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Forward

 X9 is a leader in establishing the vision and roadmap for financial services industry standards in the U.S. market. In this capacity, X9 reaches out broadly to other standards organizations in the U.S. to identify the industry’s requirements and to prioritize the organization's standards setting initiatives based on the business case.  

X9 develops standards in four core areas:

1.       Payments

2.       Securities

3.       Data security

4.       Credit

X9 is the U.S liaison to the ISO work in financial services through its secretariat work with TC 68 and the RMG. In this capacity, X9 members represent U.S. interests and priorities to the ISO 20022 agenda. In establishing a five year strategic plan, executive committee members were asked to provide a business-oriented perspective on three fundamental questions for each of the core areas, which apply both domestically and internationally:

1.       Where are we today?

2.       Where do we want to go?
3.       How are we going to get there?

Comments and suggestions on this document are welcomed and should be submitted to Roy DeCicco, Chairman of the Board and Cindy Fuller, X9 Executive Director.

Finally, key acronyms used throughout the Strategic Plan are:

· ANS, American National Standard

· ASC, Accredited Standards Committee

· ANSI, American National Standards Institute

· ISO, International Organization for Standardization

· RMG, Registration Management Group

· TAG, Technical Advisory Group

· TR, Technical Report
Section I: Introduction

The ASC X9 has established this Strategic Plan (the “Plan”) to cover the period from 2010 to2015.  Supporting documents to the plan are provided as Attachments 1 and 2.
The Plan is intended as a roadmap for U.S. Standards development activities and as a baseline by which to measure progress against the Plan’s objectives and execution of X9’s standards activities (national and international) for the U.S. financial services industry in its roles as:

· nationally accredited standards committee (ASC) under the American National Standards Institute (ANSI), the US TAG TC68  Financial Services and its Subcommittees 2, 4, and 7 (SC2, SC4 and SC7),
· the Secretariat to ISO TC68 under ANSI approval and authority  is also the US held Secretariat to the ISO 20022 Registration Management Group (RMG).
Key initiatives will be derived from this Plan in order to improve and measure continuously the relevance and quality of X9 program of work, and to advance the U.S. leadership in the development and use of open, consensus standards throughout the global financial services industry.
This Plan guides the organization’s priorities for continuing active participation and new development initiatives of X9, TC68 and 20022 RMG subcommittees and working groups and for coordinating work among these bodies.
The Plan itself is presented on pages 6 through 13 followed by attachments that contain important supplemental information on X9’s mission, business purpose, and principles.  Progress against this Plan will be reported at Board of Director meetings by those carrying out the Plan’s specific goals and objectives including subcommittee chairs and X9 staff.

Section II: X9’s Strategic Vision

X9 develops new standards in response to the industry’s expression of a clear business case. 
X9 is strongly committed to developing and managing broadly adopted financial industry sector standards.  The challenge and opportunity for X9 is related to the breadth of the industry sector that it serves and the diversity of resources it can commit to address emerging financial industry infrastructure standards issues.

Accordingly, there is a number of steps that must be taken in order to ensure that the work efforts undertaken by X9 are identified and prioritized to yield the greatest benefit to the participants.  

· Maintain and grow a strong viable accredited standards association infrastructure and membership.
· Effectively develop and maintain existing standards in accordance with ANSI and X9’s standards development procedures. Encourage new standards development work efforts to be submitted from outside the X9 committee. 
· Improve processes for obtaining input from the financial industry into the standards development process and articulate key aspects of the Plan to the financial community.
UNITED STATES

Section III: Strategic Objectives and Tactical Directions

The items listed below tie directly to each of the vision statements and provide objectives, tactical directions or activities that the subcommittees will tailor to reflect their focus and against which effectiveness measures will be developed. 

Objectives

1. Facilitate an internal understanding of X9’s development portfolio across subcommittees and articulate key aspects of the Plan to the financial community. 

2. Agree to a mechanism within X9 to determine standards gaps.

3. Fulfill the need for a broader awareness of how standards can support business needs, address increasing expectations for straight through processing, lower cost, reduce risk, address transparency, and enable interoperability.
4. Initiate management system standards where needed for the financial services sector to fill gaps between existing standards and recognize that X9 currently manages a number of standards that inherently are management system standards.
· X9 management system standards could be used related to the industry’s use of ISO 27001 for security across the card use value chain.  Or, the standards could be used as related to how ISO 20022 works cross sectors in card/retail, payments, securities, trade finance and foreign exchange. 
· Consider  developing management system standards for cloud computing in the financial services 

5.   Incorporate documents/specifications developed by other organizations to become


American National Standards and augment X9’s body of work. 

6.
Assuming responsibility for the former BAI cash management specification is a good example of meeting this objective; as a strategy X9 will see this through to completion as an ANS, providing continuous maintenance of the cash management Standard and moving applicable parts into the ISO 20022 repository. A “user group” should be formed upon completion of this type of standard. 
7.
Ask members to seek other industry documents widely deployed which may no longer be supported by the initiating organization, have both long term requirements and be a good candidate Standard. 
Tactical Directions

1. The Plan reflects the Board’s decision and objective to continue the X9C-Credit subcommittee activity (although subcommittee management under agreement with American Financial Services Association (AFSA) ended when AFSA ended their participation in X9).  The further work effort of X9C will focus on maintenance of the existing automotive credit standard and development of the approved new work item for automotive finance securitization.  

· Support communication needs and management of the new work effort for automotive finance loan securitization.

· Increase the automotive finance membership of X9C.


2.
Develop formal documentation - a Roadmap - within each Subcommittee describing the inter-relationship of current standards and TRs in the Subcommittee’s portfolio and identify opportunities for augmenting the inter-relationships. 

· The roadmap should define the overall program of work and its inter-relationship. The roadmap should identify the top three initiatives for the subcommittee globally.

3.
Improve processes for obtaining input from the financial industry into the standards development process.
4.
Foster and create processes for obtaining industry input.  For example, increase the number and frequency of formal presentations at Board meetings by industry leaders. 
5.
Develop a further public comment cycle or a more industry specific cycle.
6.
Develop lists of interested parties with care not to create a different ANSI designated committee model. 
Tactical Directions

1. When initiating new work, hold conference calls with members and prospective members. After approval of a new work item, hold a “call for experts” call. Provide attendees with the work item, draft document, and fact sheet about the work.
2. A new class of X9 membership is proposed to deal with specific issues of continuous maintenance. Rather than maintain lists of interested parties, when a CM is published and enters the CM cycle, a unique call for experts shall be held 
3. A longer public comment X9 members.  By the time the document is through the standards development process, chairs and committees do not see the need for a lengthy comment period.

Section IV. Strategic Objectives and Tactical Directions by Sector – Payments, Credit, Securities, Data Security
Payments - Strategic Objectives and Tactical Directions
The payments standards (AB Subcommittee) arena is continuing to evolve as payments evolve. The AB payments subcommittee manages a trifecta of payments covering the landscape, including retail/card/mobile payments/transactions, checks - paper and electronic, and corporate.
X9AB payments subcommittee maintains a historical and large library of existing American National check standards covering both paper checks and electronic images of checks. Many check paper standards are static and in maintenance cycle. Electronic checks continue to be a viable; bank product and is growing and changing and thus, standards development efforts related to this area continue actively. 
The retail/card payment standards and mobile banking/payments standards are likely to evolve at a more rapid pace with development of card messages standards into XML. The retail/card data element and syntax standards may go through a major reassessment in the next five years.  The mobile standards work effort thus far has been an assessment of possible courses of action.  An international standard will be developed for mobile banking in X9’s payment ISO counterpart, SC7 Core Banking.
The transfer of the corporate cash management document from BAI to X9 is a good example of a document developed under or by another organization transferring to X9 to become an American National Standard. Continuous maintenance of the corporate cash management standard may present a good opportunity for X9 to review its membership status for those more static activities. 
The Payments committee has begun to create formal documentation describing the inter-relationships of current standards and TRs in the payments arena and identify opportunities for augmenting the inter-relationships. 
Tactical Directions

1. In the payment areas there is agreement that the standards should not get ahead of the legal assessment. 
2. Corporate payment messages, cash management reporting developed under US standards has been moved into the international arena via business justifications to be added into the ISO 20022 repository. 

3. User groups may be formed around continuous maintenance of a standard like the Cash Management Reporting standard. 

Credit - Strategic Objectives and Tactical Directions
The credit subcommittee has dealt with only one area of credit -- automotive financing. The American National standards developed and maintained under the Credit subcommittee transformed the e-signature law into a practical application for e-contracting automotive financing. The e-contracting partner standard allows the contract to move from one owner to another. These key standards are being implemented and adopted by the automotive finance industry.
Tactical Directions

1. The next project for X9C is standardization for automotive securitization pools which includes standards terms and definitions for the pools. The goals and objectives are to streamline, improve the reputation and the transparency of these pools. 
2. Implementation of the existing standards may require a TR or guide as implementation progresses.
3. The new Standard could lead beyond the automotive finance securitization offering to other credit pools, sharing and coordination of the work with X9D- Securities will be helpful and beneficial and may produce other new securitization standards.
Trends and Challenges

1. Credit and securitization markets are still struggling to recover from 2008 credit crash.
2. Member organizations are re-focusing on internal issues and are cutting back on standards participation.
3. Recruiting members will continue to be a top priority for this subcommittee.
Securities – Strategic objectives and tactical directions
Reactivating and reengaging the X9D securities subcommittee membership is part of the strategic development of X9D. Recently, participation in ISO 20022 has been all critically important for to the US securities community. Past X9 securities standards development were largely vendor dominated or other non-messaging standards. 
The key “gold standard” ability for X9D to develop national standards has fallen into disuse and the ability to pursue other standards such as interoperable message protocol stacks, international standard messaging, more consumer investment needs to be tapped.
To develop securities standards, a broader range of members is required:  Investment banks, industry vendors, representatives of ISO 20022 via X9 and X9D, ISITC, more users.  Key ISO standards should be adopted as national standards. Where appropriate, alternate code standards as needed should be considered. Development time, time to market of standards and the lack of commitment of some commercial solutions to align with standards continue to be a problem.  Use of these solutions may serve to make them de facto standards in the US market.
To date, recruiting efforts are ongoing for new members including: EDM, SIIA, recruiting to re-engage SIFMA, since the Bond Market Association dissolved and became SIFMA, there has been less engagement of interested parties. X9 is also looking to recruit the Futures Industry Association as well as independent vendors of services to the industry. The Federal Reserve Bank of New York should participate. DTCC should re-engage its active membership. 
X9 members are interested in securities ID issues. Internationally, the European Central Bank (ECB) has chosen a non-standard alternative securities ID.  The interoperable protocol message stacks is on the X9D agenda; working in conjunction with Finland may lead to a jointly issued new work item to ISO for a standard, not a BJ, under ISO 20022. DTCC, FIX and FISD will issue another new work item for a vendor controlled securities classification schema to support overall security classification. SEC should participate in X9D. IBM should participate based on their business model and actions within X9D and the link with the Securities SEG.
X9D is committed to working with X9C related to their work on automotive financing securitization. 
· Proactively work to improve ISO 20022 as one of the major "P" country participants.
· Produce relevant standards for the securities industry in response to the credit crisis.

· Work to improve the governance and effectiveness of ISO standards for securities processing - especially within SC4.

· Establish work items that will provide full interoperability for adopters of ISO 20022.

Data Security - Strategic objectives and tactical directions
Continue to provide standards beneficial to the financial industry and maintain the large body of existing retail/card, cryptographic application and other X9 standards and technical reports. 

From a strategic and tactical direction, X9F needs to: 
· Re-engage and bring the banks to the standards development table. 

· Encourage banks to issue new work items for standards, such as security of internal networks, standards related to data at rest, interoperability (not customer side) and cloud computing. 
· Formulate and ensure one-off mirror activity nationally for each international security activity, so that a body of interested parties stands behind international decision making and direction. This is especially the case with working groups begun in 2010 that are developing position papers or opinions rather than standards.

X9F will:
· Focus on defining conservative algorithm and parameter choices for securing sensitive financial and payment information in storage and transit. The financial services industry can benefit from having a choice of vetted, secure algorithms to fit specific business requirements.

· Establish a security standards planning group for reviewing status on a quarterly basis to determine gaps and initiate newly needed security standards.

· Develop security standards taxonomy to determine gaps and initiate needed security standards.

· Develop additional relationships/liaisons with other financial industry standards organizations in an effort to reduce the number of standards being provided to the industry.
Tactical Directions
1. When initiating new work, hold conference calls with current and prospective members. After approval of a new work item, hold a “call for experts” call. Attendees will provided with the work item, draft document, and facts sheet about the work.
2. A new class of X9 member is proposed to deal with specific issues of continuous maintenance.  Extending public comment periods is not expected to be well received by X9 members as by the time the document is through the process chairmen and committees do not want a long drawn out commenting period.

Section V. Organizational Mission: Oversight and management of the Program Elements, Financial, Membership and Policy aspects of the non-profit X9 association

Financial and Membership

· Ensure Board focuses on X9’s core mission, standards development. Confirm the program of work annually, including: national and international programs, continuity of purpose, and expectations for growth and accomplishment.
· Confirm the management, business structure(s), governance structure and policies and stabilize the organization; maintain and encourage the missions of the specific board management committees. 
· Manage based upon the two income sources:  royalties for sales of standards and membership dues. 

· Budget for a financial breakeven while funding reserves and annually growing new memberships income over non-renewals by 5%; 
· Avoid project scope creep,
· Clarify the concept, purpose and usefulness of the X9 website and confirm its use with active user members; document the confirmation. Assign the Membership and Marketing Committee the management of the site.
· Gain additional member support and sponsorship for meeting events.
Tactical Direction 

1. Through confirming of the work program, staff resources and overall program review, the Board should retain its focus on its core mission. The Board needs to acknowledge the numbers of standards developed in one year, the number of standards reviewed and revised, and resources required to manage the program of work (including the challenges of tracking issues) in order to keep focused on the mission at hand. 

2. Board management committees need to re-state their missions and program of work; overlap and duplication should be minimized. Board members should acknowledge each management committee’s structure and its mission at each Board meeting. Overlaps need to be identified and ended or explained.

3. New programs requiring staff resources need to be assessed for active and long term benefit. Staff needs to stay focused on key organizational elements. 
4. Outreach for greater member sponsorship of activities and meetings.
Program 

· Improve technical discussion and make demands on technical teams to assess and report on potential ROI for each standard before and during long term management.
· Coordinate expert teams to manage various international or domestic standards issues.  Examples: X12F/X9 interface, PCI issues team, currency code standard concerns, and ISITC. Ensure Board sign-on and consensus. Grow participation in new work projects through a documented account of events to promote the work.

· Provide stronger support for the mobile banking and move through to progress.
· Review practical aspects of a growing volume of continuous maintenance standards and determine the further realistic aspects of long term review and management

Attachment One
X9 Background – Mission / Value / Purpose

Business Purpose 

To accomplish its mission, X9 will

· be the magnet for industry experts to come together to build financial industry standards, avoiding duplication

· provide an authoritative source for all financial services standards 

· develop and promote the development and use of financial services standards 

· actively support, participate in, vote on and adopt financial industry the international financial services standards of ISO TC68,

· facilitate open standards development based upon financial services industry consensus,

Corporate Values

A foundation of corporate values underpins X9’s strategic objectives and the way it conducts its business. The corporate values of X9 are to:

· maintain an open, consensus-based development process based upon its own procedures (and ANSI Essential Requirements) for standardization in financial services industry in order to serve its members and maintain its ANSI accreditation,

· act in the best interests of the US financial services industry while at the same time maintain a strong global orientation, with significant emphasis on the voice and needs of other national agendas,

· effectively execute standards development in accordance with  the needs of the X9 membership and the needs of the financial services industry,

· maintain technology awareness, with keen perspective on the intersection of technology maturity, user adoption, and requirements for financial services standardization,

· understand where technology products, and business processes are on the maturity and adoption curve, and engage in standardization efforts accordingly and
· Be cognizant of current regulatory issues where new domestic standards may be beneficial to aid the financial services industry in compliance.

Attachment Two
X9’s Principles

This section provides a succinct statement of X9’s principles.  It aligns closely with the principles articulated in ANSI’s United States Standards Strategy.

· Transparency

· Essential information regarding standardization is accessible to all interested parties

· Openness

· Participation is open to all interested parties

· Impartiality

· No one dominates the process or is favored over another

· Effectiveness and Relevance

· Standards are relevant and effectively respond to regulatory and market needs, as well as scientific and technological developments.

· Consensus

· Decisions are reached through consensus among those participating and through formalized voting
· Performance-based

· Standards are performance based (specifying essential characteristics rather than detailed designs) where possible.

· Coherence driven

· The process encourages coherence to avoid overlapping and conflicting standards.

· Due Process

· Standards development is in line with due process and consistent with its own and ANSI Essential Requirements so that all views are considered and appeals are possible.

· Technical assistance

· Assistance is offered in the formulation and application of standards.

· Flexible

· Allows the use of different methodologies to meet the needs of different technology and product sectors

· Timely

· Purely administrative matters do not result in a failure to meet industry needs at the time they need them. 
· Balanced

· Stakeholder assessments are conducted in the due course of standards development
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