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Section 2.1 Utilize – Implement

Project Planning
Project planning is designed to identify all tactical elements that must be managed during health information technology (HIT) implementation. Many health care delivery organizations do not plan at this level of detail very often. Users need to be involved in clinical information system implementation to a much greater extent than in any other type of project. 
Instructions for Use

Vendors and large organizations often use Microsoft Project to construct their project plans. If this is not available to you, construct a project plan using a spreadsheet or word processing software. Typically a Gantt chart is used, as in the sample project plan supplied (2.1 Project Plan) and illustrated below. In this format, you can anticipate the duration of each task and monitor task completion progress.
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In this example, the phases are listed in bold and their anticipated duration shown by the black shaded cells. The detailed tasks associated with each phase are indented below. Their actual start date and progress are illustrated with the red shaded cells. For example, the phase “Meet with vendor’s implementation specialist” is expected to take two weeks and has two tasks. The chart shows that the first task started on time and was finished in the first week and the second task started in the second week and was completed in the same week. Note that the phase “Discuss and plan roll-out strategy” is intended to start in Week 2, but does not start until Week 4. This task is late in starting, so the chart alerts you that you need to make up time to stay current with your overall plan. In many cases, this can be accomplished easily and with no adverse consequences. In other cases, regular delays often signal an issue—either with the vendor or your organization, or both. You need to determine the cause and remediate. You may find that the extra time costs extra money.

For any given project, the actual steps will be specific to the application and the vendor’s implementation strategy. The sample plan gives you a good idea of the level of detail, nature of tasks, need to identify resources, and time management. It also provides you with a good start to developing your own project plan for any implementation. For any HIT project, start your project implementation with the following steps:
1. Review the implementation plan that the vendor supplies, ideally with the vendor’s implementation specialist. Consider the tasks, resources, and timing. Coordinate necessary changes with the vendor.
2. Prepare to develop a project plan for your organization that reflects the milestones from the vendor’s plan, and all other tasks you need to perform. This is an important step often overlooked. Many organizations new to major HIT projects assume the vendor will handle everything, but they don’t and should not be expected to. In some cases, you may have to manage several vendors at one time (e.g., the HIT application vendor, a systems integrator that is writing interfaces for you, a chart conversion company, a data conversion company, a telecommunications company, a consultant to assist with implementation and training). Recording all of the project milestones from these different vendors can help you track their progress as well as the dependencies among them (e.g., you must wait to install hardware until the telecommunications capability is installed). Frequently other internal tasks come from your communication plan, chart conversion plan, workflow and process improvements, alert rules, training plan, testing plan, policy and procedure checklist, and others (1.1 Communication Plan, 1.2 Chart Conversion Planning, 2.1Workflow and Process Improvement, 2.1 Policy and Procedure Checklist 2.1 System Build, 2.1 Training Plan, 2.1 Testing Plan).
3. Review the components of a project plan and record all elements. The illustration above shows these various components: 

a. Tasks are the elements you need to perform, such as “Review general implementation plan...” Tasks consume time, ranging from a few minutes to months.

b. Timeline is the area of the project plan where start and end times are recorded. If using Microsoft Project, it has an entire process associated with constructing a timeline. In an Excel spreadsheet, at a minimum, decide how long the overall project is intended to take, then lay out the timeline in days, weeks, months, quarters, etc.—depending on the overall duration and expected granularity of the task description.

i. Phase is illustrated by a bar that extends over related tasks.

ii. Planned duration of phase is illustrated by the length of the bar.

iii. Progress on task is illustrated by a line shown either through the duration bar or immediately below it. If using Excel, you will either need to create a separate row below each task to illustrate progress, or show progress for each task under a phase.

iv. Relationship/dependency is not illustrated in the Excel example. This is a fairly sophisticated process and often is used only in Microsoft Project. It can be illustrated by lines linking between one task and another. Regardless, you need to think about dependencies—some tasks cannot start until another task ends. A project can be delayed waiting for task completion. 
c. Milestone is an event that has no time, such as “Receive general implementation plan…” in the example. This is a point in time that triggers the rest of the project. In an Excel spreadsheet, this can be illustrated by placing an “X” in the cell corresponding to the time in which the event would occur. Recording the various vendors’ milestones on your project plan can be help you to ensure the vendor is managing time appropriately. This is important, as delays and extra time spent on tasks can be costly.
d. Resources are the names of organizations, groups, or individuals you expect to complete the task. For example, if an interface must be written between two applications by the systems integration company ABC, then ABC is the resource. If the task is assigned to an IT staff person, then that person’s name or title would be identified. In other cases, a domain team may be responsible for a task. When a team is responsible for a task, list the primary resource as the chairperson’s name or whoever the team designates as responsible for overseeing the specific task. Teams are an essential part of success in implementing clinical information systems. Do not let them become an excuse for lack of accountability. You need a lead person to get the work done.

4. Record all tasks and expected milestones, associated resource names, and a timeline for the tasks.

5. Monitor progress by periodically indicating how much of a task has been completed by a certain date. Often the organization and vendor meet at the end of each week to review progress, address outstanding issues of all types, (2.1 Issues Management), and make plans for necessary adjustments in the following week. The Gantt chart format should enable you track when a task is starting too late, when a task is taking too much time, or when another task is in jeopardy of not being completed before a task that depends on it needs to start. Track progress and dependencies to the extent you can with using the tool.
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For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org
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