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21° Century CIO Initiative:
Enterprise Information Management Program

Chairman Barcelona greeted Mr. Ali Farahani and Mr. Fred Nazarbegian, and welcomed them while

turning it over for Mr. Farahani and Mr. Nazarbegian to speak to the Economy and Efficiency
Commission (EEC).

Enterprise Information Management Program (EIMP) Overview

Mr. Nazarbegian stated that recently a presentation was made at the CCJCC meeting by the
Information System Advisory Body which focused on statistical information on AB 109 population and
Chair-Emeritus Philibosian felt that this was something that should be shared with the E&E
Commission. He stated that the presentation was made as a subset of a bigger enterprise solution
that Mr. Ali Farahani is currently working on. He stated that Mr. Farahani is the County’s Chief Data
Officer and turned it over to Mr Farahani to begin the presentation.

Mr. Farahani stated that he would like to thank the Economy & Efficiency Commission (Commission)
for allowing him to come before the Commission and talk about the Enterprise Information
Management Program. He stated that as an editorial, the Commission Report on e-Government was
very impressive and it is one of the more strategic looks at the future of government. He stated that
the report really took a holistic view of what the county should do strategically-not just tactically which
is what the County often does. He stated that he is a big fan of the report and he thinks that the
Commission should really be commended for developing such a strategic and significant document.
He stated that the report reminded him of some of the work that he has seen when Mayor Bloomberg
was in New York and he had some of these types of documents-really visionary and forward looking.
He stated that he actually uses the report as a framework at different presentations to demonstrate
that our County does have the vision for a new and innovative way of utilizing technology for the
future.

Mr. Farahani stated that the Enterprise Management Program was established by the Board of
Supervisors as Policy 6.200 in March of 2012. He stated that as a part of the Board Policy a new
position called the Chief Data Officer was created and in August of 2012, he was hired to fill the Chief
Data Officer role for the County.

Mr. Farahani stated that the purpose of the policy was to establish a County Information Management
Program to facilitate information sharing, improve coordination and delivery of services, and ensure
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the effective use of Information Technology (IT) and data-related assets. He feels that there are two
significant components of this purpose: (1) to treat information as a County asset and to promote data
driven decision-making (2) to emphasize the management of information as one County. He stated
that the Board of Supervisors was frustrated that every time two departments needed to share data
they would go to the Board: present a plan, ask for $5 million and 5 years to build one bridge for one
single purpose until the next two departments show up and the same thing repeats itself.

Board Policy 6.200 Goals

Mr. Farahani stated that there are 5 goals under this policy:

1. To develop and adopt an Information Management Framework to facilitate the development
and adoption of a County information architecture, data standards, practices and technologies.

2. To develop and implement a governance process for data stewardship and managing the
quality of County enterprise data.

3. To provide advice to Departments, Agencies, and or Commissions of the requirement to utilize
the Information Management Framework.

4. To oversee and ensure the adoption of approved data standards and technologies.
5. To ensure alignment with the countywide Information Security Program.

Mr. Farahani stated that the County Information Management Program will establish County data
standards and technologies to which departments shall adhere to. Departments, at their discretion,
may enhance the County data standards by defining additional data standards based on their
business requirements.

Business Needs and Challenges

Mr. Farahani stated that the County currently does not have a catalog of information assets. To
produce such information would take the CIQO’s office around six months to go and survey every
department in the County. He stated that most departments don’t even have a list of their own data
assets. He stated that this is a business issue because of the duplications of efforts, they have the
same data in 7 different systems and it is never coordinated to make sure that it is consistent across
all 7 systems. He stated that the maintenance and costs also become an issue because you don’t
have a single source of truth. He stated that before you can manage anything you need to know
what’s in front of you.

Mr. Farahani stated that for every information asset, there has to an authoritative source system. For
example: for booking the County considers the Sheriff's AGES System as the source system, for
Probation, it would be the Adult Probation System for adults, and the PCMS System for juveniles. He
stated that the CIO wants to create a countywide catalog in real time of all the information assets and
authoritative sources in the County. Mr. Farahai stated that currently there is no metadata system for
the County. He stated that when we talk about AB-109 definitions become significant. He stated that
one of the things he wants to do as a part of cataloging the information assets is to have a consistent
metadata management system.
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Enterprise Information Management Program Components

Mr. Farahani stated that the data governance goal is to provide a governance structure for developing
and implementing countywide data-centric policies through collaboration and cooperation. He stated
that the Enterprise Information Management (EIM) Working Group membership consists of 16
Department members including Health Services, Mental Health, Children and Family Services, Public
Social Services, and the Sheriff Department. He stated that the working group meets on a monthly
basis.

Mr. Farahani stated that the data management guidelines goal is to develop data management
guidelines to support interoperability; integrate program and service delivery, foster informed decision
making, facilitate accountability and transparency, and preserve and ensure access to data and
records for the benefit of the present and future citizens of Los Angeles County. He stated that the
second drafts of the Data Management Guidelines are under review by the Enterprise Information
Management Working Group.

Mr. Farahani stated that the Data Catalog and Business Glossary goal is to establish a catalog of the
County Information Assets. He stated that information about clients in the County of Los Angeles is
contained in silo systems across departments, which makes it difficult for the County to understand
and prioritize resource requirements for data-centric projects and data sharing such as AB109 and
protecting child welfare. He stated that they would like to implement a countywide system to begin
collecting information about County enterprise data definition, source, quality, and interdependencies.
He also stated that the funding for the project has not been identified yet.

Mr. Farahani stated that the Data Quality Management goal is to create a shared infrastructure at ISD.
He stated that he projects working with ISD and DCFS to launch a Data Quality Management program
to improve CWS/CMS data quality and establishing a center of competency at ISD to support
departmental data quality improvement projects.

Mr. Farahani stated that the countywide Master Data Management goal is to establish a countywide
federated system to link department records for client identification. The projects within the goal are:

e Licensing the software for all MDM implementations in the County;

¢ Implementing the Countywide Master Data Management System (CWMDM) and loading DHS,
DMH, and DCFS data onto CWMDM; and

¢ Implementing a Master-Person Index for countywide Warrant Systems (CWS).

Mr. Farahani stated that the countywide Data Sharing Infrastructure goal is to establish a countywide
system to improve data across all departments and programs by leveraging the existing PIX system
used by justice agencies to establish a countywide platform for data sharing among all departments.

Mr. Farahani stated that the Enterprise Data Store goal is to establish a countywide infrastructure for
the development of an Enterprise Data Store. He stated that he would also like to establish an
Enterprise Data Store for eCAPS and eHR data. He also stated that they are currently conducting
business requirements analysis to develop a project scope and an implementation plan.

Mr. Farahani stated that the Enterprise Data Analytics goal is to promote a culture of data-driven
business decision-making and establish a countywide framework and shared infrastructure to improve
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services quality and cost-effectiveness. He stated that the data science forum has over 60 members
and meets quarterly and they are working closely with ISD to expand countywide Business
Intelligence and then eventually offered to County Departments as a shared service.

Questions

Vice-Chair Hinsche Otto asked when speaking of countywide data, whether Mr. Farahani is including
all the Law Enforcement, and Health Department data. Mr. Farahani replied that countywide data
includes everything across the entire County. He stated that there are four business domains in the
County: (1) the Health domain (2) Social Services domain (3) Public Safety domain and (4) Property
related domain. He stated that his focus initially is on the first three domains and the reason is that
these are client-centric vs. property related. He also stated that the information sharing needs are
more significant in the first three domains because on average, they receive the most service
requests from 4 to 5 departments.

Commissioner Glassman asked that with sharing data across departments, whether Mr. Farahani is
running into any legal concerns. Mr. Farhani replied that if he had to identify only one area of
challenge it would be legal issues. Mr. Farhani stated that legal issue is one of the biggest challenges.

Commission Glassman inquired about the timeline for implementation. Mr. Farhani replied that with
regards to the Master Data Management area, they are actually in discussions with DHS DMH,
Mental Health, and DCFS and if the parties can get the contract signed by the end of the month, then
they are looking at between a 12 to 14 month implementation timeline.

Chairman Barcelona expressed his appreciation to Mr. Farahani and Mr. Nazarbegian for coming to
speak to the EEC and the Commissioners applauded.



