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Executive Summary
The Centers for Medicare & Medicaid Services (CMS), Center for Consumer Information and
Insurance Oversight (CCIIO) is responsible for implementation of the healthcare insurance
exchanges under the mandates of the Patient Protection and Affordable Care Act of 2010
(hereafter simply the “Affordable Care Act”). CMS presents this Guide to Enterprise Life Cycle
Processes, Artifacts, and Reviews to help each State better understand the CMS Enterprise Life
Cycle for information technology (IT) systems development and assure the timely and
compliance implementation of their respective health insurance exchanges.
This brief introduction to CMS’ ELC clarifies the Agency’s expectations for reasonable
demonstration of mature program management and technical processes in planning, design, and
development aspects for the State-based Exchanges (SBE), State-based Partnership Exchanges
(SPE), and the Federally Facilitated Exchange (FFE) models. The ELC calls for specific
information during early phase life-cycle reviews. The details in the guide should help States
recognize and plan for the substantial similarities—and differences—between their IT system
development life cycle processes and the ELC processes, artifacts, and reviews.

CMS MITA Requirements
This guide also defines a range of CMS process and technical requirements essential for approval
of State Medicaid IT projects according to the Enhanced Funding Requirements: Seven
Conditions and Standards. CMS is a principal stakeholder in the development of State Medicaid
IT systems, and has established a core set of requirements in the Medicaid Information
Technology Architecture (MITA) binding on the States for process, standards, and architecture
(and codified by CFR Part 433). CMS recommends that States incorporate these requirements
into their baseline set of project requirements. The design review process will include evaluation
of State compliance with these requirements. Table 2 shows a mapping between each condition
or standard and where evidence of compliance should appear in the ELC artifact set.

Understanding the Enterprise Life Cycle for IT
CMS has organized the Enterprise Life Cycle to help State development programs follow a
structured and disciplined approach to planning, designing, and implementing their systems.
CMS is committed to maintaining a systematic, repeatable ELC process for all system
development within the Agency’s environment. The Agency’s emphasis on collaboration and
cooperation in the crucial endeavor of Exchange development underscores the importance of
knowing precisely what each State must build; the development artifacts is, of course, important
but of secondary value.
The ELC consists of a sequence of phases with specific sets of objectives. To obtain timely
approval of State Exchange development projects, States must show that they have largely
completed the objectives of each phase through a formal review process before proceeding to the
next phase.
The guide presents the key ELC processes applicable to State development project managers and
engineering teams throughout the entire IT life cycle. The Project Management Processes
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Executive Summary

support the basic activities of planning, project assessment and control, and risk management.
The Technical Processes of stakeholder requirements definition, requirements analysis, and
architectural design guide the engineering team’s activities through the first two phases of
the ELC. The State must be able to show a MITA assessment and roadmap to MITA compliance
for any aspects of their project that are Medicaid related. During the course of each review, CMS
and the States will evaluate the degree of progress and whether the project is prepared to
transition to the next life cycle phase.
By following standard consistent approach that is compatible with the ELC, States can
demonstrate their systematic and repeatable process that helps them build exactly what they need.
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1. Introduction
The Centers for Medicare & Medicaid Services (CMS), Center for Customer Information and
Insurance Oversight (CCIIO) has developed this white paper to assist States in working with the
CMS Enterprise Life Cycle (ELC) for information technology (IT) system development.

1.1

Purpose and Scope

This white paper provides States with a practical and high level understanding of the CMS ELC,
and the related program management and technical processes essential to plan, design, and
develop individual State Exchange and Medicaid IT systems, including the State-based
Exchanges (SBE), State-based Partnership Exchanges (SPE), and Federally Facilitated Exchange
(FFE) models. Although the scope of these projects (hereafter simply the “State development
projects”) will vary widely from state to state, the supporting management and technical
processes should be similar. This white paper focuses on the life-cycle processes and events that
occur in the early phases of the CMS ELC (i.e., Initiation and Planning, and Requirements,
Analysis, and Design).
This white paper provides basic information on a range of binding CMS process and technical
requirements, such as the Enhanced Funding Requirements: Seven Conditions and Standards,
for State Medicaid IT projects1. This document also describes specific information that States
will be required to provide during early phase life-cycle reviews.

1.2

Background

The Enterprise Life Cycle establishes a structured, disciplined approach for planning, designing,
and implementing IT systems. Each phase of the ELC has a specific set of objectives. In addition
to building State Exchange systems consistent with the project management and technical
processes of the ELC, States that have received CCIIO Establishment Grants are also required to
follow the Establishment Review Process, which builds on the ELC. State development projects
must show that they have completed the objectives of each ELC phase through a formal review
process before proceeding to the next phase.2 Figure 1 depicts the phases, consults, and reviews
of the full ELC.

1

2

For a detailed and authoritative treatment of these requirements see the original document that appears in the
Reference Section.
Under certain circumstances, projects may obtain conditional approval to proceed if they are substantially
compliant.
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Figure 1. IT ELC Phases, Consults, and Reviews

State development projects demonstrate progress to CMS during ELC reviews through their
artifacts and discussions with various subject matter experts (SME). By using industry best
practices3 in developing their systems, State development projects can follow a systematic
approach to system design. Section 2 describes the core processes State projects should follow.
Each process consists of the following five elements:






Purpose –the objective of the process
Description – how the process relates to the project as a whole
Inputs – the information and/or artifacts required to support this process
Activities – the distinct set of activities that constitute the process
Outputs – the information and/or artifacts generated by the process

The standard set of processes in the ELC guide the development team through a systematic,
repeatable sequence that helps the team understand exactly what it must build. The development
of artifacts is important, but of secondary value.

3

The processes described here are based on ISO/IEC 15288:2008, the international standard for systems and
software engineering life cycle processes. This standard is also the basis for the International Council of Systems
Engineering (INCOSE) Systems Engineering Handbook.
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2. Enterprise Life Cycle Processes
This section describes key ELC processes that guide the State development project managers and
engineering team throughout the entire life cycle. The Project Management Processes support the
basic activities of planning, project assessment and control, and risk management. The Technical
Processes guide the engineering team’s activities through the first two phases of the ELC.

2.1

Project Management Processes

The purpose of Project Management processes is to systematically establish and evolve project
plans, support their consistent execution, and assess progress and control of the project
throughout its life cycle. Project Management processes are iterative in nature because they must
support project management’s response to unforeseen events and changing conditions affecting
the project. As shown in Figure 2, the Project Planning process spans the entire life of the
project, from Initiation and Planning through Operations & Maintenance. Figure 2 depicts the
application of Project Planning, Project Assessment and Control, and Risk Management relative
to the four phases of the ELC and critical stage reviews.
Initiation
and Planning
AR

Requirements, Analysis,
and Design

PBR

FDDR

Development
and Implementation
ORR

Operations &
Maintenance
OAR

Project Planning Process

Project Management Plan (P)
Cost Allocation Plan Methodology (F)
Project Assessment and Control Process

Risk Management Process

Legend
AR:
PBR:
FDDR:
ORR:
OAR:

Architectural Review
Project Baseline Review
Final Detailed Design Review
Operational Readiness Review
Annual Operational Analysis Review

Figure 2. Project Management Processes Relative to ELC Phases

The following subsections present the purpose, description, inputs, activities, and outputs of each
of the Project Management Processes.
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2.1.1

Enterprise Life Cycle Processes

Project Planning Process

Purpose: The purpose of the Project Planning Process is to create and document a set of
practical and efficient plans to guide the execution of the project as a whole. This process is
responsible for defining tasks, task outputs, schedules, and required human and infrastructure
resources. A critical part of this process is defining and establishing the boundaries for the
project scope.
Description: Project planning establishes the direction and infrastructure resources necessary to
assess and control the progress of a project. The process of plan development identifies the
details of the required work and the correct set of personnel, skills, and facilities. Once a
complete set of tasks has been identified, a schedule and set of resource requirements can be
determined. After initiating the project, project management must continuously assess and
control the execution of the plan.
Inputs: Inputs to the Planning Process include the following sources:
1. Foundation documents – define project scope and/or establish authority.
2. Supply Proposal – serves as the project proposal and provides technical results from the
initial concept exploration stage.
3. IT Life Cycle Model – guides scheduling and planning.
4. Project Portfolio – provides authorization to initiate the project and define project goals.
5. Project Direction – provides organizational direction to the project, which may include
sustainment of projects, and assessment and termination criteria.
6. Strategy Documents – define overall approaches for major technical activities such as
testing, Verification & Validation (V&V), configuration management, acquisition, and
supply, etc.
7. Skilled Personnel – defines what personnel within the organization will be needed, and
when.
8. Program Directives – provide internal project directives based on assessment and
control activities.
9. Corrective Actions – define actions resulting from project-related consults or reviews.
Activities: The Project Planning Process includes the following activities:
1. Define the Project


Analyze the project proposal and related agreements to define the project scope and
boundaries, and identify project objectives and constraints

 Establish necessary procedures and practices to carry out the planned effort
2. Plan the Project Resources


Establish the roles and responsibilities for project authority



Define major, top-level work packages for each task and activity, and tie each work
package to identified resources and procurement strategies



Develop a project schedule based on objectives and work estimates



Define the infrastructure and services required
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Enterprise Life Cycle Processes

Define the costs and estimate the project budget

 Plan the acquisition of materials, commercial products, and services
3. Plan Project Technical Management


Prepare a plan to coordinate the technical activities that will occur throughout the life
cycle



Prepare a plan to assess and manage various forms of risk that will be encountered
throughout the life cycle



Prepare a plan to manage the technical configuration of the system elements, and
identify a systematic approach for identifying and handling change requests

Outputs: The principal output of the Project Planning Process will be the Project Management
Plan (PMP). The PMP is a comprehensive plan that covers the following topics:
1. Acquisition Needs – a description of the systems, subsystems, and system elements
essential to accomplishing the project goals
2. Project Procedures and Standards – project‐unique procedures and standards to guide
the technical effort
3. Project Infrastructure Needs – a description of the infrastructure needs to accomplish
the project; these needs are derived from and require coordination with the sponsoring
organization
4. Project Human Resource Needs – a description of the required skillsets and personnel
to accomplish the project; these needs are derived from and require coordination with the
organization
5. Project Schedule –a top‐level milestone schedule and multiple levels (also called tiers)
of more detailed schedules and task descriptions with completion criteria
6. Project Budget – typically includes labor, infrastructure, acquisition, and enabling
system costs along with reserves for risk management
7. Project Constraints – identification of potential or actual limitations or restrictions that
may affect the project or system solution

2.1.2

Project Assessment and Control Process

Purpose: The purpose of the Project Assessment and Control Process is to determine the status
of the project and provide direction to ensure that the project performs according to plans and
schedules, and within projected budget. This process evaluates, periodically and at major
milestones and reviews, the progress and achievements against requirements, plans, and overall
business objectives. When significant variances are detected, this process communicates
information for management action. This process redirects the project activities and tasks, as
appropriate, to correct identified deviations and variations from other project management or
Technical Processes.
Description: The Project Assessment and Control Process collects data to evaluate the adequacy
of the project’s progress, the availability of necessary resources, and compliance with project
standards and performance measures. The programmatic and technical reviews of this process
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occur at specified phases of the life cycle. These reviews measure the progress of the project, and
may identify new risks or areas that require additional investigation.
Inputs: Inputs to the Project Assessment and Control Process include:
1. Planning documents that are baselined during the Project Planning Process (i.e., the
Project Management Plan, the project schedule, and budget)
2. Project procedures and processes
3. Project reports and review outcomes
Activities: The Project Assessment and Control Process includes the following activities:
1. Assess the Project


Determine actual and projected cost against budget, and actual and projected time for
completion against the established schedule



Evaluate project progress against established criteria and milestones



Participate in required life-cycle reviews, audits, and inspections to determine
readiness to proceed to next milestone
2. Control the Project


Initiate corrective actions when assessments indicate deviation from approved plans



Initiate preventive actions when assessments indicate a trend toward deviation



Initiate problem resolution when assessments indicate unsatisfactory performance

Outputs: Outputs of the Project Assessment and Control Process include the following:
1. Project Status Report – information on the health and maturity of the project work
effort generated periodically
2. Project Directives – internal project directives based on action required due to deviations
from the project plan
3. Change Requests – requests to update any established, formal baselines

2.1.3

Risk Management Process

Purpose: The purpose of the Risk Management Process is to identify, analyze, manage, and
monitor the risks continuously throughout the entire life cycle of a project or system.
Description: Risk management is the disciplined approach to dealing with uncertainty that is
present throughout the entire systems life cycle. The objective is to achieve a proper balance
between risk and opportunity. This process guides project management in understanding,
avoiding, and mitigating, where necessary, the potential cost, schedule, and technical risks to a
project or system. The process supports a proactive and rational approach to anticipate and
respond to negative outcomes.
Inputs: Inputs to the Risk Management Process include:
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1. Candidate Risks and Opportunities – identified by any stakeholder and originate from
any life‐cycle process. In many cases, risk situations are identified during the Project
Assessment and Control Process through the process of ELC consults and reviews.
Activities: The Risk Management Process includes the following activities:
1. Plan Risk Management – define and document the risk strategy for the project
2. Manage the Risk Profile – define and document risk thresholds and acceptable and
unacceptable risk conditions
Outputs: Outputs to the Risk Management Process include:
1. Risk Management Strategy –describes an approach for dealing with identified risks,
which typically involve one of four options: avoidance, mitigation, transference, or
acceptance. Once an approach is selected, detailed actions to implement this approach are
developed.
2. Risk Register – sometimes referred to as a risk matrix, the Risk Register contains the
findings of the Risk Management Process
3. Risk Report – documents and communicates the project risks along with rationale,
assumptions, treatment plans, and status. For selected risks, the project team produces an
action plan direct the proper response to the risks

2.2

Technical Processes

In the early phases of the ELC, the technical development team should focus on developing a
comprehensive understanding of what system capabilities are needed by the various
stakeholders. Typically, this is a very complex process when multiple stakeholders are involved.
Because requirements form the foundation for all subsequent work, accuracy of requirements
capture is critical. This process starts during the system planning stage and should be largely
complete by the end of the requirements definition stage. Stakeholder requirements serve as
inputs to the requirements analysis process in which requirements are analyzed, validated, and
evaluated for consistency and practicality. Once a baseline of requirements is available, the
technical development team can begin the process of architectural design. Figure 2 illustrates the
three technical processes, and some of the related artifacts.
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Figure 3. Key Technical Processes and Artifacts that Support Design

The technical development team must be able to map all technical artifacts mapped back to
stakeholder requirements as the team progresses through the life cycle. Accordingly, all design
features and capabilities should be mapped back to requirements; in later phases, test cases are
mapped to each design feature and its source requirement. This discipline is essential to verify a
complete system design. Complex projects may involve several hundred to thousands of
requirements that will be developed, analyzed, and managed. Once documented, the
development team should manage each requirement through change control and establish its
traceability to subsequent design features and test cases. Best practices call for a requirements
management tool to assist the State development team in this process. A requirements
management tool will greatly aid both the development team and the CMS technical
review team.

2.2.1

Stakeholder Requirements Definition Process

Purpose: The purpose of the Stakeholder Requirements Definition Process is to define the
requirements for a system that can provide the capabilities needed by the system stakeholders.
This process involves identifying stakeholders, or classes of stakeholders, involved with the
system throughout its life cycle, and their needs, expectations, and desires. This process helps
establish the foundation that supports subsequent requirements analysis and technical
design processes.
Description: Stakeholder requirements govern the system’s development and are an essential
factor in further defining or clarifying the scope of the development project. A stakeholder is any
entity (individual or organization) that has a legitimate interest in the system. Typically,
stakeholders include organization decision makers, regulatory bodies, system integrators, support
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organizations, and individual users. All stakeholder requirements should have bi‐directional
traceability (from the requirement to the source document or the stakeholder need).
Inputs: Inputs to the Stakeholder Requirements Definition Process include the following items:
1. Source Documents – extract, clarify, and prioritize all of the written descriptions
contained in the source documents relevant to the particular stage of procurement activity
2. Stakeholders’ Needs – description of users’ and other stakeholder needs or services that
the system will provide
3. Project Constraints – includes cost, schedule, resource, and solution constraints
Activities: The Stakeholder Requirements Definition Process consists of the following three
activities:
1. Elicit Stakeholder Requirements


Identify the stakeholders that will have an interest in the system throughout its entire
life cycle, and elicit requirements
2. Define Stakeholder Requirements


Define constraints imposed by agreements or interfaces with legacy systems



Create scenarios to define the conceptual system design documents, the range of
anticipated uses of the system, the intended operational environment, and interfacing
systems, platforms, or products

 Establish critical and desired system performance
3. Analyze and Maintain Stakeholder Requirements


Analyze requirements for clarity, completeness, and consistency



Negotiate modifications to resolve impractical requirements



Validate, record, and maintain stakeholder requirements throughout the system life
cycle



Establish and maintain a requirements traceability matrix (RTM) to document how
the formal requirements are intended to meet the stakeholder objectives and achieve
stakeholder agreement

Outputs: Outputs of the Stakeholder Requirements Definition Process establish the initial set of
set of stakeholder requirements for project scope and associated agreements. For the Healthcare
Insurance Exchange Program, a principal artifact will be the Concept of Operations (ConOps).
The ConOps describes the way the system works from the stakeholders’ perspective. The
ConOps encompasses the user description and summarizes the needs, goals, and characteristics
of the system’s entire user community, including operations, maintenance, and support
personnel.

2.2.2

Requirements Analysis Process

Purpose: The purpose of the Requirements Analysis Process is to transform the stakeholder
view of desired services into a technical view of the target system. This process builds a
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representation of a future system that will meet stakeholder requirements, and develops a set of
measurable system requirements that specify the characteristics of the future system.
Description: System requirements are the foundation of system definition and the basis for the
architectural design, integration, and verification processes. Each requirement carries a cost;
therefore, early in the project life cycle it is essential to establish a complete set of minimum
requirements. Any change in requirements that may occur later in the development cycle can
produce a significant cost impact on the project. The output of this process must be compared for
traceability to and consistency with the stakeholder requirements. The Requirements Analysis
Process adds the verification criteria to the defined stakeholder requirements.
Inputs: Inputs to the Requirements Analysis Process include any decisions or data resulting
from previous stages of development and consist of the following:
1. The System ConOps
2. Stakeholder Requirements
3. Stakeholder Requirements Traceability
Activities:
1. Define the System Requirements


Define the functional boundary of the system in terms of the behavior and properties
to be provided



Define each function that the system is required to perform



Define implementation constraints introduced by stakeholder requirements or
represent unavoidable limitations in the solution



Specify system requirements and functions, as justified by risk identification or
criticality of the system, that relate to such critical qualities as health, safety, security,
reliability, availability, and supportability
2. Analyze and Maintain the System Requirements


Analyze the integrity of the system requirements to ensure overall integrity of each
requirement or set of requirements



Review the analyzed requirements with applicable stakeholders to ensure that the
specified system requirements adequately address their needs and expectations



Demonstrate traceability between the system requirements and the stakeholder
requirements



Maintain the set of system requirements together with the associated rationale,
assumptions, and decisions throughout the system life cycle

Outputs: Outputs of the Requirements Analysis Process are technical descriptions of future
system characteristics that meet Stakeholder Requirements. Note: These descriptions are not the
specific solution for development. These outputs include the following:
1. Performance Requirements
2. Functional Requirements
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3. Non‐Functional Requirements
4. Architectural Constraints

2.2.3

Architectural Design Process

Purpose: The purpose of the Architectural Design Process is to define a specific optimal
solution that satisfies system requirements. This design process identifies and explores one or
more implementation strategies at a level of detail consistent with the system’s technical and
commercial requirements and risks. The design requirements resulting from this process are the
basis for verifying the future system and will be used for devising an integration and verification
strategy.
Description: The Architectural Design Process requires the participation of systems engineers in
conjunction with appropriate subject matter experts to conduct technical analyses and make
decisions to identify a set of system elements.
Inputs: The primary inputs to the Architectural Design Process are the baselined project
documents developed during the Requirements Analysis and Stakeholder Requirements
Definition Processes. The inputs include the following:
1.
2.
3.
4.

The System ConOps
Business and System Requirement Documents
System Functional Interfaces and Interface Control Documents (ICD)
Requirements Traceability Matrix

Activities: The Architectural Design Process includes the following activities:
1. Define the Architecture


Define a consistent logical architecture; capture the logical sequencing and
interaction of system functions or logical elements



Partition system requirements and allocate them to system elements with associated
performance requirements



Evaluate available COTS solutions



Identify interfaces and interactions between system elements (including human
elements of the system) and with external systems

 Define Validation &Verification criteria for the system elements
2. Analyze and Evaluate the Architecture


Evaluate the use of COTS products for compatibility with the design



Evaluate alternative design solutions

 Support definition of the system integration strategy and plan
3. Document and Maintain the Architecture


Document and maintain the architectural design and relevant decisions that produced
agreement on the baseline design



Establish and maintain traceability between requirements and system elements
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Outputs: The result of the Architectural Design Process is an architectural design that is placed
under configuration management. This baseline typically includes the following types of
information:
1. System Architecture – a description of the system architecture, typically presented in a
set of architectural views, along with justification for the decisions
2. Interface Requirements – interface requirements supporting a plan for system
integration and verification strategy
3. System Element Requirements – allocated and derived requirements are assigned to
system elements and documented in a RTM
4. System Element Descriptions – detailed system element descriptions
5. System Element Requirements Traceability – all system element requirements should
have bi‐directional traceability, including to their source, such as the originating system
requirements
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3. CMS MITA Requirements
CMS is a principal stakeholder in the development of State Medicaid IT systems, and has
established a core set of binding requirements for States regarding processes, standards, and
architecture. 42 CFR Part 433 establishes specific requirements for Medicaid funding, which
CMS defines in the Enhanced Funding Requirements: Seven Conditions and Standards4. States
should incorporate these requirements into their baseline set of project requirements.
During the design review process, CMS will evaluate each State for compliance with these
requirements. Table 1 provides a very high level description of the seven standards or conditions,
and describes where States should address each requirement in their ELC artifact set. This table
does not provide an exhaustive and detailed view of the standards and conditions, but is solely
intended to show a mapping between the topics and the program artifacts.
Table 1. Evidence for Compliance with the Seven Conditions and Standards
Standard or Condition

Aspect
 Use of open interfaces and






Modularity Standard

4

exposed application programming
interface
Use of a modular approach to
system design
Separation of business rules from
core programming
Use of a business rules engine
Provide business rules in both
human and machine-readable
formats
Indicate how change control
practices will be used to manage
rules

Source of Evidence
System Design Document.
Information on change control
should be found in the PMP under
the Change Management Plan.

Use of a formal systems
development methodology and
Systems Development Life Cycle
(SDLC)

Should be presented as part of the
ELC Design Review discussion

Document the services layer and
individual service profiles

The service layer should be
documented in the System Design
Document. If the service is exposed
as a web-service, it must be
documented in more detail in an
Interface Control Document.

Document and submit business
rules to a designated Department of
Health and Human Services (HHS)
repository

Information should be in the
Business Rules Document and
posted on CALT once the Business
Rules Repository is established

A reference to this document appears the References Section and this should be used as the complete and
authoritative definition for these requirements
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CMS MITA Requirements

Standard or Condition

MITA Condition

Industry Standards and
Conditions
(HIPAA –1996, Rehabilitation Act
Section 508c, federal civil rights
laws, standards adopted by the
Secretary under Section 1104 of the
Affordable Care Act, and Section
1561 of the Affordable Care Act)

Leverage Condition

Business Results Condition

Reporting Condition

Aspect

Source of Evidence

Perform MITA Self Assessments
and develop MITA Roadmaps
(Medicaid only)

MITA Self-Assessment document,
and MITA Roadmap document

Develop ConOps and business
process models.

Concept of Operations document

Identify all relevant industry
standards and produce
development and testing plans to
ensure compliance

This information should be found in
the System Design Document and,
in certain cases, the ICDs.
Compliance with Section 508c
should be found in the Section 508
Product Assessment Package.

Implement practices and procedures
for system development phase to
ensure compliance

This information should be
presented as part of the ELC
Design Review.

Identify components and solutions
developed cooperatively between
States

System Design Document

Identify components and solutions
that are good candidates for reuse.
Develop plans for reuse and make
artifacts available to other States.

System Design Document

Identify consideration of SOAbased, cloud-hosted solutions, and
conversely, any custom, bottom-up
developments

This information should be captured
in the System Design Document
and in the PMP (Development
Approach Plan).

Identify areas for customization of
reused solutions

This information should be captured
in the System Design Document
and discussed during the ELC
Design Review.

Identify existing redundant services
and plans to eliminate them

Although this information is not part
of the artifact set, it should be
discussed during the ELC Design
Review.

Provide support for measuring the
degree of automation, quality of
customer service, and periodic
performance testing

System Design Document

Support for 21st century customer
service

This information should be provided
in the Concept of Operations
Document and be provided as part
of the ELC Design Review.

Adhere to performance standards
and testing

Capture this information in Service
Level Agreements (SLA)/MOUs,
the Requirements Document, Test
Plan, Test Reports, and POA&Ms.

Solutions should produce
transaction data, reports, and
performance information that would
contribute to program evaluation
and improvement in business
operations

This information should be captured
in the Business Requirements
Document, the Database Design
Document, the Data Management
Plan, and the System Design
Document.
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CMS MITA Requirements

Standard or Condition
Interoperability Condition

Aspect

Source of Evidence

Demonstrate that the solution will
support interface standards
regarding:






Technology (web services)
Protocols
Security and privacy controls
Data-level semantics (XML
vocabulary)
Interoperability must be ensured
between the Exchange, and other
health information exchanges, public
health agencies, human service
programs, and community
organizations providing outreach
and enrollment assistance services.
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4. Consults, Reviews, and Expectations
The ELC provides a series of consults and reviews at specific times throughout the life cycle.
The consult provides a forum where States can share with CMS the status of their development
projects. Consults are informal events to discuss problems and issues, and develop joint
approaches to remediation. A consult involves no formal programmatic consequences. The ELC
supports additional consults if necessary.
Reviews, on the other hand, serve as formal gates for specific projects or programs. Each project
review has three possible outcomes: Go, No Go, or Go with Conditions. States must show an
acceptable level of progress and maturity in their development projects before they may proceed
to the next ELC phase. The objectives for the five (5) project reviews are as follows:


Architectural Review – this review focuses on establishing whether the State has a clear
and well-defined System ConOps, and a comprehensive PMP. Project scope and
boundary must be clearly defined at this review. Each State must be able to demonstrate a
MITA assessment and roadmap to MITA compliance for any Medicaid-related aspects of
their project.



Project Baseline Review (PBR) –a successful PBR demonstrates that the project
planning process is largely complete, and that a fully developed ConOps and PMP have
been established and baselined.



Final Detailed Design Review (FDDR) – a successful FDDR demonstrates that a
complete set of system designs have been produced, that the design is founded on a
complete set of requirements, and the project is ready to proceed with system
development activities. All systems, subsystems, interfaces, and operational threads are
fully specified, documented, and baselined. CMS expects that an independent party has
validated the system requirements and the system and detailed designs before it conducts
this review.



Operational Readiness Review (ORR) – a successful ORR determines whether the
system is ready to go into production. The State must demonstrate it has concluded all
system testing, and completed any remedial actions, all operator and user training for the
support staff, and all privacy, security, and accreditation activities.



Annual Operational Analysis Review (OAR) –during the Operations & Maintenance
Phase, the OAR examines the operating status of the system through a variety of key
performance indicators and determines whether the system is performing in an efficient
and effective manner.

During the course of each gate review, CMS will evaluate each State development project to
determine progress achieved and whether the project is prepared to enter the next ELC phase.
Table 2 presents the success criteria for programmatic reviews. Table 2 only references primary
artifacts; the complete set of artifacts required during each review is available on CALT in the
Establishment Review and Medicaid IT Review – IT Gate Review Artifact Mappings document.
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Consults, Reviews, and Expectations

Table 2. Success Criteria for Initial ELC Review
Architectural Review
Success Criteria
 ConOps developed
 Project Planning started
 Cost & Budget Plan is
complete

 MITA analysis started

Questions for the States
 Has a System ConOps been developed that clearly identifies scope and
boundary for the proposed solution?

 Has the ConOps been baselined?
 Has a preliminary Project Management Plan been developed?
 Has the program conducted a MITA Self-Assessment and developed a
Roadmap as required for Medicaid-specific project elements?

Project Baseline Review
The Architectural Review has
been passed and any outstanding
conditions from that review have
been satisfactorily addressed.
ConOps and PMP are finalized.

 Has the System ConOps been validated and finalized?
 Is the Project Management Plan largely complete, and has it been
finalized?

 Has a preliminary Privacy Impact Assessment been developed?
Final Detailed Design Review

The Project Baseline Review has
been passed and any outstanding
conditions from that review have
been satisfactorily addressed.
Prior to participating in the FDDR,
it is expected that the State
Exchange requirements, design,
and test artifacts have undergone
a thorough Independent
Verification & Validation (IV&V)
process by an independent third
party.

Requirements:











Requirements are complete. The
architecture and detailed design
have been mapped back to the
requirements. A well-defined test
strategy is in place, and all
requirements have been mapped
to test cases.

Is the Stakeholder Requirements Definition process largely complete?
Have the Stakeholder requirements been documented and baselined?
Is the Requirements Analysis Process largely complete?
Is the business architecture largely complete and all business processes
identified, modeled, and documented?
Have the System requirements been documented and mapped back to
Stakeholder requirements?
Has the Business Requirements Document been finalized?
Have are all business rules been identified and placed under change
control?
Have the System Security Plan and the Information Security Risk
Assessment (ISRA) documents been baselined?
Have all SLAs/MOUs have identified and largely developed?

Design:

 Has the system architecture been documented and mapped to system






requirements?
Has the detailed system design been documented and mapped to
requirements?
Has the System Design Document been finalized?
Have all the Interface Control Documents been developed and finalized?
Have the Database Design Document and the Data Management Plan
been developed and finalized?
Has an Implementation Plan been baselined?

Test:

 Has a program test strategy been defined and a Test Plan Document been
baselined?

 Have all of the requirements been traced to test cases identified in the Test
Plan Document?
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Acronyms
AR

Architecture Review

CALT

Collaborative Application Lifecycle Tool

CCIIO

Center for Consumer Information and Insurance Oversight

CMS

Centers for Medicare & Medicaid Services

ConOps

Concept of Operations

COTS

Commercial Off-the-Shelf

DDC

Detailed Design Consult

ELC

Enterprise Life Cycle

FDDR

Final Detailed Design Review

FFE

Federal Facilitated Exchange

HHS

Department of Health and Human Services

ICD

Interface Control Document

INCOSE

International Council of Systems Engineering

ISRA

the Information Security Risk Assessment

IT

Information Technology

IV&V

Independent Verification and Validation

MITA

Medicaid Information Technology Architecture

MOU

Memorandum of Understanding

OAR

Operational Analysis Review

ORR

Operational Readiness Review

PBR

Project Baseline Review

PDC

Preliminary Design Consult

PMP

Project Management Plan

POA&M

Plan of Action & Milestones

PORC

Pre-Operational Readiness Consult

PSC

Project Startup Consult

RTM

Requirements Traceability Matrix

SBE

State-Based Exchange

SDLC

System Development Life Cycle

SLA

Service Level Agreement
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SME

Subject Matter Expert

SOA

Service-Oriented Architecture

SPE

State-Partnership Exchange

V&V

Verification and Validation

XML

eXtensible Markup Language
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