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	OBJECTIVE: To effectively and efficiently manage multiple projects within the NC HIE Program. 

	THE NC HIE PROGRAM WILL BE DEPLOYED IN SIX PHASES: These phases span four project years beginning in January 2010 and ending in September 2014.  Phase I is focused on the development and implementation of the NC Shared HIE Services infrastructure, the NC HIE Program management plan, governance framework and an organizational operational structure.

 

	NC HIE SHARED SERVICES PROGRAM MANAGEMENT 1.0

	1.1 Program Management Plan (PMP) 
 See Attachment I for PMP document.
	Because the NC HIE program will require the coordination of multiple related projects, a comprehensive portfolio of procedures and tools to manage, monitor and track the program is essential. This “control framework” is comprised of tools that monitor progress and results.  It also includes consistent, repeatable processes and project management standards relating to people, processes and technology.
	1.1.1 Develop NC HIE Program Management Plan

1.1.2 HIT Collaborative to review and approve PMP,
1.1.3 Implement PMP.
1.1.4 Develop Project Charter for Release 1.0 

1.1.5 HIT Collaborative to review and approve Project Charter for Rel. 1.0 

The complete NC HIE Program Management Plan document has been included as an attachment. (Attachment I)
	Completed
Scheduled for 1/21/10 HIT Collaborative Meeting
Begin 1/22/10

In Process

2/23/10 HIT Collaborative Meeting
	Jan 2010

Jan 2010

Feb 2010

	1.2  PMP Management Tools

	
	PMP Tools:

1.2.1 Deploy a web-based project management tool (i.e. BaseCamp)

1.2.2 Create a centralized web-based repository for project artifacts


	
	Jan 2010
Feb 2010

Jan 2010



	1.2   Coordination with Relevant ARRA Programs & Other State Initiatives

	.
	1.2.1   Working with the NC HIT Coordinator identify potential specific points of coordination and interdependencies with other relevant ARRA programs including Regional Centers, workforce development initiatives, and broadband mapping and access.

1.2.2   Integrate HIE with broadband capacity based on existing mapping data and meet quarterly with State and public health organizations dedicated to broadband mapping to plan existing and future connectivity and the relationship to exchange and technical support services.

1.2.3   In collaboration with the HIT Coordinator, work with the Department of Corrections, Mental Health and other identified state agencies to identify potential opportunities to leverage Shared HIE Services.
1.2.4   Support the NC REC team in developing HIE awareness, education and training programs that promote the use of broadband and health IT.  
	In Process
In Process
In Process

In Process

	Ongoing


	1.3    Multi-state Coordination Activities 

	Statewide HIE Coalition:

HWTF and Medicaid leadership are participating in the Statewide HIE Coalition organized by Manatt Health Solutions.  The current focus of the Coalition is to respond to CMS request for input on the potential use of Medicaid EHR incentive program administrative funding to support statewide HIE. 


	1.3.1   Continue participation in the Coalition.

1.3.2   Identify collaborative engagement opportunities.

1.3.3   Participate in NGA national and regional learning sessions.

1.3.4   Engage in NHIN and HITSP evolving work groups.

  
	
	Ongoing



	1.4 Communication Plan 
See Attachment II.

	
	1.4.1   Develop a comprehensive Communication Plan which includes:

· NC Shared HIE Services website

· Dissemination of scheduled HIE bulletins

· Statewide monthly conference calls to update stakeholders

· Scheduled Town Hall meetings across the state

· Stakeholder feedback loop  
	In Process

	Feb  2010


	1.5  Strategic & Operational Plans
	
	1.5.1   Update Strategic Plan to reflect change in strategy

1.5.2    Re-submit Strategic Plan to ONC

1.5.3    Submit Operational Plan to ONC
	In Process


	Feb 2010

Feb 2010

	2.0 HIE PARTNER MANAGEMENT

	2.1   HIE Participant & Partner Program 

	HIE participants are defined as health information exchange consumers and/or information exchange providers.

HIE partners are defined as technical or data service providers.  
	2.1.1   Develop process for engaging and supporting NC HIE participants. 

2.1.2   Develop strategy for engaging key technical and data partners.
2.1.3   Develop processes/procedures for engaging and managing partner relationships.

	
	Q1 2010



	3.0  GOVERNANCE

	OBJECTIVES:

· Establish Governance Entity and Technical, Business Operations 501 (c)3.
· Establish a governance framework centered on broad-based stakeholder collaboration with transparency, buy-in and trust.

· Set goals, objectives and performance measures for HIE that reflect consensus among stakeholders and facilitate statewide coverage of all providers for HIE requirements related to meaningful use criteria.

· Ensure the coordination, integration and alignment of efforts with Medicaid and public health programs.

· Establish mechanisms to provide oversight and accountability of HIE to protect the public interest.

· Refine the governance framework to ensure alignment with emerging nationwide HIE governance that will be specified in future federal program guidance.

· Develop and deploy financial accounting procedures and reporting mechanisms to accurately reflect the use of HITECH and other funds supporting the initiative.

	3.1   Create 501 (c)3 Non-profit HIE Organization 
(Governance& Business/Tech Ops) 


	HWTF (SDE for NC), in collaboration with the HIT Collaborative and Office of the Governor, is in the process of creating a public/private non-profit 501( c)3 organization. This organization will be responsible for managing the Governance Body and Framework, as well as the NC HIE Shared Services infrastructure and business operations of the NC HIE.     


	3.1.1   Develop a mission statement that identifies the societal need being satisfied and outline how the nonprofit corporation will go about satisfying that need. 

3.1.2   Develop a staffing model for Governance and Business/Technical Operations. 
3.13    Modify HIE budget submitted to ONC to reflect change in strategy.

3.14    Incorporation Process:

· Select a business name and check for availability

· Develop process for HIT Collaborative to accept nominations for the  Governance Body

· Prepare and file articles of incorporation

· Create bylaws

· Hold an organizational meeting:  the initial directors (members of the governance body if named in the articles of incorporation, should hold an initial organizational meeting to: 

· appoint other governance body members (if not named in the articles) 

· appoint corporate officers 

· adopt the bylaws 

· approve t the nonprofit corporation's budget for the fiscal year 

· designate a bank 

· select a corporate seal 

· Develop Bylaws for the non-profit organization. 
3.1.5    Apply for an Employer Identification Number.
3.1.6   Register with State's Attorney General. 

3.1.7   Obtain any required local licenses or permits. 

3.1.8   Apply for a Nonprofit Postal Permit. 

3.1.9   Insurance: obtain the appropriate insurance for your nonprofit corporation. 
3.1.10  Transition from HIT Collaborative to Governance Body

3.1.11   Present modified operational budget and staffing model to Governance Body for review and approval.


	In Process

In Process

In Process
	Jan 2010
Jan 2010

Jan 2010

	3.2   Work Groups

See Attachment III.
	See Attachment II for description of Working Group structure and processes.
	3.2 1   Develop and implement a more rigorous and standardized input structure for the working groups which includes the following:

.
· Scheduled and published work group meetings at six month intervals.
· Develop a charter for each work group.
· Develop detailed work plan for each work group that includes specific tasks, deliverables, dependencies and timeline.
· Meeting minutes with Action Item List.

· Implementation of BaseCamp (web-based project management tool). 
	In Process


	Jan   2010



	3.3   HIT Collaborative
See Attachment IV.

	The HIT Collaborative will continue to serve as an interim Governance Body until the new structure is implemented.

Note: HIT Collaborative transitions to Governance Body in April 2010.
	3.3.1   Review and approve NC HIE Program Plan.
3.3.2   Review and approve updated Strategic Plan & Operational Plan.
3.3.3   Review and approve Project Charter, Rel. 1.0.
3.3.4   Review and approve Service Inventory Rel. 1.0.
3.3.5   Review and approve Governance Body & Framework.
3.3.5   Review and approve Architecture Governance Framework.
3.3.6   Review and approve RFP for Service Design.
3.3.7   Review and approve Tech Ops Model.
3.3.8   Review and approve Staffing Model for 501 (c)3.
	
	Jan 2010
Feb 2010

Feb 2010

Feb 2010

March 2010

March 2010

March 2010

March 2010

March 2010

	3.4   Governance Framework & Work Group
See Attachment V.

	A Governance Infrastructure is in the final phase of development and will be deployed Q1, 2010.  
	3.4.1   Re-engage Governance Work Group.
3.4.2   Create detailed work plan. 

3.4.3   Governance Work Group to review:

· current work groups to determine if sufficient

· current input structures 

· transparency mechanisms      
3.4.4   Governance Work Group to develop deliberation process to ensure that policies iterate to address current conditions has been developed.      

3.4.5    Create accountability and enforcement mechanisms.        

3.4.6    Establish mechanisms to provide oversight and accountability of HIE to protect the public interest.                                                
3.4.7   Account for the flexibility needed to align with emerging nationwide HIE governance that will be specified in future program guidance.         
                           
	In Process
	Jan 2010

Jan 2010

Feb 2010

Feb 2010

Feb 2010
Feb 2010
Ongoing



	3.5   HIE Governance Body


	
	3.5.1   Review and approve Sustainability Model.
3.5.2   Review and approve Deployment Roadmap.
3.5.3   Review and approve RFP for Tech Ops. 

3.5.4   Review and approve Business Ops Policies/Procedures.
3.5.5   Review and approve RFP for HIE Service development. 

3.5.6   Review and approve Privacy & Security Framework.
3.5.7   Review and approve Consent Management model.
3.5.8   Review and approve Training & Adoption Plan.
3.5.9   Review and approve RHIO Support Model.
3.5.10 Review and approve Legal Agreements.
3.5.11 Review a Review and approve Evaluation Plan.
3.5.12 Review and approve Project Charter, Release 2.0. 

3.5.13 Review and approve RFP for Evaluation Plan.

	
	April 2010

April 2010

April 2010

April 2010

May 2010

May 2010 

May 2010

May 2010

June 2010

July 2010

July 2010

Aug 2010 

Sept 2010

	3.6   NC HIE Architecture Governance


	
	3.6.1 Develop Architecture Governance Framework which includes:

· Governance processes

· Organizational structures

· Architecture principles

· Design Standards

· Architecture and design patterns

· Architecture Compliance

· Architecture Advisory Board


	
	March 2010

	   4.0  FINANCE

	   OBJECTIVES: 

· Effectively manage funding necessary to implement and manage the state Strategic Plan by establishing financial policies and procedures to monitor spending and provide appropriate financial controls

· Develop a viable sustainability model and business plan that incorporates feasible public/private financing mechanisms for ongoing development and management of the NC HIE initiative.  Final model is due by the end of the project period. 

	4.1   Financial Model


	Note:  A business plan that enables financial sustainability is required by the end of the project period.
The financial model will be based on viable projected financial statements that can be manipulated to evaluate different business scenarios or strategies.

	4.1.1    Create a Finance Work Group 
4.1.2    Develop a detailed work plan that describes the process and mechanisms for developing a financial model. 

4.1.3    Review and assess previous financial analysis conducted by NCHICA.
4.1.4    Review and analyze various revenue and ROI models

4.1.5    Identify and assess various HIE value propositions by stakeholder group

4.1.6   Determine key assumptions to be included in financial model

Identify and assess various funding mechanisms

 4.1.7   Create a model for assessing various HIE sustainability strategies.  
	
	Jan 2010

Jan 2010
Feb 2010

Feb 2010
Feb 2010
Feb 2010

Feb 2010

March 2010

March 2010


	4.2   Controls & Reporting


	
	4.2.1   Implement GAAP and OMB circulars for financial policies, procedures and controls including subcontracts awarded
4.2.2   Modify and update develop Operational Budget. 

4.2.3   Create and implement P & L report and provide to Governance Body monthly.

4.5.2 HWTF, as the SDE for NC, will be responsible for monitoring the preparation of reports which include: 

· Annual evaluation and “lessons learned” as required by ARRA Section 3013(h)

· Two-year progress report – accomplishment of milestones

· Semi-annual progress reports

· Semi-annual performance measures

· Annual Financial Status Report and OMB audit requirements

· Quarterly ARRA-specific reporting


	
	Feb 2010
Jan 2010

March 2010

Term of Project


	5.0  TECHNICAL INFRASTRUCTURE

	OBJECTIVES:

· Design, develop and deploy an HIE architecture that meets stakeholder needs, is vendor-neutral, flexible and adaptable to accommodate existing and emerging HIE implementation scenarios and aligned with meaningful use criteria.

· Design, develop and deploy HIE services that can be shared across information exchange initiatives in order to reduce the economic and resource burden on HIE participants.
· Ensure that the NC HIE architecture aligns with NHIN core services and specifications. 

	Standards & Certification

	5.1   Technical Standards & Certification

	
	5.1.1   Create a Standards Sub-committee of the Technical Work Group. 
5.1.2   Develop a strategy for employing relevant standards to promote interoperability.  Standards to be included:

· WS standards

· Core Technology standards and protocol, 
· Messaging standards

· Semantic standards

· Consent, privacy and security standards

· Process interoperability standards

5.1.2   Monitor near term certification requirements for HIE infrastructure.  
	
	Jan 2010

Feb 2010

Ongoing

	5.2    NC HIE Participants: Technical Standards

	
	5.2.1 Draft Standards Requirements specific to organizations participating in health information exchange in NC.  


	
	Q2 2010

	HIE Services Architecture

	5.1   Shared HIE Services Strategy

	
	5.1.1    Validate key drivers of HIE Services strategy with stakeholders: 

·  Meaningful Use Requirements

	
	Jan 2010



	5.2   HIE Service Portfolio Development
See Attachment VI.
	· SDLC is specific to SOA 

	5.2.1   Re-engage Tech Work group and schedule weekly meetings

5.2.2   Review  and secure consensus on conceptual architecture

5.2.3   Present, review  and secure agreement on development phases
5.2.4   Develop a detailed work plan & review with work group

5.2.5   Review service design process with work group

5.2.6   Create draft of HIE service models and review with work group

5.2.7   Identify Shared Directories & Registries to be developed.

5.2.8   Document requirements specific to:

· NHIN Core Services

· Security Framework (dependency: consent management model) 

5.2.9   Review and document business/clinical processes  

5.2.10 Define and document Service Inventory : Target Architecture

5.2.11   Define and document Service Inventory:  Rel. 1.0 scope
5.2.12  Review proposed selection criteria for prioritizing development of HIE services:  
· Clinical/administrative value

· Degree of competition for the service

· Breadth and depth of potential users

· Anticipated revenue and return on investment

· Technical difficulty to develop and deploy

· Projected costs for service provision

5.2.11   Finalize development prioritization criteria and document

	In Process

	Jan  2010
Jan 2010
Jan 2010

Jan 2010

Jan 2010
Jan 2010
Feb 2010

Feb 2010
Feb 2010

Feb 2010

Feb 2010

Feb 2010

March 2010



	5.3    Data Acquisition


	
	Tech Work Group:
5.3 .1  Develop & implement data acquisition strategy


	
	March 2010



	5.4    Procurement


	
	Tech Work Group:
5.4.1   Draft technical vendor procurement requirements as well as processes and procedures. 

5.4.2    Procurement 1 (Service Inventory Design): Develop draft RFP and submit to HIT Collaborative.
5.4.3    Procurement 2 (Service Design and Development): Develop draft RFP and submit to HIT Collaborative.
5.4.4    Procurement 3 (Technical Operations: Operations management and support services): Develop draft RFP and submit to HIT Collaborative.
5.4.7    Procurement 4 (Service implementation): Develop draft RFP and submit to Technical Work Group for review.

5.4.8    Procurement 5 (HIE program and technical Services Evaluation): Develop draft RFP and submit to HIT Collaborative.

	
	Feb 2010
March 2010
May 2010

May 2010
June 2010

Nov 2010


	6.0   TECHNICAL & BUSINESS OPERATIONS

	OBJECTIVES:

· Provide technical assistance to regional HIE initiatives and other initiatives focused on developing HIE capacity within the state.

· Closely monitor performance of the NC Shared Services portfolio and address identified performance issues.



	Technical Operations

	6.1   Enterprise Architecture Program 

	TOGAF (The Open Group Architecture Framework) is an Enterprise Architecture Development & Management framework
	6.1.1   Create Enterprise Architecture Advisory Board
6.1.2   Identify components of TOGAF to implement 

	
	Q1 2010

	6.2   Technical Operations Support Model 

	
	6.2.1   Create Tech Ops Work Group (sub-group of Tech WG)

6.2.2   Review various operations support models and identify appropriate model for the NC HIE Shared Services. 
6.2.3   Document support model and processes

6.2.4   Develop draft RFP for Tech Ops and submit to HIT Collaborative.

	
	Jan 2010
Feb 2010

Feb 2010

March 2010

	6.3   HIE Shared Services Performance Metrics

	
	6.3.1   Develop HIE Services Performance Metrics
6.3.2   Create process for gathering and reporting metrics 
	
	Q3 2010

Q3 2010

	Business Operations

	6.3   Organizational Structure and Staff Model
See Attachment VII.
	
	6.3.1   Create Business Operations Work Group 

6.3.2   Work Group to review organizational structures and staff models for 501 c3 organization 

(see Governance 3.0)


	
	Jan 2010

	6.4   NC HIE Standard Operating Procedures 
See Attachment VIII.

	 
	6.4.1   Business Operations Work Group to develop and implement standard operating procedures and processes for business operations and HIE services:


	
	Q2 2010

	6.5   RHIO Support Model

	
	6.5.1   Finalize Support Model developed during strategic planning phase.

6.5.2   Present model to Governance Body.


	
	May 2010

June 2010

	HIE Services Implementation

	6.6    Implementation & Deployment Roadmap Rel. 1.0 Rel. 2.0.
	
	6.6.1   Transition HIE Community Work Group to Implementation Work Group 

6.6.2   Determine if HIE landscape info needs to be updated.

6.6.3   Determine strategy for leveraging any current HIE capabilities.
6.6.4   Develop review criteria for selecting target initiatives.
6.6.5   Create deployment roadmap and submit to HIT Collaborative for review and approval.


	
	Jan 2010

Jan 2010
Jan 2010
Jan 2010

Feb 2010

March 2010

	6.7   Training/Adoption  


	Implementation Work Group to develop training and adoption strategy.
	6.7.1   Review various training and adoption models.
6.7.2   Develop Training Plan and submit to HIT Collaborative.
6.7.3   Develop Adoption Plan and submit to HIT Collaborative.

	
	April 2010

May 2010

June 2010

	6.8    Risk Management
See Attachment IX.
	ONC Requirement: Provide proposed resolution and mitigation methods for identified issues and risks within the overall project. 


	6.8.1 Implement PMP Risk Management Process.


	Risk Management Procedures: The NC HIE Program encourages open communication of issues and potential risks among team members at every level. In this way, any risk can be identified, managed, and escalated to the Project Managers, and if necessary, to the Governance Body.  See Attachment II in the Appendix for a description and flowchart which illustrates the risk management process.


	Jan 2010

	7.0 LEGAL AND POLICY

	OBJECTIVES: 

· Review the privacy and security principles set forth by the NC HIT Collaborative working group through an open, collaborative and transparent process   

· Conduct a thorough review of NC policies, laws, operations and business practices and develop recommendations for new or amended policies, laws and business practices that are consistent with the HHS National Privacy and Security Framework Comprehensive.  Specifically, the workgroup will: 

· Outline current NC laws, trust agreements and regulations that are in place or have been proposed that serve to advance appropriate HIE in North Carolina, including laws related to third-party disclosure and direct to consumer disclosures;

· Outline current laws, trust agreements and regulations that are outdated, overlapping, and/or impede appropriate HIE in North Carolina and identify changes expected or needed.
· Conduct a detailed use case analysis for determining the efficacy of proposed legal and policy recommendations with respect to operating an HIE in North 

· Develop recommendations regarding the enforcement of privacy and security regulations, agreements and policies across HIE initiatives in North Carolina of the NCHIE. 

	7.1   Legal/Policy Work Groups


	
	7.1.1   Transition Privacy and Security Policy Work Group to Policy Work Group and schedule bi-weekly meetings beginning 01/27/10.

7.1.2   Create a Legal Agreements Work Group and schedule bi-weekly meetings beginning 02/08/10.

7.1.3   Create a Technical Privacy and Security Sub-Work Group.

	
	Feb 2010

	7.2   Compliance and harmonization with all federal and state legal and policy requirements.

	. 


	7.2.1   Review the privacy and security principles set forth by the NC HIT Collaborative working group through an open, collaborative and transparent process.

 7.2.2   Conduct a thorough review of NC policies, laws, operations and business practices and develop recommendations for new or amended policies, laws and business practices that are consistent with the HHS National Privacy and Security Framework Comprehensive.  
7.2.3   Conduct a detailed use case analysis for determining the efficacy of proposed legal and policy recommendations with respect to operating an HIE in North Carolina.

7.2.4   Develop recommendations regarding the enforcement of privacy and security regulations, agreements and policies across HIE initiatives in North Carolina of the NC HIE.

	
	Q1 & Q2 2010



	7.3   Legal Agreements 


	
	7.3.1   Identify and examine various policy approaches that could be used to resolve barriers to interoperable HIE due to the wide variability in privacy and security requirements for HIE between networks in North Carolina and across state boundaries;
7.3.2   Finalize the model inter-organizational agreements and/or the DURSA (Data Use and Reciprocal Support Agreement) for North Carolina, and ensure that current trust agreements being utilized in North Carolina are harmonized with the revised HIPAA security and privacy rules and other applicable law.

7.3.3   Ensure that public health and federal agency data sharing agreements are executed according to the policies and procedures established by NCHIE and Federal requirements. 

	
	Q2 2010



	7.4   Oversight and Enforcement

	
	7.4.1   Identify and examine current systems of oversight and enforcement to leverage the policies and regulations already enacted in North Carolina.

7.4.2   Adopt as necessary regulations and functions within the state to harmonize the oversight already in place with those necessary to oversee ongoing HIE in North Carolina.  

7.4.3   Work to ensure that the public and private sector agree on an open and transparent process that support HIE while ensure the privacy and security of the individual. 

7.4.4   Develop policies and procedures for tracking HIE and all necessary reporting to support ARRA Breach notification requirements.

Develop an oversight body/mechanism to create guidelines, best practices and educational materials for the oversight and enforcement of privacy and security policy.


	
	Q1 & Q2 2010



	8.0   EVALUATION OF NC HIE PROGRAM

	8.1   Evaluation Work Group
	
	8.1.1   Create and convene an HIE Program Evaluation Work Group.

	
	May 2010

	8.2   HIE Program Metrics
	
	8.2.1   Develop Evaluation Plan for the NC HIE Program.

8.2.1   Governance Body to review and approve Evaluation Plan.

	
	June 2010
July 2010

	8.3   HIE Program Evaluation 
	
	8.3.1   Develop RFP for Evaluation Plan.
8.3.2   Governance Body to review and approve RFP.

8.3.3   Select vendor.
8.3.4   Conduct evaluation.
8.3.5  Report findings of evaluation


	
	Aug  2010
Sept  2010

Oct 2010

Jan 2011

March 2011
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