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Section 1.2 Adopt - Plan

HIT Steering Committee
A major investment in health information technology (HIT), especially focusing on clinical information systems such as electronic health records (EHR) requires engaging representatives from all key stakeholder groups. An HIT steering committee is typically formed. As you embark upon planning for HIT, take time to consider how best to form and operate the group of people who should be involved in HIT planning. 

Some nursing homes have IT committees that plan the information technology budget and prioritize projects. Projects may range from as simple as fixing a printer or replacing a broken monitor to writing an interface between a billing system and a laboratory information system. Many of these committees focus only on technology. However, clinical information systems touch virtually everyone in the nursing home and extend beyond merely replacing paper charts, focusing on direct clinical care functions and outcomes. In recognizing this, the organization needs to formalize a committee with more strategic functions and raise the level of authority of the committee to one that can make tactical decisions itself and refer formal strategic recommendations directly to administration and the board of directors. Even for very small nursing homes, an HIT steering committee should serve to break down organizational boundaries and recognize that the flow of information should be centered on the residents the facility is caring for.
Composition of Steering Committee

A formal HIT steering committee needs to include representatives from all HIT stakeholder groups. The following is a guide to the types of people who should be included on an HIT steering committee, depending on the size of the organization. For small nursing homes, four to six people may be on the committee; larger facilities may have as many as eight or 10. For homes that are part of a corporate structure, an HIT steering committee at a local home may not have responsibility for HIT vendor selection or even customization of the system. But, it should be responsible for workflow and process redesign, testing, training, go live, change management, user adoption, and optimization.    
	HIT Steering Committee Members
	Purpose

	Chair of steering committee
	Individual should be able to lead the committee with an unbiased approach and be able to devote the time to planning and attending meetings and performing follow-up activities. 

	At least two nurse representatives and one physician, including both champions and curmudgeons; if multiple sites, include at least one nurse from each site
	Nurses and physicians will be the primary users of EHR and need to fully understand and be engaged in the selection (for independent organizations), implementation, adoption, and optimal use of the EHR components. Including champions is the natural inclination. Including curmudgeons helps recognize types of potential resistance and helps craft ways to overcome such resistance.

	Representative(s) from other clinical support services, such as laboratory, nutrition and food services. If the home does not have a pharmacy, invite a local retail pharmacist to participate in applicable activities

	All clinical staff will be expected to use the system, and should be a part of understanding the system and validating that it meets their functional requirements. Representatives from other departments may already have some experience with information systems and can be called upon to assist nurses and physicians in their adoption and to help educate residents and their family/caregivers. 

	Representative(s) from administration, business office, health information management, and IT
	While HIT and EHR are largely clinical systems, they must support charge capture, care management, and other operations of the organization. IT staff should be involved to understand the scope of technical support required for both implementation and ongoing maintenance; and health information management (HIM) professionals should be involved to ensure a legal health record.

	Project manager
	As this individual is the central coordinating person, the project manager should be a full time member of the steering committee and be given authority to allocate other staffing resources as required and feasible for the size of the organization.

	Other individuals may support the steering committee at different times. For example:

· Board liaison

· Chief financial officer

· Procurement specialist

· Legal counsel

· EHR consultant

· IT consultant

· External contract negotiator

· Trainers

· Human resource specialist

· Grant writer
	Depending on the size of the organization, each of these individuals may play unique roles. If you have a board of directors, a liaison can represent the interests of the steering committee to the board. The CFO or the chief accountant can assist in assessing financial readiness, identify financing sources, compiling the business case (return on investment), and planning pro forma financial statements in preparation for seeking a loan or responding to a grant opportunity. Some organizations may have a procurement specialist who is accustomed to negotiating major contracts and can provide assistance in contract negotiation as well as plan the acquisition of hardware and any required physical plant and/or furnishing changes. Legal counsel should review the contract from a legal perspective and be available to provide assistance in interpreting state statutes relative to electronic information management. An EHR and/or IT consultant may help navigate the many vendor choices and steps in preparedness, selection, and implementation. Sometimes a consultant is also brought in to negotiate your contract. If you have training staff, involve them during some of the phases to assist in training. A human resource specialist can assist in developing job descriptions for new/changed positions, work with the organization to manage change for its employees, and assist in any labor relations issues. If the organization expects to seek grant funds, a grant writer will need to be included in some of the steering committee activities.


Domain Teams

Domain teams are groups of individuals from a specialty or specific department, or site that help round out the steering committee as special needs are encountered in the various steps of planning, acquiring, and implementing HIT. Each team focuses on the requirements of the specific domain, but must coordinate with the steering committee. For example, when implementing an electronic medication administration record (EMAR) system, the domain team would include primarily nurses, but also a pharmacist to address workflow, identify specific functionality needed, write scripts to evaluate products, help test new workflows, and assist in providing training in drug terminology and alerts. Another domain team may consist of representative physicians who admit to the nursing home. They may address issues associated not only with their clinical documentation, but transfer of information to and from the home, remote access, and computerized provider order entry (CPOE) and e-prescribing. This domain team may be supplemented by a health information management (HIM) professional who can advise on transfer protocols, privacy requirements, and other elements of health information exchange. 
Involving Stakeholders 
· Ensure that all stakeholders are represented in HIT projects through the steering committee. Ensure that the HIT steering committee includes representation from nursing services, at least one physician, a pharmacist (even if from a local pharmacy), and representation from applicable diagnostic studies and therapy services. Actively engage the HIM professional who works with the facility, to ensure that the documentation system supports a legal health record and meets regulatory requirements. 

· Recognize the importance of clinician involvement in HIT by providing some form of release time, overtime, or recognition for clinician contributions. These efforts will pay back immensely in achieving success with the HIT. Provide adequate training for clinicians who will be part of the HIT steering committee. These individuals may need more in-depth understanding of HIT, workflow and process improvement techniques, data management, and other elements of HIT implementation. Some of these clinicians may need to go on site visits or to trade shows where HIT is demonstrated. 

· Provide adequate training for all clinicians. Many end users will need to learn basic computer skills. In addition, they need to understand what HIT is all about and how it will impact them. Web seminars can be effective ways to gain an understanding of HIT. Use of Web seminars should not be limited to the selection process. They can be effective in early education as well as after selection for orientation. While vendors will conduct the Web seminars, they will need to be managed until such time as the organization is actively engaged in the selection process. The effort is well worth the result.
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LEADING CHANGE = CHANGING LIVES.
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