
[image: image2.jpg]STRATIS HEALTH HEALTH INFORMATION TECHNOLOGY TOOLKIT PHYSICIAN OFFICES



Section 1.3 Adopt – Select

Due Diligence: Demonstration Plan
Use this tool to assist you in arranging for product demonstrations as part of your due diligence for evaluating vendors using your key differentiators (1.3 Key Differentiators). 

Arranging Product Demonstrations

Product demonstrations may be arranged in one of several ways:

· Vendor fairs are demonstrations where all vendors being considered bring their product to the organization at the same time to be viewed by all stakeholders. In addition, specific, separate meetings with members of the health information technology (HIT) steering committee, IT team or contractor, implementation team if applicable, and finance are conducted. The advantage of the vendor fair is comparing all vendors at once and giving all members of the organization an opportunity some sense of 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 extending one outstanding trait to influence the total judgment. Careful planning and education can help overcome these factors. 

Planning for the Vendor 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 request for proposal (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 (as 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 the RFP or other sources. These scripts should reflect all aspects of your goals and key differentiators. Without such a script, vendors will demonstrate the most favorable aspects of their products only. Send scripts so the vendor has sufficient time to develop its demonstration response. 
· Invite vendors to the demonstration. Confirm dates, space and technical requirements, and other parameters established by the organization.
· Plan to use the key differentiators tool for your HIT steering committee to compile its feedback. 
· Develop a Vendor Demonstration Evaluation (example below) for others who may be viewing only parts of the demonstration. 
· Have IT staff review the product from an IT perspective, using the Technical Requirements specifications (1.3 Request for Proposal). 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, using 1.1 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. Apply your code of conduct (1.3 Code of Conduct) 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
	Vendor to HIT steering committee only
	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 only
	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 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
	
	Discuss among HIT steering committee members any issues you are identifying. 

	60 minutes
	Domain demonstrations
	Clinical domain teams: nurses,

physicians, other
	Each clinical domain 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 breakfast or lunch, depending on when you start the demos) for all 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 also should be present, as well as an administrative supervisor/manager. 

· For Finance, discuss the price quote for clarification purposes only. This is not contract negotiation.

· 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
	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. 

	1 day
	
	
	Time may be extended depending on the product under consideration, the size of the organization, and the number of sites to implement the product.


Demonstration Evaluation Form

Have your organization’s demonstration team members give their perspectives about the vendors and their product(s). Having a form that your team uses to gather data during the vendor demonstrations can be helpful.
Provide every staff person participating in the demonstrations with copies of the: 
1. Scripts that your organization provided the vendors for its cases or scenarios so they can follow its line of questions
2. Vendor Demonstration Evaluation form, one for each vendor
3. Organization’s short list of comprehensive functionality criteria (1.3 Key Differentiators)
Vendor Demonstration Evaluation
Vendor: _________________________________ Product: _________________________________

Your name: _______________________________________ Date: ___________________________
1. Did the vendor follow the scripts that your organization provided for its cases or scenarios? 
( Yes

( No 
2. If yes, was the vendor able to perform all functions using the actual application software? Or, was a PowerPoint file created for the purpose? If a PowerPoint file was necessary, what was the vendor’s explanation for not using the actual application?
3. Were all aspects of the script(s) covered fully, with your expected answers? 
( Yes

( No 
If no, what was missing and what was the vendor’s response for why any aspect was not covered?
4. Do you believe you will have your benefits expectations met based on the functionality demonstrated through the scripted demo?
( Yes

( No 
If no, why not?

5. What product features were not demonstrated by this vendor? What reasons were supplied by the vendor for not including these?

6. List the additional product features demonstrated.
7. Describe how the vendor’s product appears to meet your personal preferences.
	Criteria
	Comments about Personal Preferences

	Screen layout easy to view 
	

	Ease of data entry (easy to use/able to modify/update templates)
	

	Prompts and alerts
	

	Intuitive help/tools
	

	Access controls/ security
	

	Resource tasking/ data integration
	

	Decision support includes active and passive components, with flexibility for change
	

	Workflow follows intended process improvement plan
	


8. Record any additional questions you have that you may not have had the opportunity to ask. Some of these questions may be more suitable for asking during site visits or reference checks.
[image: image3.jpg]


Copyright © 2009, Margret\A Consulting, LLC. Used with permission of author.
[image: image4.jpg]StratisHe@




For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org
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