
[image: image1.jpg]StratisHealt@h’



Section 1.1 Adopt - Assess

Project Management

HIT Project Management 

For a home health agency implementing health information technology (HIT), one or more individuals are likely to wear many hats in support of the initiative. Whether a person is assigned as a full time project manager, a person is employed as part IT and part project manager, a consultant is brought on board for the project, or another individual is provided paid time to manage the project, the job of project manager is needed.
Project Manager Functions

For an HIT project, the project manager is generally expected to be someone with strong organizing skills and attention to detail in performing the following functions:

· Ensure readiness for HIT adoption

· Provide for educating the organization about HIT
· Assess readiness

· Facilitate identification of goals, critical success factors, assumptions, risks, and obstacles

· Organize the effort

· Facilitate formation of HIT steering committee 

· Plan communications

· Document project tasks

· Initiate change management

· Oversee workflow and process mapping and redesign
· Identify HIT functional requirements

· Coordinate technical requirements

· Plan chart conversion
· Coordinate vendor selection

· Support code of conduct

· Aid in surveying the marketplace and narrowing the field of candidates

· Coordinate request for proposal (RFP) issuance, response, and evaluation

· Coordinate due diligence activities

· Assist in identifying financing

· Coordinate implementation

· Establish a progress reporting system

· Maintain an issues log/problem-escalation procedure
· Install a change control process

· Harmonize the vendor’s project plan with the organization’s needs
· Develop a rollout strategy

· Monitor task completion

· Support system build

· Oversee the training plan

· Oversee the testing plan

· Plan and manage go live

Although go live typically signals the end of a project, adopting an electronic health record (EHR) system often results in an ongoing program of clinical quality improvement and enhancements. The person designated as project manager often stays with this new program to coordinate ongoing maintenance and benefits realization, monitor and ensure adoption, optimize use of HIT, and evaluate upgrades and opportunities for additional technology. 
Project Documentation

A key characteristic of project management is ensuring that projects are completed on time and within budget. In addition to the functions described above for a project manager, documentation is a crucial ingredient in successful project management. 
Project documentation:

· Promotes objectivity

· Avoids re-work

· Helps achieve on-time, on-budget implementation

· Is evidence of action

· Supports training

· Is a reference for future changes

Forms of project documentation that a project manager should be prepared to handle include:

· Meeting agendas and minutes (1.1 HIT Project Documentation)
· Communication planning and tracking (1.1 Communication Plan)    
· Budgets and invoices (1.1 Financial Assessment)
· Process improvement (1.2 Workflow and Process Redesign and 2.1 Workflow and Process Improvement)
· Selection evaluation (1.3 Due Diligence)
· Plans and progress (2.1 Project Planning)
· Issues log (2.1 Issues Management)
· System documentation (2.1 System Build)
· Change control (2.1 Change Control)
· Training logs (2.1 Training Plan)
· Test results (2.1 Testing Plan)
For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org

www.stratishealth.org
[image: image2.jpg]


Copyright © 2009, Margret\A Consulting, LLC. Used with permission of author.

This toolkit was funded by Aging Services of Minnesota and its subsidiary, Alliance Purchasing for use by home health agencies in Minnesota. Produced by Stratis Health.

[image: image3.jpg]STRATIS HEALTH HEALTH INFORMATION TECHNOLOGY TOOLKIT HOME HEALTH AGENCIES



  
[image: image4.jpg]ﬂ Aging Services
v of Minnesota

StratisHealt}

LEADING CHANGE = CHANGING LIVES.
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