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Section 1.3 Adopt – Select
Due Diligence
This document outlines the various forms of due diligence you may want to consider when performing your vendor selection. It provides tools to assist you in arranging for product demonstrations, site visits, and reference checks as part of your due diligence for evaluating vendors using your key differentiators (1.3 RFP Analysis and Key Differentiators). 
Arranging Product Demonstrations

Product demonstrations may be arranged in one of several ways:

· Bidders conference is a vendor fair where all vendors being considered bring and demonstrate their product to the organization at the same time to be viewed by representative stakeholders. Separate, specific meetings with members of the health information technology (HIT) steering committee, IT team or contractor, implementation team if applicable, and finance also are conducted. The advantage of a bidders conference is being able to compare all vendors at once and giving many members of the organization an opportunity to see the products being considered. In general, this method is used by organizations with adequate space for three or four vendors to set up a booth, and/or where demonstrations can be spread across several days in order to accommodate all individual meetings.

· Individual demonstrations are more common for smaller facilities because of limitations in time and space. In this form of product demonstration, vendors come to the organization one at a time and meet with the steering committee and others. Ideally, these demonstrations are conducted as close in time to one another as possible. The first demonstration sometimes is more of a learning experience for the organization on how to conduct demos, and a last demo may benefit from the halo effect—a bias in which the last vendor seen is easiest to remember and therefore influences the total judgment. Careful planning and education can help overcome these factors. 
Planning for the Product Demonstration 

The following are some steps to take in planning for the vendor demonstrations:
· Identify vendors to conduct demonstrations. This should be the result of your review of the RFP responses, using the key differentiators tool. Although you can invite all of the vendors sent RFPs, the idea is to narrow the field of vendors by cutting those from consideration that clearly do not meet all or most of your key differentiators. Demonstrations take time from your busy schedule, so you want to review only those who are very strong candidates.

· Determine how you will conduct demonstrations (described above).
· Identify dates that all potential attendees can commit to.
· Develop an agenda so that all aspects of demonstrations can be conducted within a one- to two-day process (see sample Demonstration Agenda below).
· Develop use cases or scenarios, either using the one you developed for your requirements analysis and RFP, or one you develop or refine just for the demos. These scripts should reflect all aspects of your goals and your key differentiators. Without such a script, vendors will demonstrate the most favorable aspects of their products only. Send scripts in advance (if not already in the RFP) so the vendor has sufficient time to develop its demonstration response. 
· Invite vendors to the demonstration. Confirm dates, space, technical requirements, and other parameters established by the organization.
· Plan to use the key differentiators tool for your HIT steering committee to compile their feedback. 
· Develop a Vendor Demonstration Feedback Sheet for others who may be viewing only parts of the demonstration or who are not as familiar with the products as the steering committee members. 
· Have IT staff review the product from an IT perspective, using the technical requirements specifications from the RFP. For example, IT staff or contractors should evaluate the ease of installing an upgrade, installing a patch, creating a new report, modifying a template, adjusting a clinical decision support rule, etc. Include review of IT skill requirements (1.1 HIT Staffing Inventory) and security requirements (1.1 HIT Security Risk Analysis and Controls Assessment).
· Have finance staff review the price quote with a vendor representative (1.2 Business  Case: Total Cost of Ownership and Return on Investment)
· Have the project manager review the vendor’s model implementation plan (2.1 Project Plan) and discuss implementation issues with a vendor implementation team representative.
· Conduct a debriefing session with the HIT selection team immediately after each demonstration and then follow up with vendors on any outstanding questions or issues after all demonstrations have concluded. Remember to apply your Code of Conduct (1.3) to ensure a fair and unbiased assessment of vendors performing demonstrations for you.
Demonstration Agenda

The following is a sample agenda and tip sheet, for a day-long demonstration running early morning to end of the day, or mid-day to mid-day. Modify this to suit your organization’s needs and time constraints. Give the agenda to the vendor and establish the expectation that the vendor should follow this. You are in charge of this process. You may choose to modify the agenda based on your discussion with the vendor, but only to the extent you desire a change. 

	Approximate  Time
	Activity
	Who
	Tips

	5 minutes
	Introductions
	HIT steering committee 
	Tell the vendor to limit remarks only to introducing the team. No need to describe the company, as this was done in the RFP response.

	45 minutes
	Vendor presentation of standard demonstration
	HIT steering committee 
	Listen to the vendor and refrain from asking questions. Listening only will keep this part of the demo short and enable you to listen for things the vendor is NOT telling you about, which are generally weaknesses of the product.

	70 minutes
	Vendor presentation of demonstration using your use case/scenario
	HIT steering committee and potentially other representative clinicians
	Ensure that the vendor covers all aspects of the use case/scenario. Ask about potential weaknesses you did not see in the standard demonstration and any parts of the use case/scenario that are not addressed or not addressed fully.

	30 minutes
	Break
	HIT steering committee only, no vendors
	Discuss among HIT steering committee members any issues you are identifying. 

	60 minutes
	Domain demonstrations
	Nurses in the field, nurse administrators, quality professionals, other clinicians,
physician champion
	Each type of clinician should have an opportunity to view the product demonstrated using their use case/scenarios supplied to the vendor in advance. 

	60 minutes
	Open demonstrations
	All staff 
	This is unstructured time (often held during the dinner hour, breakfast, or lunch, depending on when you start the demos) for a large number of staff to have an opportunity to review the product.

	60 minutes
	Focused meetings
	IT, Finance, and Implementation
	Have one-on-one meetings with vendor and organization counterparts, often held simultaneously with the open demonstrations. 

· For IT, discuss if you have sufficient IT staff to handle additional responsibilities. If the organization contracts for IT services, the persons normally providing rudimentary IT internally should also be present, as well as an administrative supervisor/manager. 

· For Finance, discuss the price quote for clarification purposes only. This is not contract negotiation, but an opportunity to make sure you can perform a valid comparison.

· For Implementation, have potential super users and others who will be involved in implementation as well as an administrative supervisor/manager to learn what is involved.

	30 minutes
	Closing session with vendor
	HIT steering committee
	Double check on any outstanding issues.

	30 minutes
	Internal debriefing
	HIT steering committee only, no vendors
	Members of the steering committee should complete their key differentiators analysis and discuss briefly what they found—using the objective scoring criteria. Identify any follow up that is needed. 


Arranging Site Visits

Use this section to assist in arranging for and conducting site visits as part of your due diligence for evaluating vendors against your key differentiators (1.3 RFP Analysis and Key Differentiators). A secondary value to site visits is learning about implementation strategies.
After you have conducted your product demonstrations, you may be able to narrow the field of vendors further. Typically, no more than two vendors are considered for the next step—site visits to organizations that are using the vendors’ health information technology (HIT) and are as similar to yours as possible. Site visits are expensive, so use them judiciously. Ideally, they should be of the same size and type, have the same current systems, and have implemented and fully adopted the version of the product being considered. Finding one place that exactly meets these criteria is unlikely. Find the site that is most suitable and fill in other information needed through reference checks.
In general, the vendor will arrange for a site visit. Do not be surprised or deterred to learn that the vendor may pay the host to conduct the site visit. After all, such visits represent a lot of time for the host. Also, if all goes well, you may become a reference site and host visitors in the future. The vendor role in the site visit should be minimal, at most making introductions. The rest of the time you should be on your own. If the vendor will not leave, you should assign one person on your site visit team to corral the vendor and ensure the rest of the team has an opportunity to speak frankly with the host.

You should be aware that hosts will not air their dirty laundry, even if the vendor is not present. You will need to infer meaning and find diplomatic ways to inquire about issues. For instance, you could ask what the most common problem is that they have encountered with the product, rather than broadly asking what problems they have. You might ask if they have any outstanding issues they would like to see resolved and suggest that you could make that a contract issue, helping both yourself and your host. You might also ask your host, “If you had to do it all over again, what would you do differently?” Another important aspect of the site visit is not only to further evaluate the product under consideration, but to get tips on how the site managed the implementation, user training, etc. Often these can be invaluable—whichever product you end up selecting.
Plan on visiting a site in one day. Conclude the visit with time for your visit team to debrief, away from the site and vendor. Often the site will have an agenda they prefer to use. You may communicate with them in advance concerning the agenda, but with the exception of any special areas you would like to discuss, you generally will do well if you stick to the host’s agenda. They know their site and product best, and you must respect that your presence will be disrupting normal operations.

Those who visit the site from your organization should be selected from the steering committee and others to ensure a well-rounded group of individuals. Enough representatives should attend to enable all aspects of the application to be observed and discussed. 

Site Visit Data Collection Form

Although the ultimate goal is for you to complete your Key Differentiators Form during a debriefing, having a form that your team uses to gather data during their visit can be helpful. Note that you and the host will need time to become acquainted and establish rapport. Ease into your questions, potentially repeating some of the earlier questions later in the day and with several people to get a well-rounded perspective. 

Site Visit Guide
Site: _______________________________ Host: ___________________ Product: ______________

Representative from your organization: ________________________________ Date: ____________
Visitor(s) from your organization: ____________________________________ Date: ____________

Establish similarity with your organization and learn about implementation:

Verify which of the following reference criteria are met by this visit: 

( Similar size
( Similar services 
( Similar in type (rural/urban, part of chain, additional services)


( Same base system
( Other similar source systems
( Same version of product

1. Is the application deployed throughout your whole organization or only in some settings or only used by some staff? If not in all settings or by all staff, why not?

2. How long did the vendor take to begin implementation after the contract was signed? How long did the vendor take to fully implement once implementation began?

3. Describe the implementation team you put together. How many people? What skills? What were their primary roles? How much did you customize the product?

4. How long did the average nurse take to feel comfortable using the system? Was extra staff or lighter assignments provided to lighten the load during go live to allow staff to fully learn the system?

5. How long did physicians take to learn how to use their parts of the system with full competency?

6. What training methods did you use to successfully get everyone into a productive mode quickly?

7. If you had to do the implementation over again, what would you do differently?

8. Did you have to upgrade any other aspects of your information technology in order to use the application, such as your network, input devices, other? Did the vendor assist you or did you contract separately for these services?

9. What do you like most/least about the product you acquired from this vendor?

10. What is the most common problem you have encountered with the product?

Actual Demonstrations
Have the members of your organization’s site visit team fill in their perspectives about the vendor and its product(s) (add columns as applicable/modify questions as desired).
	
	Field Nurses
	Nurse Managers
	Administration
	IT Staff

	Screen layout easy to view 
	
	
	
	

	Ease of data entry
	
	
	
	

	Prompts and alerts
	
	
	
	

	Intuitive help/tools
	
	
	
	

	Access controls/security
	
	
	
	

	Resource tasking/ data integration
	
	
	
	


Ongoing Maintenance and Use

Use these questions to wrap up your visit:

1. What kind of staff do you have to maintain and enhance the use of the application on an ongoing basis?
2. Does the vendor supply regular upgrades? Is the vendor responsive to proposed changes? 
3. When you have had to contact the vendor for support, how long did it take for a response that resolved the issue?
4. What savings have you achieved with the implementation of the product, and how did you go about achieving them?
5. What quality improvements are you seeing with use of the product, and how did you go about achieving them?
6. Is there an enhancement to the application that the vendor has been promising but has not delivered that we could include as a contractual condition for us that might also benefit you?
7. Is there anything else that you would like to tell us about your experience with the product? Any lessons learned or good advice? Would you do it all over again? 
Arranging Reference Checks

Just as with site visits, reference checks should be conducted with organizations that are as similar to yours as possible. Ideally, they should be of the same size and type, have similar software packages, and have implemented and fully adopted the version of the product being considered. Also as with site visits, finding one place that exactly meets these criteria is very unlikely. The reference check process actually helps to fill in the gaps where the site visits were lacking. For example, the site you visited may have had the version you were interested in, but not your incumbent vendor for other critical systems. Now you may choose to call a site that has an older version but the same base vendor. 

Vendors will supply you with a list of references. You should not accept a list that restricts you from making any reference checks you wish. If you can, make reference calls with organizations that have not been identified by the vendor but you encountered through other processes, such as at professional meetings, trade shows, or other references.

Always call in advance to set up an appointment. Reference calls may be made as a conference call between representative stakeholders from both organizations or on a peer-to-peer basis. The peer-to-peer basis generally does a better job of ensuring that all stakeholder questions are asked, although could introduce bias if the caller is particularly in favor or against a vendor under consideration.  Calls may be facilitated by sending questions in advance, although answers may not be as candid.

Reference Check Data Collection Form

Although the ultimate goal is for you to complete your key differentiators form, having a form that your team uses to gather data during a reference call can be helpful. Later you should be sure that the key differentiators form is completed.

Reference Check Guide

Site: _______________________________ Host: ___________________ Product: ______________

Person(s) contacted at reference home: _________________________________________________

Caller(s) from your organization: ____________________________________ Date: ____________

Establish similarity with your organization and learn about implementation:
Verify which of the following reference criteria are met by this call: 
( Similar size
( Similar services 
( Similar in type (rural/urban, part of chain, additional services)


( Same base system
( Other similar source systems
( Same version of product

Establish basic understanding of the agency’s level of implementation and adoption:

1. Is the application deployed throughout your whole organization or only in some settings or only used by some staff? If not in all settings or by all staff, why not?
2. What interfaces do you have that connect this vendor’s product to other applications from different vendors?
3. What other information system products from this vendor and others do you have installed in your organization?
4. Did you have to upgrade any other aspects of your information technology in order to use the application, such as your network, input devices, other?
5. What do you like most about the product you acquired from this vendor? 

Determine how successful the implementation was:

8. How long did the vendor take to begin implementation after the contract was signed?

9. How long did the vendor take to fully implement once the implementation began?

10. Describe the implementation team you put together from your organization. How many people? What skills? What were their primary roles? How much did you customize the application?

11. How long did users take to learn how to use the system with full competency?

12. What training methods did you use to successfully get users into a productive mode quickly?

13. If you had to do the implementation over again, what would you do differently?

14. What does your organization like least about the product, and what have you had the most problems with?

Learn about ongoing maintenance and use:

15. What kind of staff do you have on an ongoing basis to maintain and enhance the use of the application?

16. Does the vendor supply regular upgrades? Is the vendor responsive to proposed changes? 

17. When you have had to contact the vendor for support, how long did it take for a response that resolved the issue?

18. What savings have you achieved with the implementation of the product, and how did you go about achieving them?

19. Is there an enhancement to the product that the vendor has been promising but has not delivered that we could include as a contractual condition for us that might also benefit you?

20. Is there anything else that you would like to tell us about your experience with the product? 
Any lessons learned or good advice? 

Follow up on any specific questions from demos or site visits:
21. Follow up item #1
22. Follow up item #2
23. Follow up item #3
Corporate Due Diligence
In addition to the above due diligence efforts, some vendors will invite you to their corporate headquarters to learn more about their operations. This is especially true if you are managing a large agency with a lot of buying power. You need to decide whether to undertake corporate due diligence and the form it will take. In some cases, a call to corporate headquarters may be sufficient. In other cases, you may want to do some background checking on the company. And/or you may decide to visit the corporate location. 

The primary purpose and your focus for any corporate due diligence should be to reassure yourself that the organization has sufficient staff to be responsive to your needs and is not likely go out business soon (or would be acquired by another vendor who would maintain the product for a reasonable period of time in order to migrate you to another platform), and to determine their corporate culture meshes with yours. Remember, once you sign a contract, you are signifying the start of what ideally should be a positive partnership.  
For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org

www.stratishealth.org
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