPTO business needs, the service capabilities and supporting technical infrastructure to achieve the vision, goals, and objectives of the enterprise.

The UEA Framework simplifies the view of the relationships among the FEA reference models, by representing the USPTO EA in three fundamental architectural tiers or layers (i.e., Business, Services, and Technical), all of which are intersected by three critical architectural dimensions (i.e., Information and Data, Performance, and Security and Privacy). This means that the three basic perspectives of the USPTO EA (the Business View, the Services View, and the Technical View) must always be considered in the context of three pervasive architectural domains: Information and Data, Performance objectives and measures, and Security and Privacy controls. The UEA Repository is utilized to manage the complex relationships that exist within and across each layer and perspective of the UEA Framework.

The UEA Framework and associated architectural products are critical enablers to effective governance as they provide the set of constraints (e.g. principles, guidance, standards) from which the USPTO’s EAGB will govern. For example, the Target Architecture will identify the future preferred platforms (e.g. Linux) and an emphasis on using well engineered, virtualized environments over discrete physical devices.  The EAGB would use these preferences as input for reviewing programs.
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Figure 1 - UEA Framework
B. UEA Governance Framework 

The UEA governance framework is a structure to ensure that IT and architecture decision making is being made holistically in the best interest of USPTO.  This Governance Framework is a composition of UEA governing elements participating through collaborative processes consisting of enterprise architecture review and decision-making.  The institution and implementation of the UEA Governance Framework is strategically aligned with the FEA and other Federal Agency implementations while concurrently providing value to the USPTO business areas and their customers.
The UEA Governance Framework includes the necessary USPTO business and technical expertise to render rational and timely decisions from the consensus-building process to ensure successful delivery of UEA and ultimately USPTO objectives.  As indicated in the figure below, the UEA governance process requires support by essential governing elements and is integrated into the CPIC process and the IT project SDLC.
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Figure 2 - UEA Governance Framework

Key UEA Governance Roles

· EA Governance Board (EAGB)

· Chief Information Officer (CIO)

· Enterprise Architecture Division (EAD)
· Project Architecture Review Team (PART)
C. UEA Governance Key Roles and Responsibilities
The UEA Governance is intended to be a collaborative forum that promotes transparency and inclusion of all applicable organizations.  The roles and responsibilities described below included only those responsible for strategic guidance and overall management of the UEA Governance.  Additional details for all organizations and their associated roles and responsibilities can be found in the UEA Governance technotes.

EA Governance Board (EAGB)
The USPTO EAGB is the authoritative body for the approval and management of the UEA.  The EAGB operates within the UEA Governance Framework.  The EAGB approves changes to the Enterprise Architecture and associated artifacts as well as approving new artifacts and retirement of obsolete artifacts.  The EAGB is also the approval authority for adding, changing, or removing products from the IT Standard Products and may also grant waivers as necessary for IT investments and IT Projects using non-conforming products.  The EAGB also provides recommendations and endorsements to the CIO on changes to IT Standard Specifications. The EAGB assesses UEA compliance with the IT Investment and IT Projects architectures and transition strategies during the CPIC project selection, control, and evaluation phases and milestones of the SDLC.  The EAGB may delegate their approval authority at their discretion.
Chief Information Officer (CIO)
The CIO is the approval authority for adding, changing, or removing IT Standard Specifications.  (S)He is also the authority for granting waivers to IT investments or IT projects that are not compliant with a given specification(s).  The CIO may delegate his/her approval authority at his/her discretion.

Enterprise Architecture Division (EAD)
The EAD establishes and maintains the UEA Program providing the foundation for the UEA Governance.  The EAD coordinates EA activities across the USPTO to support the integration of different architectures and artifacts.  The EAD serves a facilitation role to support UEA Governance and is responsible for coordinating and scheduling reviews with the EAGB and CIO.  The EAD serves as a liaison between the approval authorities and the change requesters and/or respective project/program managers.  The EAD tracks and reports on all UEA Governance actions and decisions.  The EAD also supports the EAGB by conducting analysis and providing recommendations during the Governance and Change Control processes.
Project Architecture Review Team (PART)

The PART conducts technical reviews of the project deliverables and artifacts at key project milestones.  The reviews ensure that technical quality and architectural compliance to OCIO technical standards and practices. The PART is a technical working group composed of OCIO architectural and technical Subject Matter Experts (SMEs).  Participation by SMEs in PART project reviews may vary, based upon the life cycle review being conducted, the technology being implemented, and/or the architectural components being impacted by the project.   Also, the level of the review may vary based upon the complexity and architectural significance of the AIS release. The PART documents the results of its review; captures appropriate metric; works with the IT project to resolve discrepancies; and, formally reports to the EAGB the results of its review and the status of the IT project's actions taken to address technical issues. The PART elevates, to the EAGB for consideration, unresolved technical issues, requests to create new or change existing standards, and request for exception(s) to existing standards. 

D. UEA Change Control and Governance Processes
The UEA Governance is focused on two primary functions: (1) UEA and IT Standard Change Control and (2) IT Investment/Project Governance.  The change control is a vital function in being able to effectively govern IT Investments and Projects.  The change control provides the foundation of current, relevant, and accessible UEA artifacts and IT Standards so that they may be used to guide governance decisions on IT Investments and Projects.  Without the authoritative content within the UEA to inform decisions, the governance function would be too subjective and lack credibility.  The UEA Governance processes are overview below.  Additional details can be found within the technote for each respective process.
UEA Change Control Processes
The UEA Change Control Processes serve a critical role in supporting the overall UEA Governance.  The processes provide the capability to manage and evolve the artifacts and IT Standards that are used as means to determine compliance, grant waivers, and ultimately provide architectural approval for IT project and investments.  An overview of the process is provided below in Figure 3 - UEA Change Control Process Overview.  As shown, the Requester is responsible for identifying the change required.  The EAD conducts reviews and provides input to the EAGB and CIO for their approval of changes to artifacts, IT Standard Products, and IT Standard Specifications.  The IT Architects and UEA Artifact Owners are responsible for implementing the approved changes.
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Figure 3 - UEA Change Control Process Overview
There are two primary change control functions that are provided as part of the UEA Governance.  Change Control for UEA Artifacts and Change Control for IT Standards. Both processes are summarized below.
UEA Artifact Change Control Process
The Change Control process aims to provide a current and relevant UEA that serves as an authoritative foundation for the governance processes.  The Change Control process leverages the USPTO EA Governance bodies (e.g. EAGB) to manage the UEA and supporting artifacts.  These artifacts include UEA architectures, transition strategies, sequencing plans, governance documents, processes, principles, and other artifacts.
The changes to the UEA Artifacts are proposed by a requester, who can be anyone within the USPTO enterprise, to the UEA Artifact Owner(s) and the EAD who review and develop recommendations to be provided to the EAGB for approval.   Where possible, approval authority is delegated to the EAD and the UEA Artifact Owner.  Once approved, the change is implemented and a new version is published.  The EAD serves as a liaison between the requester and the approval authority.

See UEA Artifact Change Control Technote for additional details.
UEA IT Standards Change Control Process
The IT Infrastructure Standards Change Control Process ensures that IT Standard Specifications and IT Standard Products are created, updated, or retired to meet evolving business and technical requirements.  The EAGB and CIO are the primary approval authorities for the IT Infrastructure Standards Change Control Process.  The EAGB is the approval authority for the IT Standard Products.  The CIO is the approval authority for the IT Standard Specifications. The EAGB and CIO can elect to delegate approval authority.

Proposed changes to a standard are submitted to the IT Architect for consideration. If the IT Architect supports the proposed change, the IT Architect coordinates the proposed changes with the EAD and the appropriate UEA stakeholders.  The IT Architect works the EAD to finalize the change package and to schedule the review and approval by the EAGB and CIO, as appropriate.

See UEA IT Standard Change Control Technote for additional details.

UEA Governance Processes

The UEA Governance Processes are the means by which the UEA can influence IT projects and investments.  Through these processes the UEA can drive standardization, reduce technical diversity and complexity, allow for flexibility via waivers, and ultimately reduce the cost of delivering the IT capabilities required to achieve the mission of the USPTO.  The UEA Governance Processes are integrated with two major institutional processes; Capital Planning and Investment Control, and the System Development Lifecycle.  The high level overview of the Governance Processes is provided below in Figure 4 - UEA Governance Processes Overview.
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Figure 4 - UEA Governance Processes Overview

As shown, the Project Team is responsible for providing the required artifacts to the Project Architecture Review Team for review.  If necessary the Project Team can submit a waiver to address non-conforming IT Standards that will be reviewed by the EAD, EAGB, and CIO based upon the scope of the waiver.  The EAGB is the final approval for IT project and investments architectural compliance.  The UEA Governance Processes are summarized below.

UEA Governance Integration with the CPIC Process
The USPTO Governance Integration with the CPIC Process is focused on providing a UEA review of IT Investments and IT Projects at each phase to ensure strategic alignment, promote interoperability, reduce technical diversity, and drive standardization in effort to make better investment decisions that are more effective and efficient.  

At each CPIC phase, the EAGB engages with the program management office to provide a UEA Compliance assessment.  The UEA Compliance assessment intent varies based upon the specific phase.  For example, in the select phase the assessment is more focused on strategic alignment.  Once it has reached the evaluate phase the assessment would focus on ensuring the investment or project continues to conform to IT Standards and a determination of how well UEA related performance measures are being met. 
See UEA Governance Integration with the CPIC Process Technote for additional details.

UEA Governance Integration with the SDLC

The integration of the UEA and SDLC processes ensures that UEA compliance is considered and verified in the formulation and execution of IT projects to improve interoperability, reduce complexity, and promote the reuse of existing capabilities were possible.  

At each SDLC milestone, the PART engages with the Project Team to collect the required inputs.  The PART reviews vary depending on the architectural significance of the project, technology involved, and milestone.  Initially the reviews are focused on the compliance of the artifacts during the concept and definition.  As the investments evolve, the reviews become more focused on design and ultimately code reviews.  The PART is the liaison between the project manager and the EAGB.  

See UEA Governance Integration with the SDLC Technote for additional details.
UEA Standards Waiver Process

While the UEA Governance is intended to guide investments, it’s infeasible to assume that all projects will always conform to the specific guidance and standards set forth in the UEA.  To promote innovation and ever-changing business needs the Waiver Process affords the flexibility and agility, when necessary, to meet mission and business needs. 

IT Investment and IT Project managers submit a request for Waivers when they are using a product (s) that are not on the IT Standard Product List or are not in compliance with an IT Standard Specification as found in the Technical Reference Model.  The request for a Waiver is reviewed by the applicable IT Architect and the EAD who conduct analysis and provide recommendations to the EAGB for IT Standard Products, and the CIO for IT Standard Specifications for their review and decision on the Waiver. 

See UEA Standards Waiver Technote for additional details.

III. Summary
The UEA Governance is focused on driving standardization, reducing complexity and technical diversity, with the ultimate intent of the improving efficiency and effectiveness of USPTO IT capabilities.  By establishing a UEA Governance Framework and processes that promote collaboration and transparency across the enterprise, the right people will be engaged and contributing to reviews allowing the USPTO to capitalize on the knowledge of the enterprise which will improve the quality of the information used to make decisions.  The UEA Governance processes and roles and responsibilities are intended to provide the structure and guidance necessary to ensure consistent execution of governance process and procedures so that decision can be reached quickly and that the oversight function does not slow progress but rather improves the overall planning, design, and implementation resulting in a more efficient delivery of capabilities.
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