EHR Project Task List, Pages 49–50
Purpose:  The EHR Project Task List provides an overview of all the tasks a practice would undertake to prepare for, select, implement, and use an EHR. This task list includes more than the traditional “implementation plan” components, but does not provide the potentially hundreds of detailed tasks on an implementation plan (see Sample Project Plan associated with Chapter 7). Many practices focus all of their attention on the implementation, but lose site of the fact that planning for and optimizing use after implementation are critical keys to success.

Directions for Use:  Review the EHR Project Task List to gain an appreciation for the myriad tasks that need your attention before, during, and after (ongoing) implementation of an EHR. As you review the steps, add, modify, or change the sequence according to your practice requirements. If you consider deleting a task, make sure you consider the implications on subsequent steps. Assign a due date. You may also want to add a column to assign responsibility if your practice is medium to large in size. Check off when activities have been completed.

EHR Project Task List

	Project Steps
	Due Date
	Completed

	(  Prepare for EHR

– Provide for EHR education.

– Determine your migration path.

– Identify benefits for practice.

– Assess readiness.

– Initiate change management to overcome barriers.
	
	

	(  Set goals for EHR

– Agree to set S.M.A.R.T. goals.

– Obtain baseline data upon which to set your goals.

– Reach consensus on goals.
	
	

	(  Initiate the EHR project

– Identify steps to assess, plan, select, implement, maintain, and improve.

– Outline total cost of ownership and business case.

– Develop a communication plan.

– Manage the project to the plan to keep on track.
	
	

	(  Organize the EHR project

– Form EHR steering committee.

– Identify physician champion.

– Establish a communications plan.

– Document project tasks.

– Specify documentation methodology and requirements.
	
	

	(  Understand current workflow and processes and how they will be impacted

– Map current workflows and processes.

– Identify potential opportunities for improvement from maps.

– Map expectations for improved workflows and processes.
	
	

	(  Identify EHR functional requirements

– Specify desired functions for an EHR.

– Translate functions into EHR features.
	
	

	(  Plan for chart conversion

– Assess practice needs for archiving paper charts.

– Determine information needs going forward.

– Change charting processes to prepare for conversion.
	
	

	(  Select an EHR

– Understand the EHR marketplace.

- Product certification

- Interoperability 

– Adopt a code of conduct or business guidance for selection.

– Review the field of EHR vendors.

- Identify vendors to whom to send requests for proposals (RFPs).

- Identify key differentiators upon which to evaluate vendors.

– Perform due diligence on EHR vendors to continuously narrow field.

- Analyze responses to RFP.

- Narrow the field further if possible.

- Have vendors conduct complete product demonstrations.

- Conduct site visits.

- Conduct reference checks.

- Develop ROI comparison.

- Obtain corporate information on likely vendor of choice.

- Identify vendor of choice and backup.
	
	

	– Negotiate contract price and terms.

– Have attorney review legal aspects of contract.

– Determine financing.

- Apply for bank loan or line of credit.

- Establish agreement for cost sharing among practice partners.

- Apply for grants.

- See philanthropy to aid any shortfall.

– Obtain approval for signing contract.

– Conduct selection process for hardware, additional applications, etc.
	
	

	(  Implement EHR 

– Establish detailed project plan and progress reporting system.

– Maintain your own issues log and problem-escalation procedure.

– Install change control process.

– Develop rollout strategy.

– Arrange for interfaces to be built as applicable.

– Install hardware.

– Enhance internal data and telecommunications as applicable.

– Receive super-user training.

– Establish test environments.

– Complete system build to configure EHR.

– Develop new workflows and processes.

– Document policies, procedures, job descriptions.

– Conduct testing.

– Conduct end-user training.
	
	

	(  Plan and manage go-live

– Implement rollout strategy.

– Ensure back up and contingency plans in place.

– Rehearse go-live.

– Move application from test to production environment.

– Carry out chart conversion to move historical data to EHR format and definitions.
– Go-live.

– Support new users.
	
	

	(  Conduct formal benefits realization studies

– Set result monitors in place.

– Evaluate achievement of milestones toward goals.

– Celebrate success.

– Correct course as needed.

– Manage change.
	
	

	(  Coordinate ongoing maintenance and enhancements

– Review template utilization and make modifications as applicable.

– Review decision support utilization and make modifications as applicable.

– Maintain integrity of data dictionary and use of standard terminologies.

– Install patches and upgrades as available.

– Plan for potential enhancements.

– Manage equipment obsolescence.
	
	

	(  Adopt continual improvement in care management

– Determine and manage impact of e-prescribing.

– Determine and manage impact of personal health records.

– Determine and manage impact of chronic disease management.

– Determine and manage impact of value-based purchasing.

– Determine and manage impact of health information exchange.
	
	

	Used with permission, © Margret\A Consulting, LLC


