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Unit Objectives

A Define project management and program management
A Describe the project management triangle
A Describe the project management star

A Name the steps of the Health IT Project Life Cycle, and
identify features of each

A Identify the basic principles of health IT project/program
management including developing and maintaining the
project plan, setting and keeping project milestones,
producing deliverables, and adhering to critical pathways

A Describe one or more elements of an health IT/eHealth
Information systems/engineering project or program
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Project/program imanagement &

A & Projectis an individual or collaborative
enterprise that is carefully planned to achieve
LI NG AOdzE I NJ FAYéE OhET:
2010).

A Project managements about applying
knowledge, skills and tools to the activities of <
project in a way that the project may achieve its
objectives (Project Managemehistitute (PMI),
2013).

A GA Programis a group of related projects
managed
In a coordinated manner to obtain benefits not
F At o6fS TNRY YIylr3IAay3
(Project Management Institute, 2013).
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A Because digitalization is such an important operational feature of busines:
operations in the 2000s, as well asreanain competitive in the long term,
healthcare organizations and other businesses in the indaseforced
to continuallyinvest in new IT systems. Therefore the successful
management of implementation of IT projects has become extremely
crucial in the healthcare sector.

A Successful Ifroject management ensurahat whatis beingdeliveredis
effective, efficient and economical ftine organization.

A Project management keyto controlling theworkflow of an eHealth
project. It includes the development amidanagement othe plans and
actions, regulation ofesources, and checking and reporting progress.
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A In healthcare, the followindactors are
Important when makingmplementing IT application of proce
Project mmanagemeny
SyStemS 1o achi.e\ze e proy
to achieve planne

cthodical appx!
an e Oof o

I Service disruption is minimal
i Costs are kept within budget —
I Appropriate education and help is available
A In fact, success in project management is often
analysed by three important constraints:
I Keep the projecbn time
I Keep the projectvithin scope
I Keep the projeciwvithin budget
A These three constraints are known as the
project management triangle
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Project Management ftiangle &

A TheProject Management Triangléalled also the Triple
Constraint, Iron Triangler "ProjectTriangle") is a model
of the performance and constraintsf project Schedule
management. ltontends that:

A Thequality of work is constraineby:
i the project'sbudget €ost)

i adherence to time planned/deadline for the project completion
(schedulg and

i the boundaries of th@utputs of the projectfcopé
A The project manager can trade betwetirese |
constraints.. Changes one constraint necessitate Cost Scope
changes in others to compensate fmoject
performance and qualityill suffer.

A For example, a project can be completed faster by
Increasing budget or cutting scope. Similarly, increasing
scope may require equivalent increases in budget and
schedule. Cutting budget without adjusting schedule or
scope will lead to lower quality

\
A\
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A However trading between constraints is not

always possible. For examppgmuring money Schedule
(and people)nto a fully staffed projecin
order to keep on schedule may in fact slaw
down. Increasing the scope of a project
without increasing the time or money
iInvestment will result in failure.

Alsoin poorly run projects it is often
Impossible to improve budget, schedule or |
scope without adversely affecting quality. ~ COSt Scope

TheProject Management Triangle is
iInsufficientasa complete indication gbroject
success because it omits crucial dimensions of
achievement includingnpact on

stakeholders, learning, change management,
organizational cultureand user satisfactian
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A ThePMBOKProject Management Body of Knowledge),
produced by the Project Management Institute,
provides aset of standard terminology and guidelines
for projectmanagement

The PMBOK offers a star as an alternative method to the Schedule
PM Triangle : R
: . esources
A The PM star is aevolved model based on the triple Risk
constraint with 6 factors to be monitored amdanaged. |
Thisis illustrated as a 6 pointed Star that maintains the /
strength of the triangle analogy (two overlaid triangles

A Atthe same timdt representsthe separation and
relationship betweerfactors of project inputs and \
outputs onone triangle androject processes factors on ) .
the other triangle.The star variables are: Scope Budget

I Triangle 1 (process factors): &
A Scope Quality
A Cost
A Time

I Triangle Zinputs andoutputs):
A Risk
A Quality

A Resources
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A Project management requires identification and control of all steps

a project life cycle. The defining characteristi@agirocesss its
uniquenessA project only happens once. Howevegmmonsteps
can be found in ajprojects.

Project management involves initiating, planning, executing,
controlling, and closing thevork of ateamto achieve specific goals
and meet specific success criteria at the speciiect.

Theproject is designed to produce a unique product, service or
result with a defined beginning and end (usually tomastrained,
and often constrained by funding or staffing) undertaken to meet
unique goals and objectives, typically to bring about beneficial

change or addedalue.
Prigect
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The project management lifgyclerefersto the process used toreate the outputs producetly the
project. This incorporatesot only management of the project, but alsechnology management
(disciplines that allows organizations to manage their technological fundamentals, including stra
forecasting, roaemapping, and project portfolio) anthange managemengall approaches to
prepare and support individuals, teams, amrgianizationsn making organizational transitions

Project management, technology management and change management each also have

subcomponents, listed below:
Project Management Change Management

wintegration wJser Requirements wRealization
wScope wWorkflow wSponsorship
wlime winfrastructure wlransformation
wCost wSoftware Configuration wrlraining
wQuality wConversion wOptimization
wHuman Resources winterface
wCommunications wSecurity
wRisk wlesting
wProcurement wCutover

wSupport
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A Relying on the project management, technology
management, and change management disciplines
iIndividually does not ensure project success

A Integrating all three increases the likelihood of project succes:

A Thesteps or phases beloilustrate applying Project
Management Institute'®\ Guide to the Project Management
Body of Knowledge (PMB®Buide)(PMI,2008)

A The goal of the life cycle is to integrate project management,
IT management, and change management disciplines

Initiate the Plan the Executehe I\(/Izgrr:gc(;: &r:ad Close the
project project project project project
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Initiate the Plan the Execute the ngtl:glrtahld Close the
project project project —— project

1. Initiate the project

I Major task Create aroverview of why project should be executed amatline
what the benefits, costs and risk thfe project will be.

i Also, thisphase 8 KSNE GKS LINRP2SOGQa O fTeS
project managetypicallyusestwo evaluation toolsn deciding whetheor not

to pursue a project:

A Business Case Document his document justifies the need for the projeicigludingan
estimate of potential financidbenefits, a list of the risks, and ways to mitigate the risks.

A Feasibility Study; This document evaluates tHelNP 2 SO0 Qa 3I2 I f & Yalidatd Y St
that the project shouldstill be executed since its original proposabalances the
requirements of the project with available resources to see if pursuing the propetinues to
makesense.

I Projectsthat pass these two testare assignedo a projectteam or project
office.
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Initiate the Plan the Execute the ngtl:glrtahld Close the

project project project —— project

2. Planthe project

I Major task Makea detailed plan of project schedule, budgahnd people (human
resources) whavill contribute to the project and what they willo, and how
progress of the project will be measured

I Once the project receives the green light, it needs a solid plan to guide the te:
as well agzo keepthem onscheduleandwithin budget. A welwritten project
plan gives guidance for obtaining resources, acquiring financing and procurint
required materials.

I Theproject plan gives the team direction for producing quality outputs, handlir
and mitigating risks;reating acceptance, communicating benefits to stakeholde
and managinguppliers.

I Theproject plan also prepares teams for the obstacles they might encounter a
the course of the project, and helps them understand the cost, scope and
timeframe of the project.
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Initiate the Plan the Execute the ngtl:glrtahld Close the
project project project —— project

2. PlantheLINR 2S Ol 002y 0 QRO

I Major agreements and contracts are frequently signed during this step of the project.
Common project management agreements include the following:

I Statements of work (SOWWThis isa documentthat defines projectspecific activities,
deliverables and timelines for@ntractor or vendoproviding services to the
organization.The SOW typically also includes detareguirements, conditionand
pricing, with standard regulatory and governance terms and conditions.

I Business associate agreemerfBAA): Anyndividual or entity that performs functions
or activities on behalf of a covered entity that requires the business associate to access
PHI (protected health information$ considered a busineassociate. All business
associates that perform services for an organization in association with a project must
signh a BAA, especially in the US with HIPAA covered entities.

I ServiceLevel Agreements (S)AThis documents a commitment between a service
provider and alient such as a hospital organization and a vendor, or an IT contractor
and a healthcare provideRarticular aspects of the servigguality, availability,
responsibilities; are agreed between the service provider and the service. user

is2 )71\

iy
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Initiate the Plan the Execute the t‘gg:glrtahr;d Close the
project project project project project

3. Executdhe project

I Major Task Keeprackof progressmade on the project andny possible
changes irthe projectplan. Communicate witthe team aboutschedule,
deadlinesand key activities. Keep track on project schedule and budget

I This is the phase that is most commonly associated with project management
Execution is all about building deliverables that satisfy the customer. Team
leaders make this happen by allocating resources and keeping team member:
focused on their assigned tasks.

I Executiorrelies heavily on the planning phase. The work and efforts of the
team during the execution phase are derived from the project plan

I Some terms you may hear on a health IT project include:

p—

A testing environment A data/codefreeze A conversion
A production environment A go/no go dates A activation/cutover
A training environment A migration A Command Center
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I Key terms associated with project execution:

A Milestone: A milestone is a scheduling event that signifies the compleifoone or more major
deliverablesA milestone, by definition, has duration of zero andetfiort, because therés no work
associated with a milestone. It is a flagcheckpoint irthe work planto signify that some other work
hasbeen completed and shows have project is progressing.

A Deliverable A deliverable is artgngible outcome that is produced by the project. All projects create
deliverables. These can be documentgpsites, presentations, hardware and devices, computer
systemsnew technologyetc. Internal deliverables are produced abyaproduct of theproject and
are usuallyonly seen and used lilze project team Externaldeliverables arereatedfor end-users,
such as providers, patients or teams in a healthcare setting.

A Critical Path The critical path is the sequence of activities that must be completed on schedule for
the entire project to be completed on schedule. It is the longest duration path througivtik plan
If an activity on the critical path is delayed by one day, the entire project will be delayed by one day
(unless another activity on the critical path can be accelerated by one day

A Gantt Chart A Gantt chart is a bar chart that depicts activities as blocks over time. The beginning and
end of the block correspond to the beginning and afade of the activity

A Issue An issue is a major problem that will impede the progress of the project and:#matot be
resolved by the project manager and project team without outside help. Project managers should
proactively deal with issues through a defined issues management process.
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4. Monitor and control the project

I Major task Constantlynonitor the project and control th@rogress. Sometimes
combined withexecution, these steps oftemccur at the same time.

I Monitoring and control techniques can be split inféar areas
1 project plan monitoring
2 projectbudgetmonitoring
3. project monitoringthrough regular status and/or stageporting, and
4 project monitoringcarriedout at different levels by the projedeam

RK

I Asteams executehe project plan, they must constantly monitor thgrogress

I Toguarantee delivery of what was promised, teams must monitor tasks to
preventscopecreep(expansion of the project outputs beyond its original
plans/goals)calculate key performanaadicators,and track variations from
allotted cost and time. This constant vigilance helps keep the project moving
ahead smoothly.
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5. Closehe project

I Major task Documenteach step of the project, the updated budget and time
spend on project. Give reviews for each team member and deliver the
products or deliverables of the proje@ummarize lessons learnt, and
evaluate the project and arrange for support and maintenance-pogject.

I There are three major goals needed to close the project:
1. Verifythat there is user acceptance of tipeoject's outputs and deliverables

2. Ensurehat the operational team is able to support tioeitputs and deliverablewhen the
project and the project tearhave concluded their work; and

3. Reviewthe performance of the project against imseline goals/requirements
I Teamsclose a project when they deliver the finished project to the customer,
communicating completion to stakeholders and releasing resources to other
projects. This vital step in the project lifecycle allows the team to evaluate and
document the project and move on the next one, using previous project
mistakes and successes to build stronger processes and more successful

teams.
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I At the end of a project, the expenditure category usually moves from
aOF oA &alStR¢é SELISY a®laa SiRé aREIINF IS YT |
ongoing forthe organization. Amperating expens€dOPEX) is an expense
required for the dayto-day functioning of a business. In contrastagital
expense(CAPEX) is an expense a business incurs to create a benefit in the
future.
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A Human element;Patient care is a major driver, and it has to be balanced
with income received by the facility. Welfare of the patient has to be
properly managed within the framework of project management.

A High teche personnel will have to manage advanced
technology projects, projects that will take project
management tools tailored to help the healthcare
professionals easily plan, execute and control their
projects.

A Government often plays a big role Governments
develop national policies and strategies which
create a fertile regulatory environment forleealth
projects, building capacity through, for example,
training programs and cthe-job training for all
health workers.
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1. Consider a situation
where your
organization has an
opportunity to replace
a paper patient intake
form with a digital
patient intake form.
Describe reasons why
this project should be
executed and what will
be the benefits of it.

2. From the Project
Management Plan on
the right, answer the
following questions:

a) What tasks are the
seven project
milestones indicated
by diamonds on the
Gantt Chart?

b) What tasks are the
three critical paths,
indicated by red bars
on the Gantt Chart?

c) When is the project
scheduled to begin
and end?
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