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Preparing OpenNCP for the future

Preface

This paper outlines activities and options for the future of the OpenNCP. It has been written following the discussions at the PSB meeting March 19, 2014. Note this is a living document, it is incomplete by nature and figures should be considered estimates. The paper is meant to be enhanced by the parties involved, namely epSOS PNs and, like it has been, by the participants of the OpenNCP Community. The target audience are primarily the PNs which are considering using the OpenNCP after the end of epSOS. It can be expected that the OpenNCP will only be the first of a number of open source eHealth related developments; this paper only considers the OpenNCP while the principles and mechanics should also work for other developments.  OpenNCP Community is an interoperability asset of epSOS. Next step would be to evolve OpenNCP Community from a project related entity to an independent, neutral and open for all participation Project Office to promote cross border healthcare interoperability in practice. OpenNCP should be governed by a new roadmap of activities than will allow gathering all cross border healthcare interoperability software developments under one umbrella, allowing Member States, Industry, National Projects, Regional Projects, EU projects to request and obtain support services in that domain. OpenNCP community needs to have a sustainable model of operation both in Governance and financial support. OpenNCP community milestone number one is to keep up OpenNCP releases valid, tested and certified until CEF is established.
Vision
“Create the information highways of the future that will enable cross border healthcare information exchange in a simple, standard based and secure approach: create the “healthcare roaming” infrastructure”
Governance Structure


Today many successful software systems are developed open source. The example of the Firefox browser comes to mind immediately. However, software which is of great interest to the general public attracts thousands of enthusiasts and nerds around the globe, while the OpenNCP is very specific and cannot rely on the spirit of meritocracy the same way. Yet we advocate that many of the principles and mechanics of shared developments apply just as well for the both kinds of software, yet governance and finance need to be adjusted.
The OpenNCP team in epSOS has proposed a governance scheme which has been discussed and supported in TPM and which has eventually been presented to the PSB, see Illustration 1. The scheme stipulates a move from a community to a committee model. It would introduce governing levels for the first time in the history of OpenNCP and effectively reduce some voluntary aspects. It will be important though to carefully balance the overall setting to fire the enthusiasm while ensuring planning dependability for the problem owners.
On the top level a Steering Committee, primarily manned by the problem owners, governs the overall direction of the OpenNCP, decides about priorities and developments, liaises with third parties and orchestrates resources. EU projects engaging in governing the OpenNCP or producing new healthcare interoperability assets should be represented here as well.
The Technical Committee constitutes the middle layer operational between high level management and the work bench, i.e. the development teams. It defines the overall architecture and design, decides upon work mechanisms, tools and release management and code acceptance. This committee should have industry involvement in addition to member states using and co-developing the OpenNCP. EXPAND may have a role, but it should be seen that there are member states using the OpenNCP which are not active in that project, so that they may have a direct say.
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Illustration 1: Proposed governance structure of OpenNCP

The development team is likely to experience changes in numbers, expertise and commitment of members all the time. This means that experts from other projects/organizations may join the development for the implementation of certain functionality and to support the core development team. Good example of that could be the implementation of Extended Security Safeguards identified during epSOS by the German team. 
The advanced development schemes and tools allow for such fluctuation without loss of quality of work as long as sufficient numbers of qualified members are available. Nevertheless efforts and incentives should be foreseen so that experienced OpenNCP Community members are kept operative within the community, as well as documentation and knowledge sharing activities should be actively promoted and managed.
The level of involvement on the steering level while influence the governance and management rationale from the OpenNCP Community, where long term engagement is required to control development and to ensure long term stability and usefulness of the products. The Technical Committee should also have a certain degree of stability while its membership may be more dynamic and adjusted to the projects and releases at hand.

Efforts and Financing

The OpenNCP will not attract myriads of pro bono contributors, thus finance has to be ensured at all levels (e.g. Steering, Technical and Development) as well as activities beyond development (e.g. dissemination, marketing, testing). The sourcing of funding may change over time, while in the long run the problem owners or demand bearers will have to accept responsibility for financing the system. Industry may also financially support the community and can act as problem owners and demand bearers as well. Project subsidies e.g. from the European Union may initially play a certain role but not exclusively and not in the long run. Relying on subsidies would mean making compromises and jeopardizing deadlines. The OpenNCP financing system may rely in EU, Participating Nations, Projects, Industry, but should always be based on a request-delivery model in order to assure release and delivery.
Here is a first indication of efforts. Note that all “meetings” are anticipated as telephone conferences, only steering committee meetings may occasionally be face-to-face. Also special events like IHE Connectathons have to be accounted for.
Steering Committee

Working scheme
Regular meetings in three months intervals plus ad hoc meetings
Aim


Control the overall direction and development, liaise with stakeholders

Members

PN decision makers of PNs providing services with the OpenNCP, 

One person of each of the EU projects providing significant support for the OpenNCP, possibly EU (ISA), chairman technically oriented, less than ten persons

Effort


Half a day per week for chairman (i.e. 10% of overall work time), 
other members a few days per year

Remarks

If several countries should choose to support the development of the 

OpenNCP a sub-structure may have to be created. Committee interacts with eHN/eHGI on Policy & choose projects.
Technical Committee

Working scheme
Project dependent, but expected to meet about monthly, 

Workload increases with new developments, no chairman required
Aim


Steer and control the technical development, promote new use cases




and conduct testing 

Members

Application and technical experts with management experience and 

participating in e.g. EXPAND, Trillium Bridge, e-SENS pilot (taking current projects as examples),
 four to six person 

Effort


Less than a working week/anno if the OpenNCP is only to be 
maintained, in times of new releases etc. workload may increase to 10 to 20% of overall work time

Development team

Working scheme
Flexible, demand and supply dependent
Aim


Undertake development and testing

Members

Any number, any time, but never below five, better 10 active



participants

Effort


Anything up to 100% engagement for a limited period of time
Estimates for the development of new releases of individual programming experts (see Illustration 2 for releases and effort estimates) 
Tools and Techniques
It is vital for the virtual development team to have the best possible tools available to them. During the epSOS project this requirement has been turned into reality. As per today the OpenNCP team commands a highly integrated and comfortable set of support systems including meeting support. 

Code repositories and work support tools have been chosen and fed with information. The repositories are provided by the EU free of charge, the work support tool from Atlassian (https://openncp.atlassian.net/) also has no price tag attached to it as long as the development is limited to open source systems. 
The Continuous Integration tool will be held by the EXPAND project (until delivery to CEF or other bets suited organization), again no costs are expected. IHE is also preparing a proposal which will envision to provide a neutral and impartial hosting place for various assets of epSOS in order to allow PNs to continue their cross border healthcare efforts. The offer is expected June 2014.
Costs have to be anticipated for Projectathon and Connectathon type events. A central support system (ticketing system) is in use within epSOS. It has shown that for the developers it is not of great importance, while for user support it may be necessary. It is expected that the free tool support system can be hosted by one of the PNs. Alternatively the feature can be integrated in the development support system on Atlassian, given it will be comfortable enough for end users (preferred route if sufficiently user-friendly). 
Development Scheme

Illustration 2
 below provides the roadmap which has been discussed in the OpenNCP community. Release 3.0.0 is not to be seen as the last and final one, this is just how far the planning has progressed. 3.0.0 is considered to cause significant effort and its implementation depends on a decision to move to a decentralized solution for semantic terminology.
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Illustration 2: Release roadmap OpenNCP (status May 2014)

Effort Estimation
The effort estimation figures presented in the next tables should be used as baselines that can and MUST be revised as long as concrete actions start to be planned. While the presented estimates rely specifically on development activities, there are other organizational activities that, depending on the OpenNCP Community strategy, should be considered for determining overarching financing needs, namely: testing, IHE CAT participation, dissemination, marketing, project management.
	Profiles
	Person Number
	Effort Allocation
	TOTAL man/month

	Orchertrator
	1
	40%
	0.4

	Architects
	3
	40%
	1.2

	Developers (full time)
	2
	100%
	2

	Developers (part time)
	2
	40%
	0.8

	
	
	
	4.4


	Time window
	in months
	 
	TOTAL man/month

	July 2014 -April 2015
	10
	
	44


	Financing
	Number of Entities
	 
	Per entity (annual)

	Participation Nation or Projects

or Industry  
	10
	
	50.000,00 €


	Rel.
	EPIC
	Details
	days

	2.1.1
	XDM (IHE) - Cross-enterprise Document Media Interchange (Trillium Bridge scope)
	- As HcP load a Patient PS CDA
- As Patient EXPORT (PDF or xmlCDA) transled to a designated language
	15

	
	CDA Display Tool Improvements
	- CDA Display tool: display by request the original content
	

	
	
	
	

	2.2.0
	Error handling and messaging display in Portal
	- Error messages in natural language for users
- Send CDA document transformation/translation errors to the portal.
	25

	
	Testing Mechanism Improvements
	- Performance: Thread Mechanism
- Usability: Separate Messages From Reports
- HCP Assurance Audit Messages are being written in NCP-B side in Validation Tool
- Integrate directly with IHE services for providing the auditing
	

	
	
	
	

	2.3.0
	eADC - Services for Visualizing and Export data
	- Implement NEW test cases for eADC
	10

	
	General Performance Improvements
	- Invoke eADC, Audit Manager and XCPD/XCA/XDS Validator in an asynchronous mode
	

	
	Implement compliance with epSOS 2 Specs for XCPD, XCA, XDR transactions
	 
	

	
	
	
	

	2.4.0
	Settings Manager (convention over configuration, overwriting only if needed)
	 
	20

	
	Virtual Machine Image (prepare and make it available for download)
	 
	

	
	Services/Component Monitor
	 
	

	
	
	
	

	2.5.0
	CTS2 Terminology Services
	- CareCom states that HealthTerms is already CTS2 compliant
	100

	
	
	
	

	2.6.0
	Extended Security Safeguards
	- There are epSOS specifications for this, help from Germany is REALLY important. They referred there are some open source components that could accelerate implementation.
	20

	
	e-Identification for Patients (e-SENS)
	- As HcP use the Patient eID to search for patient
- As Patient use my eID for authentication in the Patient Portal
	

	
	
	
	

	2.7.0
	XCF (IHE) - Cross-Community Fetch
	a) In the Patient Summary service XCF makes sense, so we should consider its implementation. 
b) Please note that XCF should not fully replace XCA, because XCF is not really a viable option in the ePrescription service
	30

	
	
	
	

	2.8.0
	Enable the exchange of LABORATORY requests and results
	 
	80

	
	Enable the exchange of IMAGIOLOGY related information (images and reports) 
	 
	

	
	
	
	

	2.9.0
	--empty so far
	 
	?

	
	
	
	

	3.0.0
	Decentralized Terminology Services
	 
	40

	
	Decentralized Connection Settings Services
	 
	

	
	
	
	

	3.1.0
	Adapt OpenNCP gateway for usage beyond epSOS
	- National/regional scenarios
- Inside organizations (between departments)
	30


Quality Management
The management and assurance of the quality of new versions and releases of the OpenNCP itself but also that of the national integration has been queried by the reviewers of the fifth Annual Technical Review. 
Quality management regards several aspects. epSOS developed rigid and comprehensive schemes and applied them rigorously. What worked in the beginning proved to be complicated and very time consuming towards the end of the project. This is because the number of piloting nations increased and e.g. the number of end-to-tests grew substantially. 
Also it proved that a lot of the necessary know-how was either not present anymore (although available on ProjectPlace or in mails) or it could not be easily accessed because of new and thus inexperienced PNs; last but not least a number of the original “wisdom bearers” had left the project. 

It is thus for more than one reason necessary to address various issues to ensure quality in a changing environment. None-exhaustive listing:
· release management of the OpenNCP

· testing and approval of national integration work and changes thereof

· release management and test and acceptance plans for new services

· change management (worked out in epSOS but geared towards a project environment)

· release  and go-live planning

· planning and implementation of new versions of e.g. semantic systems

· emergency and contingency planning (e.g. for security breaches)
· technical documentation (e.g. architecture, install and operation manuals)
To ensure smooth and reliable implementation and testing it may be necessary to consider a third environment for development. In a nutshell: Many of the current epSOS procedures required adjustments and amendments. Some of the work may be carried out in EXPAND.
�A.Berler: Itrying to keep the initial proposition of a three layered governance I would like to propose the following:


1. the Steering Committee should be merged with the eHN subgroup of PN than want to continue with the addition of other neutral stakeholders to represent no public bodies (i.e. IHE, others). In the Steeering committee a number of openNCP participants need to participate as an EXECUTIVE Board with tasks to technically manage expectatiosn, find and allocate financial resources, disseminate and promote openNCP vision. (2-3 peaple)


2. the Technical committee should be lightweight and work like a PROJECT MANAGEMENT OFFICE (PMO), that distribute, manage, monitor the work to be done. Participants are the Project Ditector (or OpenNCP orchestrator) and project/tasks leaders. This organisation will help us manage many sub-projects in parallel, allowing us to serve also other project, nations, etc.


3. the development teams will change all the time based on the tasks, projects handled. Each mini project has a project manager or assigned task leader plus the group of programmers. 
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