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We will cover … 

• 10 Steps for Creating your Roadmap to 
Meaningful Use 

• Incentive Opportunity 
• Project Governance – Clinical vs. IT 
• Adoption and Transformation Support Model 
• Tracking the "meaningful use" criteria by 

looking at the technology, adoption & 
measurement components  



 
• Integrated Delivery Network 
• Private, non-profit, teaching 
• 15 Hospitals (60-900 beds) 
• 120 Clinics /18 Quick Care Clinics 
• 110 Retail Pharmacies 
• Home Health Services 
• Hospice Services 
• Laboratory Services 
• 30,000 employees  
• 3,700 physicians on staff 
• 1,200 employed physicians 
• Over 6,000 nurses 
• $4 billion annual revenue 
• 0.5 million IP days/year 
• 1.2 million OP visits/year 
• 250,000 ED visits/year 
• 3 million clinic visits/year  
• 300,000 Home visits/year 
• 5.4 million prescriptions/year 
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Improving Quality of Care by Leveraging the 
HITECH Stimulus Package Incentives 

1. 
Understand 

the ARRA  
Goals & MU 

Criteria 

•  Standards 
• Quality  
   Measures 
• MU Criteria 
• Privacy & 
  Security 

10 Steps for Creating your Roadmap 
to Meaningful Use 

•  Value 
    Proposition 
• Cost/Benefit 
• Timing based 
   on qualifying 
   dates 
 

 

2. 
Estimate 

your 
Incentive 

Opportunity 

•  Executive 
   sponsorship 
• Clinical  
   involvement 
• IT involvement 
• Training 
• Transformation 
• Change to 
  current IT Plans 

3. 
Create 
your 

Governance 
Structure 

 
5. 

Complete 
your 
Gap 

Analysis 
 

• Hospitals 
• Providers 
• Infrastructure 
• Privacy and 
  Security 
• eHealth/PHR 
• HIE 

• Applications 
• Culture 
• Sponsorship 
• Communication 
• Learning  
• Support 
 

 

4. 
Document 

your 
Current 

State 
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7. 
Build  

RIGOR 
 

•  Processes 
• Applications 
• Infrastructure 
• Organization 
• Repeatable 
  Deployment; 
  Playbook 

 

8. 
Get 

READY 
 

•  Culture 
• Sponsorship 
• Communication 
• Training Plan  
• Support Plan 

9. 
Complete 

 Implementation  
ROLLOUT 

•  Hospitals 
   - Inpatient 
   - Outpatient   
•  Clinics 
   - Physicians 
•  Infrastructure 
•  eHealth 
•  HIE 
 

10. 
Demonstrate 
& Measure  
RESULTS 

•  Quality 
    Measures 
•  Care 
    Outcomes 
•  Performance 
•  Compliance 
•  Benefits 
  

10 Steps for Creating your Roadmap 
to Meaningful Use 

6. 
Create 
your 
Plan 

• Timeline 
• Scope 
• Resources 
• Risks 
• Schedule 
• Integration 
    w/other  
    projects 
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Aurora is estimated to get $21m in 2011 incentives, 
with a total of $112m potential over 7 years 
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Evolving Organizational Chart 

EHRS Build Coordination      
Vince Trier

  
   

Ope at o s Cou c
 

Care Management

HIM

Pharmacy

 
 

Ope at o s Cou c

u o a  St ategy 
Co ttee

 

Hospital Caregiver 
Adoption Business 

Owner (M)
Russ Hinz

Hospital Deployment 
Coordinator (M)

1 FTE

 

Hospital Training & 
Support Director 

(H) – 1 FTE

Learning Material 
Developers (H) – 
2 FTE’s
 

Training 
Environment 
Specialist – 1 FTE 
(H)
 

Rose Giannini
Nursing Informatics 
Specialist

Nursing Informatics 
Specialist – 1 FTE 
(H)
 
Ancillary 
Informatics 
Specialist – 1 FTE 
(H)
 
Nursing & Ancillary 
Standardization 
Groups (S)
 

Medical 
Informatics Nurse 
– 2 FTE’s (H)
 
Medical Informatics 
Physician – .5 FTE 
(H)
 

Surgical & OP 
Procedural 
Standardization 
Groups (S)
 

Dr. Mike 
Gorczynski
Medical Informatics

Dr. Jim Holmberg
Medical Informatics 

ED Informatics 
Specialist – 1 FTE 
(H)
 
EDIS Steering 
Committee (S)
 

ASNA (S)
 

Physician 
Champions – 5 (.2) 
FTE’s
 
Physician Council 
(S)
 

ACW / KBNI (S)
 

Dr. Dave Smith
Care Management 
Order Set Content Site-Based 

Superusers (S)
 

“Travelling” 
Superusers –
40 FTE’s (M)
 

Learning 
Coordinators – 
2 FTE’s (H)

EDIS 
Standardization 
Group (S)
 

   
  

/5/ 0

Informatics 
Specialist – 1 FTE 
(H)
 

Nursing Adoption 
Team

Nursing Adoption 
Lead (M)

 Flo Mielcarek

Physician Adoption 
Team

Physician Adoption 
Lead (M)
 Al Klewin

Surgical & OP 
Procedure Adoption 

Team

Outpatient Area 
Adoption Lead (M) 

1 FTE
 

ED Adoption Team

ED Adoption
Lead (H)

1 FTE

( ) et o c u d g
( ) C  u d g
(S) S te based u d g

Aurora EHR Implementation 
Committee

 

u o a C ca  
a s o at o  Co ttee

 

 

Data Outcome & 
Data Mining 

Specialist (H) 
1 FTE Mary Pulizos

Bev Nehring
Jeanie Ihlenfeld

Nursing/Ancillary Site 
Based Transformation, 

Training & Support

Nursing/Ancillary 
Transformation 

Supervisor (TBD)
Tammie Mohr
Craig Schroeder
Lori Ryan
Kim Calewort
Martha Walsh

Physician Site Based 
Transformation, 

Training & Support

Physician 
Transformation 

Supervisor (TBD)

System Learning 
Development & 

Coordination

Transformation, 
Training & Support 
Nurse – 12 FTE (S)
 

Transformation, 
Training & Support 
Nurse – 16 FTE (S)
 

 
Site-Based Project 

Owners (S)

Site-Based Project 
Organizational 
Structures (S)

 

Bill Demeter -
Summit & Grafton 
Coordination

Mary Pat Bergersen
ASLMC 
Coordination

Leslie Reynolds -
Learning 
Coordination

Hospital HITECH/
Smart Chart 

Project Manager
Amy Olson

TBD
ASLSS 
Coordination

ClinDoc & 
BarCoding Team
 
Judy Burke – 
Clinical Integration
 

CPOE Team
 
Medication 
Reconciliation/AEM 
Team
 Meg Ely – 
Integration Architect
 

FirstNet Team
 

Nursing Services 
Team

Cheryl Blasco
 

Physician Services 
Team

Dan Mumm
 

ED Services Team

Perry Francisco
 

IT Deployment 
Coordination

Lori DuPont 
ASMC Coordination

Bill Demeter
 

IT HITECH 
Program 

Coordination
 

IT HITECH 
Development

 

  
 

Clinical - 75% IT - 25% 
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SmartChart Adoption & Transformation 
Support Model 

System Resources  
Dedicated to Support Site 

Adoption & Utilization 

System Clinical 
Transformation 

Team 

System Information 
Technology Team 

System Training & 
Support Team 

Site Resources 
Required 

Site Smart Chart Team 
• Executive sponsor (i.e., 

Hospital Administrator) 
• Site Clinical Project Owner (to 

be named by Administrator) 
• Physician Health IT 

Committee (to be organized 
by Administrator & VP-MA) 

• Dedicated site clinical training 
& support Resources 

• Super-users 
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Aurora Health Care 
HITECH Gap Analysis  

Look at each MU Criteria (and Gap) in 3 ways: 

1. Technology – do you need software installed? 
2. Adoption – do you have the required adoption? 
3. Ability to Measure – can you measure? 

 

Use these same categories in the 
Work Plan for tracking 
 

9 
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Aurora Health Care Project Tracking Tool 
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Aurora Health Care MU Dashboard 
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SmartChart high-level plan 
 

2010 2011 2012 2013 
Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 

Year 
Activity 

Greater Milwaukee South PSM - APH 

Waukesha & Jefferson PSM 

Oshkosh & Fond du Lac PSM 

Greater Milwaukee East PSM 

Racine, Kenosha, N. IL PSM 

Greater Milwaukee West PSM 

Greater Green Bay & Marinette PSM 

Sheboygan & Calumet PSM  

Burlington & Walworth PSM 

Manitowoc PSM 

Lakeshore clinic 

Greater Milwaukee South PSM 

Aurora Cardiovascular services 

System Validation 

Mayfair corridor – 2999 Building 

AMG Washington Co to AAH 

Aurora VNA 

West Allis OB/GYN 

AMC Grafton 

TR
AC

K 
- I

 
TR

AC
K 

- I
I 
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Repeatable Deployment – 
Critical Path Items 

Administrative 
Site Visit 

7 months or 
prior budget 

year 
Hospital(S) 

Executive(S) 
 
 

Budget 
Review 

Site Clinical 
Kickoff 

5 – 51/2 months 
Launch Audience 
•Hospital Admin. 
•Steering Comm. 
•Site Owner(s) 
•Project Team 

 
 

Site Project 
Launch 

4 months 
Hospital Admin. 
Steering Comm. 
Site Owners 
Project Team 
• Key physicians 
• Nursing Leader 
• Pharmacy 
• Ancillary 

Training 

1 month 

Go Live 
Occasional 
Meetings 

Regular 
Meetings 

Part-time 

Full site 
Engagement 

Full-time 

Deliverables 
1.Smart Chart process review 
ownership  
2.Training Plan 
•Determine # of people to be trained 
•Secure training rooms 
•Training schedule 
•Enable user group for training 
1.IT Work -- Hardware 
2.Orientation – physicians & staff 
3.Implementation (Go Live) 
•Secure room for command center 
•Support resources identified 
•Finalize Implementation support 

Deliverables 
1.Site Assessment 
2.Resource & budget 
planning 
3.Identify Steering committee 
&  
4.Site Owner(s) identified 
5.Project team selected 
6.Orientation  
7.Change plan 

Deliverables 
1.Super-users identified 
2.Communications plan 
3.Project orientation 
4.Clinical metrics 
5.Key stakeholders 
engaged 
6.Regular staff 
communication 

Training 

Full-time 

0 Months 
Go live support 

1-2 weeks 
command center 

 

Optimization 

Full-time 

Support 

+1 Month 
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The EHR as an Enabler 
for Clinical Quality  

• Plan and execute the EHR project as a practice change 
that is facilitated by technology; and not as an IT 
implementation 

• Technology change takes a supportive role to the 
people/process/practice change enabled by the 
technology 

• EHR implementation as the means to an end, and not as 
an end unto itself  

• Be clear about the purpose of the EHR, as demonstrated 
by the “meaningful use” objectives and quality measures 

17 
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Focus on Patient and 
Patient-Centric Care  

• Increase patient participation in care – use of a Personal 
Health Record (PHR), electronic copy of discharge 
instructions and summary of care  

• Interoperability and portability of electronic records – 
EHR to/from PHR, EHR to/from EHR 

• Customizing delivery of information to the patient 

• Improving care coordination between all care venues - 
hospitals, clinics, physicians, home care, pharmacies 
 

18 



 
 

Thank you!  
 
For more information, please contact: 
judy.murphy@aurora.org 
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