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Issues Management
Many issues will arise before, during, and after implementing any health information technology (HIT) system application. During planning or vendor selection, you may identify staff who appear resistant to HIT, a workflow or process improvement redesign that has not been adopted well, or myriad other issues that you should clear up prior to introducing HIT. An issues management process can help you recognize patterns that where change management needs applied. During implementation of HIT, many issues arise—both with the vendor and internally. These issues may be large or small, critical or not critical all need to be resolved. After implementation, new issues can arise, or old issues can resurface. An issues management program includes a central process for managing issues, an escalation policy, and an issues log to help track status and resolution. You will need to reference your log to look at patterns and verify resolution of each issue. 
Instructions for Use

1. Before the project begins, assign one individual in the organization to manage project issues. This is usually the project manager. 

2. Before the project begins, determine how issues are to be escalated internally and with the vendor. Often a team leader will report an issue to the project manager, who documents the issue and communicates with the responsible party. If the issue does not get resolved, the project manager needs to escalate the issue to a higher level of authority. The following is an example of an escalation path that you can modify to fit your needs.

	Internal Escalation Path
	Vendor Escalation Path

	Executive:
	Account executive:

	Administrator:
	Account manager:

	Project manager:
	Project manager:

	Team leader:
	Team leader:


The vendor will maintain an issues log. Some vendors make this interactive for both vendor and customer to use. You still will want to track all issues yourself as well. Most importantly, you determine when an issue is resolved to your satisfaction. Start keeping an issues log as soon as implementation begins, if not earlier.

3. Assign a sequential reference number to each issue. Keep a file of documentation in support of the issue, and label each item with the reference number from the issues log. Some customers also keep a more detailed journal, or use a spreadsheet to track the issues and keep their journal notes in a separate column.

4. Write a brief description of the issue, sufficient for you to recognize the issue without referring to detailed documentation. 

5. Identify who reported the issue and date, who was assigned to resolve the issue by what date, and date you expect to follow up. Follow up may occur at a regular meeting with the vendor’s project manager or another date as determined by the nature of the issue. An additional column may be added to reflect priority or level of risk associated with the issue. A high risk/priority issue is one which would cause the project to be significantly delayed, incur cost overruns, or result in not having critical functionality. Level of risk/priority may also be inferred by the follow up timing. Periodically review the issues log to assess if any patterns need to be addressed from a management standpoint. For example, regular problems may be associated with one of the vendor’s staff and not others, or more problems relating to a certain clinic department than others. An issues log allows the project manager to spot potentially larger issues before they get too big.

6. If upon follow up the issue has not been resolved as expected, determine if more time is needed or the issue needs to be escalated to someone else. 

7. Once an issue is resolved, write a brief description of the resolution and the date it was resolved. Whoever is required to sign off on issues in your organization, such as the project manager, should sign off that the issue has been resolved in order to avoid any further issues in the future. All issues associated with a payment milestone should be resolved prior to making the payment. 

Issues Log

	Ref #
	Description
	Risk:
H-M-L
	Reported by
	Date Reported
	Assigned to
	Date Assigned
	Date of Follow up
	Escalation
	Resolution
	Date Resolved
	Signoff
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For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org

www.stratishealth.org
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