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Maximizing Your Health IT

Investment
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House Keeping

Cell Phones
Please turn off or change to vibrate

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

Please,
No questions during the presentation

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

All guestions and answers will be
posted on the web including those
not answered during class




..your IT product functions properly?
nat it yields the benefits you expect?
...that the users are using it effectively?
Sl

t
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How Do You Kno

nat 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

e Health IT systems need to be effective

e Product and service effectiveness are
Important to your investment

 Proven methodologies in VHA can help
you achieve your goals
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Principlle

* Evidence-based decision-making
 Performance management
e Continuous process iImprovement
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Scenario: Tabl.

e Tablet PC to assist the cIinicianS

* Focus is on the principles and best
practices
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You've Been Selecte
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* Fictitious pilot r
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




I've Never
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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
. Wireless
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What They Wan

()Record patient
changes

(WEasy to use
(V) Portable

@Light weight

VA 2010 =

e oy | iJ ad .I._ -‘-Fr;_: u L_u Ll 1 _ - _ 12
UNIVIERSRY S



What They Got..

(W) Record patient
changes

@Easy to use
() Portable

(Y Light weight
(*)Durable

() Best value
(M Wireless
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Product Effectiven

e Maximize your technology investment
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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“Planning” to Succee

=

 Capture user needs and preferences

 Define expected benefits and measures
* Review lessons learned from similar projects
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Capture User Ne

 |dentify user and stakeholder groupé .
o Gather user needs and preferences (survey
* Plan for milestones and checkpoints
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Performance Mana
« “If you cannot measure it, you cannot

Improve It.”
— Lord Kelvin
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Define Expected

B
e Build consensus on project benefits

— Improved health outcomes
— Improved satisfaction

 Agree on how to
measure each benefit

— Number of adverse
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| essons 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
o project
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Plan the Tablet PC Pr

(¥)Understood user expectations for the
technology

(v)Established consensus on the project
benefits and measures

(v)Gathered information from similar projects
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“Executing” Effective

e Hold check
needs and

h
\
\
'Xa
Y
/
/
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points to confirm alignment with user
oroject goals

e Understanc

Impact of changes to the project

_ * Measure the baseline (How are we doing now?)
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Alignment with User Nee

» Checkpoints to confirm technology meets
user needs and workflow

* Verify ease-of-use

e Ensure product tests are based on user
needs

- » Confirm operational readiness and support
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Example: Oper

Operational Readiness Checklist

Project Name
Project Description

Planned Production Deployment Date

High Level Readiness Criteria:

1, Hardwarg

2. Enduser
+ 2. Performal
= 4. Support
- S.Security
» B.Testing
- Z.UserAcce
+ B.UserGuid
- 5. Helpdesk

» Database [version, size, etc)

« Infrastructurz
software/middlesare

+ Application softwvare

2. End user devicz

2.1 Required hardware devices [PCs,
Erimers. etc.) and software have

eeninstalled by End Device support
groups and productsadhereta
product support plans.

+ 10.Installa
11.Implem
12. Custom

- 13.0perati
= 14 Disaste

Detailed Readiness Criteria:

3. Par

3.1 5ervice Level Agreement [SLA)
an application performance has been

efined, documented, communicated)
and accepted by the customers.

Readiness Criteria

wob

Dg

3.2 Perfarmance requirements have
been given to and reviewed by EIE
for system canfiguration.

3.3 Userload requirements have
passed allload testsincluding
maximum number of Users.

1. Hardwarz

diskspace requirement have been

allocation.

1.1 Hardware requirements induding

given to support groups for resource

3.4 Performance datais being fed ta
performance dashboard system
[EMF-Enterprise Management
Framewaork)

requirements have beenmet based
on requirements:

Unix 05

Windows 05

Metwork connectivity
Redundancy system

Backend printing

Offline storagefor reparts and
audit log

1.2 The installation and configuration

3.5 Schedule maintenance milestone
dates for application, system,
database, and networktuninghas
been defined and communicated.

4. Support

4,1 0n-going suppaort has been
adequately staffed. Roles and
responsibilities have been defined,
documented, communicated, and
accepted by all parties invobved:

Windaws, DBA, Ops
End device suppart
Security Team
Helpdesk
Application support
Usersupport
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Impact of Project Cha

* Process to manage changes to projects
— Communicate effectively
— Incorporate changes into plan

e Understand “ripple effect”
o |dentify risks

Capture lessons learned
(How would you do thlngS [
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Measure the Basel
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 Assess current performance o

— Key metrics to evaluate effectiveness of
current state

— Existing performance targets
— Avallable reports and sources of information
— Satisfaction
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(¥)User needs and preferences accurately
reflected In technology requirements

(V)Understood how changes to project
Impacted the technology product to be
deployed

@Establlshed comparative performance
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“Maintaining” Succe

\ MAINTAIN

« Confirm deployed technology in line with
identified capabilities

e Measure the expected benefits

- e« Assess satisfaction

cument and share lessons learned

28
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Verify Deployed Techn

* Product operates the way users’ require

e Support in place to ensure the product
meets the user needs long-term

— Unplanned problems

— Planned upgrades and preventive
maintenance
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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
. |dentify any unexpected benefits or
. unintended consequences
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Example: Benefit

Baseline vs. Pilot
100% o

+ “RilotAvg (87%)

A
B0% E X
0%

0% Baseline Avg (72%) \ f

\
50% \ /

40%

Cutover Period
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Evaluate Satisfactior

* Understand impact of new technology on user

satisfaction

Survey user base to gather direct feedback on
the product and demonstrate commitment to

user community

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 (C/
Representative)

mC 0000

Other (please specify):

._l
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Neither Don't
Strongly agree nor Strongly know /
agree Agree disagree | Disagree | disagree NA
a) The system has improved our o o o o o o
management of patient outcomes.
b) The system has improved patient
safety. Qo o Q Q Q Q
¢) The system has increased the
efficiency of our clinical workflow. <] < ) < < &
d) The system has enhanced information
sharing among staff members in different Q Q Q Q Q Q
clinical care areas and roles.
e) It would be beneficial for us to return
| to the previous paper-based system. < B =) < B <
32



1-Very
Dissatisfied

Software

Integration into Work Flow
Equipment
Pharmacy Module

Tech. Supportfor Software

Tech. Supportfor Equipment

Local ManagementSupport

Training for Software
Trainingfor Equipment

Trainingfor Providers

3.7
2.8

5-Very

2 - Neutral Satisfied

Respendent Distr butlon

= mon-user

Dudnot complew high  High or o
arhoot

== beyond

Change in Veterans calling the
to Mill Bill daims sinoe th

=

mx ame

mcreased Same Decmamd unawe
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 Document project successes and
challenges
— What went well?
— What could have gone better?
— What should we do differently next time?
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The Retrospect: Learn

after Doing

 What was the objective of the project?

e 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?
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Lessons Learne

e Disseminate lessons learned
— Share expertise with other project teams

— Collaborate with colleagues for continued
learning and improvements
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Product Effeu:twenes; | g&?)

VISN CIS Implementation Observations

continually had to seek approval to access workstations, make configuration changes,

modify VistA code, etc.
* Importance of a test or “lead” site. One site was used as the test/lead site prior to
implementing both ICU and ARK to other facilities. In each case the core team spent
significant time with the vendor working configuration and interface issues, as well as
system/interface testing. In addition, this time at the lead site assisted to building a
Knowledge Base among the core team, which contributed to their ability to effectively
implement CIS at other facilities.

36
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What VHA knows and is learning about... FelllReeiess
Tablet PC Deployment & guidelines

for success

Specific learnings &

| SN experience

W from client projects
What happened? N

ISN X

Who was involved?

What have we learned,
& why does it matter?

37



Maintain the Tablet PC '

(VJConfirmed that end product meets the
user requirements

(V) Verified effectiveness of product support

(vJCompared actual project benefits to
expected goals

(v)Captured user satisfaction with deployed
product
. (Yldentified project lessons learned and
| .ssemlnated to other teams

38
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The Product Effectiveness Miss

 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

e Obtain evidence-based information for
decision support
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Under Secretary
for Health

Principal Deputy Under
Secretary for Health

VHA

Office of Health Information

Business
Operations

Service
Coordination

Product
Effectiveness

Health Healthca_re
Systems Information
Y Management
Enterprise Health Data
Systems VA/DoD and Health
. Information
Management Informatics
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The Product Effec
Continuum

VA VHA Office of Health
VHA : -
: Office of Enterprise Information Partner
Business Owners ..
Development Organizations

< < $

PRODUCT EFFECTIVENESS

New Service Incebtion Concept System |Development| System Operations &
Request p Development | Design &Test Deployment Maintenance

LESSONS _LEARNED
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Product Effec ne
Nationwide Reac

Philippines Is.
)
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American
Samoa
Rl
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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

e Jennifer Ford

Director of Product Effectiveness
‘Phone - 301-801-4496
Jennifer.Ford@va.gov
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Questions?
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