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Assembling the Right EHR Project Teams

Making the right EHR system choice and then assuring that the system selected is implemented as
effectively as possible will have major financial and clinical impacts on your practice for many years to
come. Practice leadership’s involvement in these efforts is critical as is participation from the “brightest
of the bright” management and staff members. Unfortunately, all of these key resources are the same
individuals your practice relies heavily upon for the significant day-to-day operational demands of your
practice. Too often the people assigned to system selection and implementation activities are either
people who can be “spared” because their roles and/or skills are less critical or are individuals brought
in temporarily from outside your practice who have little working knowledge about your environment.
Both resource approaches are doomed to failure.

Although all individuals within your practice will be pulled into key parts of the system selection and
implementation efforts, several members of your practice will need to lead and devote significant time
to the efforts if you are to succeed. The project roles these people must assume are described below.
Each of these roles need to be held by key resources within your practice who are, most likely, already
overcommitted and working long hours. They are, however, the individuals with the knowledge, skills
and leadership necessary to push your EHR system solution forward. Your practice needs to think
creatively and plan carefully on the best ways to “backfill” the other, day-to-day responsibilities of these
individuals for a period of time allowing them to dedicate significant time to the evaluation, selection and
implementation of the best possible, most effective EHR system for your practice.

The following describes the critical roles that must be filled by these key individuals and provides a
general estimate of the time involvement required:

1. A “Clinical Champion” with the responsibility for establishing the “big picture” plan for the EHR
system and for leading clinicians in template, clinical workflow, standardized documentation and
other decisions necessary to select and implement the best possible EHR system.

Skills, Knowledge & Attributes:

O A visionary leader who is able to see the broader, future “blueprint” of the EHR system while
also understanding that multiple, interim steps will be needed to reach that ideal.

O Respected clinical leader who can rally clinicians to participate and can facilitate clinician
consensus.

O Strong desire to standardize clinical documentation and processes and a willingness to lead the
effort to make these changes happen.

QO Has sufficient time to devote to this effort.

Time Commitment:

O 20% during the 3 — 4 months of EHR system selection to facilitate clinical requirements
decisions and participate in demonstrations, reference calls and site visits.

O 30% during the initial 3 months of implementation to finalize template, clinic workflow, standard
medical mnemonics and other clinical decisions necessary for system setup.

O Up to 50% during the initial month of live system use to support and encourage clinicians in
effectively using the system.
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2. An EHR Project Manger with the responsibility for coordinating, facilitating and serving as “task
master” to assure all vendor and practice tasks are completed accurately and on time.

Skills, Knowledge & Attributes:

Excellent understanding of your specific practice processes, workflows and constraints.
Enthusiastic supporter of change.

Highly organized, analytic thinker capable of effectively juggling multiple, high priority tasks.
Effective communicator and task master.

Proficient with office and PC applications with no timidity with technology.

Respected by practice clinicians and staff.

Has sufficient time to devote to project responsibilities.
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Time Commitment:

O No less than 75% for the full evaluation, selection and implementation period (10 — 12 months if
full EHR features are implemented).

O 100% at key milestone dates.

3. Evaluation & Selection Team Members with the responsibility for identifying and prioritizing all
system requirements within the practice and effectively evaluating the capabilities of vendor
products for meeting these requirements. The team needs to include individuals who can
knowledgeably represent the system needs for:

Q Physicians & Mid-Levels

Nursing

Medical Assistants

Office Front Office Administration

Billing

Medical Records

Q Processing of Ancillary Orders, Pharmacy Refills & Referrals
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The Selection Team need not be larger than 3 - 4 individuals as long as all areas are
knowledgeably represented.

Skills, Knowledge & Attributes:

O Enthusiastic and open to change.

Knowledgeable in their areas within your practice.
Analytical thinkers.

Comfortable with the use of computers and technology.
Have sufficient time to devote to project responsibilities.
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Time Commitment:

O 25% during the initial month of requirements definition, the demonstration period, reference
verifications and site visits.
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4. EHR Implementation Team Members with responsibility for designing the system flow,
templates, and structure and for building and testing the design, coding structures, interfaces,
hardware and tool to assure all setup and processing is accurate prior to Go-Live. Additionally, the
implementation team is responsible for coordinating training of other users within the practice on
system use.

Design & Testing

Skills, Knowledge & Attributes:

These members of this team need to have a full understanding of your practice operations and
intended workflow and processes with the new system. This team is typically small (1 — 2
individuals) with some support by all key users within the practice for final testing and verification.

O Knowledgeable at a very detailed level for many areas within your practice.
O Analytical, detailed workers with a high drive for accuracy.

Q Highly capable computer users.

O Have sufficient time to devote to project responsibilities.

Time Commitment:
Q 50% for 2 — 3 months of design, build and testing phases of implementation.

Hardware Implementation & Testing responsible for assuring all hardware, equipment, tools and
security are implemented and working effectively. Often an outside contractor is employed to
assume these responsibilities under the leadership of the Project Manager.

Skills, Knowledge & Attributes:

Experienced in network design and communication for the specific network you will be using.
Knowledgeable of new technology and input devices.

Thorough, detailed worker.

Readily available for on-going support as needed.

Able to communicate effectively with system users at all levels of technical sophistication.
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Time Commitment:

O 50% during equipment implementation and testing. Duration will depend on amount of
equipment and technical infrastructure changes.

O 100% for the final full system testing and the initial weeks of live production to troubleshooting
and support.

Training responsible for assuring all users understand how to effectively use the system. This
position is responsible for tailoring vendor training materials for your specific office use, coordinating
initial vendor training and serving as a key point of system knowledge and training of new
employees once the system is in live use.

Skills, Knowledge & Attributes:

O Experienced with all business areas within the practice.

Q Effective communicator with good training skills and attitude.
Q Capable computer user.
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O Has sufficient time to devote to project responsibilities.

Time Commitment:
O 15% during building & testing to work with vendor on tailoring training materials and approach.

O 100 % during final user training and during the first weeks of live use to support system users in
effectively using the system.

It is important to remember that each of the roles outlined above do not necessarily represent separate
individuals. In a smaller office environment, many of these roles are played by 2 - 3 individuals. In
larger practices many more individuals will participate. When an individual is assuming multiple roles
within the project, it is critical to keep aware of the time commitment requirements and be realistic when
planning your selection and implementation timelines.
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