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House Keeping
 

Cell Phones 
Please turn off or change to vibrate 

If you must answer a call or text message, please 
leave the room 
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House Keeping (Cont.)

 

 
Please,
 

No questions during the presentation


Questions written on a 3X5 card will 
be answered at the conclusion of 
the presentation, time permitting 

All questions and answers will be 
posted on the web including those

not answered during class 
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How Do You Know…
 

…your IT product functions properly? 
…that it yields the benefits you expect? 
…that the users are using it effectively? 
…that the systems are reliable? 
…that you’ve maximized your investment? 
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Why This Session? 
• Health IT systems are everywhere 
• We will invest in more Health IT systems 

in the future 
• Health IT systems need to be effective 
• Product and service effectiveness are 

important to your investment 
• Proven methodologies in VHA can help 

you achieve your goals 
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Principles 

• Evidence-based decision-making 
• Performance management 
• Continuous process improvement 
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Scenario: Tablet PC 
• Tablet PC to assist the clinicians 
• Focus is on the principles and best 

practices 
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Technology is Integral to 
Health Care 



You’ve Been Selected to Lead…
 

• Fictitious pilot rollout 
of tablet computers at 
VISN 43 
– Assemble your team 
– Plan the project 
– Select and implement 

the technology 
– Support the product 
– Measure effectiveness 
– Support national 


rollout decision
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I’ve Never Done this Before… 



Initial Needs for Tablet PC 

1.	 Clinician can use device to record changes to
patient’s status 

2.	 Intuitive user interface – will not require 
significant training 

3.	 Device can be taken throughout hospital,
including bedside 

4.	 Device can be easily carried by all personnel 
5.	 Device can withstand drops without losing data
 
6.	 Product is a best value procurement decision 
7.	 Wireless 
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What They Wanted… 















Record patient 
changes 
Easy to use 
Portable 
Light weight 
Durable 
Best value 
Wireless 
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What They Got… 















Record patient 
changes 
Easy to use 
Portable 
Light weight 
Durable 
Best value 
Wireless 



Product Effectiveness
 

• Maximize your technology investment by 
focusing on these goals 
– Meet the user’s needs 
– Realize desired benefits 
– Support evidence-based decision making
 

– Gather and leverage lessons learned 
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Key Principles by Project Stage 
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“Planning” to Succeed 

• Capture user needs and preferences 
• Define expected benefits and measures 
• Review lessons learned from similar projects 

MAINTAINEXECUTEPLAN MAINTAIN EXECUTEPLAN 



MAINTAINEXECUTEPLAN
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Capture User Needs 
• Identify user and stakeholder groups 
• Gather user needs and preferences (survey) 
• Plan for milestones and checkpoints 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Performance Management 
• “If you cannot measure it, you cannot 

improve it.” 
– Lord Kelvin 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Define Expected Benefits 
• Build consensus on project benefits 

– Improved health outcomes 
– Improved satisfaction 

• Agree on how to 
measure each benefit 
– Number of adverse 

events 
– Veteran and clinician 

satisfaction surveys 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Lessons Learned 
• Reflect back on similar experiences 

– Determine if this has been done before 
(Yammer, conferences, research) 

– Meet with those that have “been there and 
done that” 

– Gather templates and example documents for 
project 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Plan the Tablet PC Project 

Understood user expectations for the 
technology 
Established consensus on the project 
benefits and measures 
Gathered information from similar projects 





MAINTAIN EXECUTE PLAN 



22 

“Executing” Effectively 

• Hold checkpoints to confirm alignment with user 
needs and project goals 

• Understand impact of changes to the project 
• Measure the baseline (How are we doing now?) 

MAINTAINEXECUTEPLAN MAINTAIN EXECUTEPLAN 



MAINTAINEXECUTEPLAN
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Alignment with User Needs 
• Checkpoints to confirm technology meets 

user needs and workflow 
• Verify ease-of-use 
• Ensure product tests are based on user 

needs 
• Confirm operational readiness and support 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Example: Operational 
Readiness and Support 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN

25 

Impact of Project Changes 
• Process to manage changes to projects 

– Communicate effectively 
– Incorporate changes into plan 

• Understand “ripple effect” 
• Identify risks 
• Capture lessons learned 

(How would you do things 
differently next time?) 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Measure the Baseline 
• Assess current performance 

– Key metrics to evaluate effectiveness of 
current state 

– Existing performance targets 
– Available reports and sources of information 
– Satisfaction 
– Support 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Execute the Tablet PC Project 

User needs and preferences accurately 
reflected in technology requirements 
Understood how changes to project 
impacted the technology product to be 
deployed 
Established comparative performance 
baseline 





MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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“Maintaining” Success 

• Confirm deployed technology in line with 
identified capabilities 

• Measure the expected benefits 
• Assess satisfaction 
• Document and share lessons learned 

MAINTAIN EXECUTEPLAN 



MAINTAINEXECUTEPLAN
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Verify Deployed Technology 
• Product operates the way users’ require 
• Support in place to ensure the product 

meets the user needs long-term 
– Unplanned problems 
– Planned upgrades and preventive 

maintenance 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Measure Expected Benefits 
• Compare baseline measures to 

performance in the new environment 
• Optimize the solution by setting goals and 

continuing to measure performance 
• Gather evidence to facilitate the pilot 

expansion decision 
• Identify any unexpected benefits or 

unintended consequences 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Example: Benefit Analysis 
MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Evaluate Satisfaction 
• Understand impact of new technology on user 

satisfaction 
• Survey user base to gather direct feedback on 

the product and demonstrate commitment to 
user community

MAINTAINEXECUTEPLAN 

  

  
  

 
ADPAC, Biomed, Info Resource Mgr, IT 

 
____________________ 

  

  
  

 
ADPAC, Biomed, Info Resource Mgr, IT 

 
____________________ 

 What best represents your primary occupational role at the VA?

Anesthesiology Provider (e.g., Anesthesiologist, CRNA)
Nurse Manager
Nurse (RN, LPN)
Software/application support role (CAC, 

Representative)
Other (please specify): ____________

 What best represents your primary occupational role at the VA? 

Anesthesiology Provider (e.g., Anesthesiologist, CRNA) 
Nurse Manager 
Nurse (RN, LPN) 
Software/application support role (CAC, 

Representative) 
Other (please specify): ____________ 



MAINTAINEXECUTEPLAN
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Evaluate Satisfaction (cont.) 
• Provide empirical data to support decision making 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Lessons Learned 
• Document project successes and 

challenges 
– What went well? 
– What could have gone better? 
– What should we do differently next time? 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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The Retrospect: Learning 
after Doing 

• What was the objective of the project? 
• What did we achieve? 
• What were the successes? Why?  How 

can we repeat them? 
• What were the disappointments? Why? 

How can we avoid them in                   
the future? 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN
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Lessons Learned 
• Disseminate lessons learned 

– Share expertise with other project teams 
– Collaborate with colleagues for continued 

learning and improvements 

MAINTAIN EXECUTE PLAN 



MAINTAINEXECUTEPLAN

37 

Building Knowledge Example 

MAINTAIN EXECUTE PLAN 

 

 

What VHA knows and is learning about… 
Tablet PC Deployment 

VISN A 
VISN C 

VISN D 
VISN E 

Good practices 
& guidelines 
for success 

Specific learnings & 
experience 

from client projects 

VISN X 

What happened? 

Who was involved? 
What have we learned, 
& why does it matter? 



MAINTAINEXECUTEPLAN
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Maintain the Tablet PC 
Confirmed that end product meets the

user requirements 
Verified effectiveness of product support 
Compared actual project benefits to
expected goals 
Captured user satisfaction with deployed
product 
Identified project lessons learned and
disseminated to other teams 








MAINTAIN EXECUTE PLAN 
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What They Got This Time… 



The Product Effectiveness Mission
 

• Ensure your Health IT product is functional 
and operational 

• Maximize the benefits of your IT investment
 
• Ensure end user satisfaction and usability 
• Ensure continuous process improvement 
• Obtain evidence-based information for 

decision support 
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Product Effectiveness 
Alignment in VHA 

Under Secretary 
for Health 

Principal Deputy Under 
Secretary for Health 
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The Product Effectiveness 
Continuum 
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Product Effectiveness – 
Nationwide Reach 



Final Thought 
“Product Effectiveness is the critical bridge 
between what we have currently, its actual 
value, and what we need next.” C. Luigart, 
Dec 2009 

• Jennifer Ford 
Director of Product Effectiveness 
Phone - 301-801-4496 
Jennifer.Ford@va.gov 

44 

mailto:Jennifer.Ford@va.gov


45 

Questions? 
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