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Section 1.2 Adopt - Plan

HIT Acquisition Models
This tool outlines the differences between the three major ways you might acquire health information technology (HIT): straight licensure, ASP/SaaS, and community offering. You will find some variation within each of these models.
Instructions for Use

Review the description of differences and similarities between these HIT acquisition models as you plan your HIT strategy.

Straight Licensure, ASP/SaaS, and Community Offering

· Straight licensure refers to the acquisition of software by paying an upfront amount of money for use of the software and usually assistance with implementation, training, and go-live assistance. Following that expenditure, a periodic maintenance or service fee is charged to keep the software current and to provide support in the event you have issues with its use after implementation. The upfront investment is usually quite large, and most software vendors do not offer financing.
· Application service provider (ASP) or software as a service (SaaS) is a form of software acquisition where the upfront cost and ongoing maintenance/service fees are bundled together into a periodic payment. From a financing perspective, the difference between the ASP/SaaS and straight licensure models of acquiring HIT is the difference between tenant and owner. Some liken the difference to being an apartment renter versus a home owner. The ASP/SaaS model requires little or no down payment, demands generally less staffing, has lower hardware costs (i.e., you only have to buy input/output devices), and allows you to pay as you go. But, the ASP/SaaS model offers less control and customization capability  and the long-term cost may end up being higher. In a straight licensure situation, once you pay off the capital investment you only have regular maintenance fees. 
Although some use the terms ASP and SaaS synonymously because they both are tenant models of acquisition from a financial perspective, consumers should be aware of  product-related differences between the two models. The fundamental difference is that the ASP utilizes client/server software that has a Web-based front end. SaaS is distinguished primarily by the fact that it uses Web services architecture as the basis for its software design. Both ASP and SaaS models generally fit a low to middle tier of products with respect to functional sophistication. Straight licensure products are often more highly customizable. Obviously, such customization will not help an ASP or SaaS vendor achieve the economies of scale needed to offer a relatively low monthly rate with minimal or no upfront costs. However, the SaaS model may be more customizable than the ASP model due to its native Web architecture that is often more flexible than a client/server architecture.

In other industries, SaaS may be available as an “on-demand” service, where you pay only if and when you use the service. This may be applicable for some forms of HIT, such as e-faxing, secure messaging, personal health records, and document scanning services, where you pay per use. SaaS electronic health record (EHR) systems are being developed and offered on a continually available basis for a time-based fee rather than a per use fee.
Some health care organizations are reluctant to have their data stored off site. They have concerns about getting the data should the vendor fail. However, any type of HIT vendor can fail. Should an ASP or SaaS vendor fail, your contract should protect you by requiring the vendor to supply you with your data. Vendors are more likely to merge or be acquired than to outright fail, in which case you would receive continued support and a more graceful transition to a new product. When considering HIT, ensure that your contract states that not only do you own the data, but that, if the data are housed by the vendor, it will return your data if the company goes out of business. In addition, a contract for any type of vendor should include that the software’s source code will be placed in an escrow account that will provide access should the company go out of business. This will enable maintenance of the systems for some period of time and a somewhat easier process of converting the data to another product. 
One area of concern about the ASP/SaaS model that is often misunderstood relates to the level of security. Vendors who offer these models do not co-mingle data and often have more robust security than most health care delivery organizations are willing to pay for on their own. 

Finally, service level agreements (SLA) are critical for any type of HIT acquisition, but especially with either the ASP or SaaS. SLAs help ensure that there will be optimal connectivity and support.
· Community offering is another form of acquiring HIT (also called “enterprise offering”) that is being enabled by some HIT vendors. In such cases, typically a hospital or large clinic licenses the product and in turn supports other providers in the community, essentially using their software foundation. In this case, the large facility becomes the vendor for implementation and support. Many of the advantages of the ASP/SaaS model exist in this type of offering. One very distinct difference is that these offerings co-mingle the data of all health care organizations they serve via a single active directory. While this serves as a means to share data about clients, which is the goal of health information exchange, withdrawing your records later may be difficult if you no longer wish to be part of the community offering.
For support using the toolkit
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