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Abstract 

The debate surrounding the choice between implementing a Best of Breed (BoB) or Enterprise 

Health Information Systems (ES) has been ongoing since the 1980’s. As the needs of clinicians 

and other end users, as well as the types and use of available data has changed, organizations 

have constantly faced the need to re-evaluate their current HISs. The purpose of this primer and 

tool is to help senior executive across a variety of health care organizations make decisions 
related to HIS implementations.  
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Introduction  

Assessing your healthcare organization prior to adopting a Clinical Information System 
(CIS) model is extremely difficult. Oftentimes, important aspects of the decision making process 
are missed and key considerations can fall through the cracks because it is easy to get lost in the 
vastness of issues related to making a big technology decision. Decisions at the organizational 
level, under the purview of high-level executives, will impact every step in the technology 
evaluation process of a CIS. They must determine whether their organization should adopt an 
Enterprise, Best of Breed (B.O.B.), or a hybrid CIS system. As such, there is a need for a high-
level yet comprehensive roadmap that can guide decision makers through this process. 

This white paper brings value to executives within healthcare organizations because it 
provides a combination of theory and practical experiences to help optimize decision making in 
CIS selection. The Executive Roadmap and supplementary toolkits support the technology 
evaluation decision-making process for assessing your organization before choosing a CIS model. 
It highlights key considerations for executives in three comprehensive steps: completing self-
assessments, goal setting and strategy planning (see Figure 1 below) in addition to strategic 
questions to consider in each step (see Appendix B). 

As the industry continues to evolve, there continues to be a need for improved CIS 
functionality to support the business, clinical, and technical goals within your organization. The 
roadmap described in this paper goes one step beyond typical high-level considerations. Each 
step provides a brief background on the topic, key considerations and strategic questions that 
impact the technology evaluation decision. It also provides relevant supplementary tools to help 
executives in their decision-making process. We recognize the challenge and need to balance 
multiple facets of this type of complex technology evaluation decision, and propose that this 
white paper will help executives consider relevant strategic questions during the decision-
making process. 
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Figure 1: The Executive Roadmap – Assessing Your Organization Before 
Choosing a CIS Model  
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Step 1: Completing Self-Assessments   
 

Baseline Self-Assessment 
Prior to a CIS implementation within a healthcare organization, executives must first 

undergo a self-assessment. Assessing CIS readiness involves taking a look at the organization’s 
past, present and future, with an emphasis on uncovering internal and external deficiencies and 
value areas. 

Various assessment tools are available for selecting the most appropriate CIS for your 
organization. These tools include an analysis of needs, analysis of value areas within the 
organization, benchmarking industry trends, indicators and maturity models, and 
conceptualizing the best direction for sustainable growth (see Table 1 in Appendix). 

When defining needs in the context of the technology evaluation process, you should 
consider the following: clinical information requirements to support workflows, interoperability 
prerequisites, HIMSS maturity level to accurately assess CIS adoption, integration and usability 
as related to Pan-Canadian standards, privacy and security frameworks as it applies to the 
Personal Health Information Protection Act, and/or uncovering business intelligence 
opportunities for decision support. It is also important to consider what you are attempting to 
accomplish, whether it is feasible, and the purpose behind it. Doing so will capture potential 
value areas within the organization and show how they align with overarching strategic goals. 

Defining organizational needs also requires an evaluation of capacity, infrastructure and 
governance, along with issues of transparency, communication and organizational politics. All 
these strategic issues must be addressed in the process of CIS implementation. Benchmarking is 
a valuable tool for assessing your CIS adoption and deployment readiness. Comparing your 
performance, policies and procedures to industry trends, indicators, and maturity models will 
assess how you are performing compared to other healthcare organizations. It will also give you 
an idea of the best way to introduce changes with minimal disruption to workflow, help you 
identify which stakeholders should be engaged, and help you gauge organizational readiness. 

Many resources related to benchmarking are discovered through informal networking 
and CIS conferences, which provide access to several products at the same time. CIS value 
appraisals are found by exploring articles and professional journals, or through neutral third-
party reports in which organizations rank products against competitors1 

It is important to conduct a high-level self-assessment of your organization prior to 
embarking on a technology evaluation process. It will help define the needs of the organization, 
find value areas and help define the best direction for sustainable growth. Furthermore it will 
help lead the way in assessing goal setting and strategy planning. 

The following questions provides a sample of baseline self-assessment considerations to ask 
when making a CIS adoption decision (see Appendix B): 

                                                           
1 Comparative breakdowns provided by the Electronic Health Records Vendors Association and the 

Certification Commission for Healthcare Information Technology offer recommendations in selecting the 
appropriate CIS system based on organizational needs.  
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 Have you performed a needs/readiness assessment? How long ago? Does it 
include a gap analysis of the current vs. final state system? 

 Is there an established leader/champion accountable for the project? Have you 
formed a governance committee to lead the CIS implementation? 

 What method of evaluation will be valuable for assessing your CIS adoption and 
deployment readiness (ex. Comparing performance, policies and procedures to 
industry trends, indicators, and maturity models)? 

 

Step 2: Goal Setting   

Goal Setting in the Context of the Technology Evaluation Process 

Understanding problems that must be overcome in your healthcare organization is 
essential for long-term sustainability. Undergoing a goal setting exercise will help find gaps in 
the provision of healthcare to patients. It will also help prioritize the goals of your organization 
keeping in mind business, clinical, technical and financial considerations. This, in turn, will help 
pinpoint local, regional, national and international trends that may impact your organization. In 
the context of a system implementation, you must set Specific, Measurable, Achievable, 
Realistic and Timely (S.M.A.R.T.) (Reference: Doran, G. T. (1981)) goals while keeping in mind 
organizational needs (see Table 1 in Appendix). This must be done prior to selecting a vendor 
and adopting a complex CIS. 

Defining what kind of technology system will get your organization to where you want 
to go will require you to ask the right questions and assess a myriad of key considerations. For 
example, what HIMMS maturity level is desired, what new technical trends need to be 
considered, what are the drivers for effective change management, and whether the 
organizational culture can support the change. 

Goal setting is required at multiple levels within the organization in order to prepare 
for a CIS implementation. These include the functional, department, organizational and health 
system level (see Table 2 in Appendix). Goal setting at the organizational level, which is under 
the purview of high-level executives, helps define high-level strategic objectives and the 
direction of the organization. To identify key goals related to CIS adoption, you must reflect on 
relevant organizational problems through an information technology lens. 

Goal setting should begin with engaging relevant stakeholders that will be impacted by 
the adoption of a CIS (see Table 3 in Appendix). These may include frontline staff, clinicians, 
managers and other executives. In the next two phases, a Strengths, Weaknesses, Opportunities 
and Threats (SWOT) analysis along with a Gap analysis can be used as frameworks (see Table 1 
in Appendix). This will ensure that every relevant aspect that may impact the implementation of 
a new CIS at the organizational level is considered. 

In the second phase, decision makers should ask probing questions in order to gauge 
the current state of the organization (ex. current capabilities, quality of services, quality of 
current documentation, technology issues, etc.). Available organizational data should be used to 
help guide these decisions. The outcome of this current state analysis will be a list of high-level 
organizational strengths and weaknesses. 

The third phase looks at the future state of the organization within the context of a new 
CIS technology implementation. An environmental scan can be conducted to determine local, 
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regional, national and international trends that may impact the organization. Within the context 
of this external environment, decision makers must define specific and attainable goals for their 
organization. The SMART goal framework will help create a clear list of attainable organizational 
goals. 

It is important to keep organizational goals in mind throughout the entire adoption 
process, from strategy planning, all the way to procurement, implementation and operations 
roll-out. Participating in this goal setting exercise early on in the process will ensure that the 
chosen CIS will address the long-term goals and needs of the organization. 

The following questions provides a sample of goal setting considerations to ask when making a 
CIS adoption decision (see Appendix B): 

 What is the cost/efficiency value of a CIS platform to my ability to meet goals for 
patient safety, productivity, quality, efficiency and patient experience 
management?  

 Considering current data and business workflows, what changes are required to 
streamline processes? What is your goal for simplifying and refining workflows as 
part of CIS design to improve care delivery and quality of documentation? How 
can a new CIS implementation help close this gap? 

 What is your goal for managing integration and interoperability and easing 
demands on health information managers and IT staff? 

 

Step 3: Strategy Planning 

The Art and Science of Strategic Planning 

Many decision makers in healthcare organizations can become biased when making 
important decisions impacting the direction of their organization. This may be due to the 
vested interests, power, culture and/or other dynamics of the organization, in the context of a 
constantly changing environment. As such, decision makers must be cautious of the eight critical 
change errors that could negatively impact the strategic direction of their organization (see 
Table 4 in Appendix). 

The strategic planning process is truly an art and a science, as decision makers must 
understand the needs and problems of their organization from a multifaceted approach. This 
approach must consider the impact on business, clinical, technical and financial goals, among 
others. Crafting strategy requires executives who are mindful of making rational and unbiased 
decisions in the best interest of the organization. This strategic plan should be coupled with the 
consideration of the required integration strategy within the current technical system of the 
organization, and how it fits with the current and future trends of the sector. The efforts of 
strategic planning should outline actions that are aligned with the choices and commitments of 
the organization. Furthermore, it is critical that the organizational strategy is aligned with your 
goals and considers current organizational constraints. 

Successful organizations will recognize the need to constantly adjust their strategy 
and architecture. These types of decisions will ensure value is created and the strategy 
planning, execution and change approach are done effectively.  Finally, executive teams need to 
"gate-check" their decision making progress along the way. This is done in order to reassess and 
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ensure that the required levels of commitment, choices and actions have not diverged from 
solving the main problem and planning for the prioritized goal (see Figure 2 in Appendix).    

Breaking Down the Vast Components that Impact Strategic Issues 

Most executives will realize that there is a range of strategic issues that need to be 
explored when making complex decisions for a technology evaluation process. Components 
that impact strategic issues break down into four categories: 1) usability and innovation, 2) 
integration, 3) implementation approach and 4) change management and adoption. The 
relative value of each category will vary for different healthcare organizations. As such, it is 
important for executives to consider the myriad of key success factors and considerations that 
impact these issues as they relate to your organization (see Figure 3 in Appendix).  

The following questions provides a sample of strategic planning considerations to ask when 
making a CIS adoption decision (see Appendix B): 

 Is there agreement on “where we are now” “where do we want to be” and “how 
we will get there”? Are there learning’s and considerations from past 
deployments, industry trends or other organizations that should to be considered?  

 What functionality is required to support your organizational goals? Does it 
include prioritizing usability within discrete business functions, interoperability of 
data, capacity for data mining, standardization of data across user interface, etc.? 
How do these functionalities prioritize within the decision makers for the 
organization to promote Enterprise, Best of Breed or a hybrid approach?  

 Does the strategy and architecture of the solution still make sense in light of the 
main problem, prioritized goals, integration approach, vendor and product 
selection? Do the business, clinical and technical leaders agree with the 
approach?   
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Conclusion  

The Executive Roadmap proposed in this white paper begins by examining the readiness 
of the organization. There are key questions that should be considered to assess the 
organization’s structure, culture, stakeholders and available human resources. Organizations 
should also assess the value of business intelligence, research, and the functional list of their 
desired CIS. Answering these questions will shed light on which type of CIS (Enterprise, B.O.B., 
or a hybrid) works better for an organization. Other key considerations include infrastructure 
readiness for adopting a proper CIS, by taking into account the current state and required 
standards. This will help decision-makers determine the extent to which changes need to be 
done prior to selecting the desired CIS. Answering these fundamental questions lays a solid 
foundation for the process of CIS selection, and the rest of the decision making process can be 
built upon this step. 

The focus of the goal-setting phase is creating objectives at the organizational level. The 
approach focuses on the engagement of relevant stakeholders. The goal setting step considers 
key questions such as workflows, types of technologies involved and managing integration and 
interoperability.  

The third and final step discusses the importance of making rational decisions in the 
context of a constantly changing organizational environment. Key considerations in this section 
focus on assessing the vision for the CIS architecture while prioritizing the goals to create a 
strategy surrounding usability and innovation, integration, implementation approach, change 
management and adoption. Furthermore, organizations must consider securing financial and 
human capital resources in order to make their strategy feasible. 

Considering these questions is fundamental to achieving envisioned organizational 
outcomes. Answering them will assist you to challenge your thinking, assess your organization’s 
short and long-term needs, and tackle the inevitable hurdles to progress. An organization’s 
overall strategic direction should be reassessed and adjusted to accommodate organizational 
goals and to avert undesirable outcomes. Only after assessing organizational needs, goals and 
creating a robust strategy should decision-makers consider selecting a CIS aligned to their 
strategy. 

It is important to note that there is no cookie cutter approach to selecting an 
Enterprise or Best of Breed solution for your organization. Decision-makers must select a CIS 
based on the prioritized functionality criteria for their organization. As there will be various 
considerations in the evaluation process, it is important to have a consistent measuring tool to 
select the most viable approach. The value of the proposed roadmap and strategic 
considerations comes from its ability to help make the decision-making process more clear and 
objective for Executives undertaking a project of this caliber. 
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Appendix A 
 

Step  Tool Name Summary Source (hyperlink) 

1 Are you EMR ready? Leveraging lessons learned 
from physician peers and 
their patient care teams, 
the following guide was 
created to provoke your 
thinking and consideration 
of five key EMR pre-
implementation areas in 
your practice. 

Canada Health Infoway 
https://www.infoway-
inforoute.ca/index.php/
component/docman/do
c_download/330-are-
you-emr-ready-a-guide-
and-checklist 

1 Manitoba EMR Toolkit This toolkit is provided by 
the Manitoba Health to 
support practices seeking 
to implement electronic 
medical records offering 
information to help guide 
through the entire process 
from selecting and 
implementing an EMR to 
ensuring EMR use delivers 
the maximum benefit. 

http://www.manitoba-
ehealth.ca/commPhysici
ans/files/EMR_Toolkit.p
df 

1 EMR Readiness 
Assessment 

Questionnaire 

Provides you with an 
overview of your 
organization’s ability to 
successfully adopt an 
electronic C.I.S solution by 
placing a checkmark in the 
column that most closely 
aligns with your situation. 

https://www.google.ca/
url?sa=t&rct=j&q=&esrc
=s&source=web&cd=1&
cad=rja&uact=8&ved=0
CDYQFjAA&url=http%3A
%2F%2Fwww.texmed.or
g%2FWorkArea%2FDow
nloadAsset.aspx%3Fid%
3D22568&ei=HQJCU4KT
MaSI2gXb2IDIBQ&usg=A
FQjCNEVK4LR1VrAw5rgr
7HC6wJb9bHdOA&sig2=
K0iilZa98WsVqR6sjpTT4
w 

2 SMART Goal Setting 
Related to EHR 

SMART goal setting 
describes the importance 
of and techniques for 
establishing specific, 
measurable objectives for 
what the EHR should do 

Kansas Foundation for 
Medicare 
http://www.kfmc.org/m
eaningful-use-stage-2-
final-rule-released/16-
kfmc/72-ehr-workflow-

https://www.infoway-inforoute.ca/index.php/component/docman/doc_download/330-are-you-emr-ready-a-guide-and-checklist
https://www.infoway-inforoute.ca/index.php/component/docman/doc_download/330-are-you-emr-ready-a-guide-and-checklist
https://www.infoway-inforoute.ca/index.php/component/docman/doc_download/330-are-you-emr-ready-a-guide-and-checklist
https://www.infoway-inforoute.ca/index.php/component/docman/doc_download/330-are-you-emr-ready-a-guide-and-checklist
https://www.infoway-inforoute.ca/index.php/component/docman/doc_download/330-are-you-emr-ready-a-guide-and-checklist
https://www.infoway-inforoute.ca/index.php/component/docman/doc_download/330-are-you-emr-ready-a-guide-and-checklist
http://www.manitoba-ehealth.ca/commPhysicians/files/EMR_Toolkit.pdf
http://www.manitoba-ehealth.ca/commPhysicians/files/EMR_Toolkit.pdf
http://www.manitoba-ehealth.ca/commPhysicians/files/EMR_Toolkit.pdf
http://www.manitoba-ehealth.ca/commPhysicians/files/EMR_Toolkit.pdf
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
https://www.google.ca/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0CDYQFjAA&url=http%3A%2F%2Fwww.texmed.org%2FWorkArea%2FDownloadAsset.aspx%3Fid%3D22568&ei=HQJCU4KTMaSI2gXb2IDIBQ&usg=AFQjCNEVK4LR1VrAw5rgr7HC6wJb9bHdOA&sig2=K0iilZa98WsVqR6sjpTT4w
http://www.kfmc.org/meaningful-use-stage-2-final-rule-released/16-kfmc/72-ehr-workflow-toolkit
http://www.kfmc.org/meaningful-use-stage-2-final-rule-released/16-kfmc/72-ehr-workflow-toolkit
http://www.kfmc.org/meaningful-use-stage-2-final-rule-released/16-kfmc/72-ehr-workflow-toolkit
http://www.kfmc.org/meaningful-use-stage-2-final-rule-released/16-kfmc/72-ehr-workflow-toolkit
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for your practice. toolkit 

2 SWOT Analysis SWOT Analysis is a useful 
technique for 
understanding your 
Strengths and 
Weaknesses, and for 
identifying both the 
Opportunities open to you 
and the Threats you face. 

Mind Tools 
http://www.mindtools.c
om/pages/article/newT
MC_05.htm 

2 Gap Analysis Compares the best 
practices with practice and 
determines the “gaps” 
between processes 
currently in place in your 
organization. 

AHRQ Quality Indicators 
Toolkit 
http://www.ahrq.gov/pr
ofessionals/systems/hos
pital/qitoolkit/d5-
gapanalysis.pdf 

 
Table 1: A Toolkit to support the Technology Evaluation Decision-Making 
Process  
  

http://www.kfmc.org/meaningful-use-stage-2-final-rule-released/16-kfmc/72-ehr-workflow-toolkit
http://www.mindtools.com/pages/article/newTMC_05.htm
http://www.mindtools.com/pages/article/newTMC_05.htm
http://www.mindtools.com/pages/article/newTMC_05.htm
http://www.ahrq.gov/professionals/systems/hospital/qitoolkit/d5-gapanalysis.pdf
http://www.ahrq.gov/professionals/systems/hospital/qitoolkit/d5-gapanalysis.pdf
http://www.ahrq.gov/professionals/systems/hospital/qitoolkit/d5-gapanalysis.pdf
http://www.ahrq.gov/professionals/systems/hospital/qitoolkit/d5-gapanalysis.pdf
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Level Examples 

Functional Human Resources, Decision Support, IT, Procurement 

Departmental Medicine, Surgery, Mental Health, Women’s & Children’s 

Organizational Business, Clinical, Technical, Financial 

Health System Patient, Clinician, Regional/Provincial/Global trends 

 

Table 2: Multiple Levels of Goal-Setting to Prepare for a CIS 
Implementation  
 
 
 
 

Phase Things to Consider 

Context Stakeholder 
Engagement 

Organization 
Needs 

   

Current 
State 

Strengths Weaknesses Available Data   

Future 
State 

Opportunities Threats Environmental 
Scan 

  

Goal 
Setting 

Specific Measurable Achievable Results-
focused 

Time-
bound 

 

Table 3: Phases of Goal Setting at the Organizational Level 
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No. The 8 Critical Change Errors 

1 Not enough urgency 

2 Failure to create a powerful guiding coalition 

3 Lacking a vision 

4 Under-communicating the vision 

5 Failure to remove obstacles 

6 Failure to plan and create short-term wins 

7 Declaring victory too soon 

8 Failure to anchor changes in culture 

 
Table 4: Critical Change Errors  
 

Reference:  Kotter, J.P. (1996).  
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Figure 2: Strategy Involves Commitments, Choices and Actions  

Reference:  Dacin, T. (2009).  
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Figure 3: A Word Cloud of the Strategic Issues Impacting the Technology Evaluation Process 
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Appendix B  
Strategic Questions in the Decision Making Process between Enterprise and 

Best of Breed: 

Step 1:  Completing Self-Assessments   

1. Have you performed a needs/readiness assessment? How long ago? Does it include a gap 
analysis of the current vs. final state system? 

2. What is the size of your organization and the variation and skill level of your human 
resources? 

3. Is there an established leader/champion accountable for the project? Have you formed a 
governance committee to lead the CIS implementation? 

4. Describe how the following stakeholders are approaching CIS adoption. Is there a feeling 
of consensus between these various stakeholder groups? 

 Sponsor Leadership: 

 Clinical Leadership: 

 Sponsor IT Department: 

 Providers (existing or new): 

 Staff/ Direct and ancillary users: 

5. Does your organization have unique needs and powerful stakeholders within each 
department? How will each department’s leadership evolve based on anticipated outcomes 
of the larger organization? 

6. Has your organization assembled considerations that involve clinicians “to buy in” as an 
influential determinant in a successful CIS adoption? What steps will be put in place to 
ensure that organizational culture and values are considered throughout the process? 

7. Has consideration been given to engaging end users and garnering feedback regarding the 
CIS selection process? 

8. How do you plan to balance the loss of productivity when implementing a CIS with the 
future expected gains? What key data and processes workflows are in place for each clinical 
area? What strategy is planned to minimize disruptions and maximize utility? 

9. Will a major focus on business intelligence and decision support be a component of your 
CIS? How do you plan to leverage data analytics to support your decision? 

10. Are there sizeable contracts to implement and maintain your new CIS something that 
are important to your organization? 

11. Have you begun researching vendors, attending conferences and CIS events to view both 
Enterprise and Best of Breed options, functionalities, features, support, cost and making 
valuations on whether those vendors are going to be there 10 years from now? 
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12. What method of evaluation will be valuable for assessing your CIS adoption and 
deployment readiness (ex. Comparing performance, policies and procedures to industry 
trends, indicators, and maturity models)? 

13. If eligible for participating in CIS incentive programs, what requirements are involved in 
receiving these incentives (ex. proving CIS sustainability)? 

14. Is there a requirement to abide by Pan-Canadian Standards (ex. data standards, 
interoperability standards)? Does the Personal Health Information Protection Act privacy 
legislation apply to your organization? 

15. What does your infrastructure and framework look like related to software integration 
and interoperability? 

16. Will a consistent and familiar CIS user interface be a requirement for its intended use 
across all internal/external stakeholders including patients? 

Step 2: Organizational Goal Setting 

1. What is the cost/efficiency value of a CIS platform to my ability to meet goals for patient 
safety, productivity, quality, efficiency and patient experience management?  

2. What is your goal for clinical transformation driven by patients and their safety (ex. 
medication safety, allergies, etc.)? 

3. What is your goal for providing one single source for patient information and 
documentation, and reduce duplication of effort and information? 

4. Considering current data and business workflows, what changes are required to 
streamline processes? What is your goal for simplifying and refining workflows as part of 
CIS design to improve care delivery and quality of documentation? How can a new CIS 
implementation help close this gap? 

5. What is your goal for managing integration and interoperability and easing demands on 
health information managers and IT staff? 

6. What types of technologies do you anticipate to use (ex. cloud based technology, mobile, 
provisional single sign on, desktop virtualization)? 

8. If you’re using a maturity model such as HIMSS, what level is your organization at 
currently? What is your HIMSS maturity goal for the next five years? 

9. What measures do you have in place to assess your Return on Investment (ROI)? 

Step 3: Strategy Planning  

1. Is there agreement on “where we are now” “where do we want to be” and “how we will 
get there”? Are there learnings and considerations from past deployments, industry trends 
or other organizations that should to be considered?  

2. Does the organization’s strategy have a clear vision for the CIS architecture with support 
from a guiding coalition and urgency for action?  
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3. What functionality is required to support your organizational goals? Does it include 
prioritizing usability within discrete business functions, interoperability of data, capacity for 
data mining, standardization of data across user interface, etc.? How do these functionality 
prioritize within the decision makers for the organization to promote Enterprise, Best of 
Breed or a hybrid approach?  

4. Does the strategy and architecture of the solution still make sense in light of the main 
problem, prioritized goals, integration approach, vendor and product selection? Do the 
business, clinical and technical leaders agree with the approach?   

5. What are the organization’s top priorities and strategic issues affecting technology as it 
applies to i) usability and innovation, ii) integration, iii) implementation approach and iv) 
change management and adoption?  

6. Are there business, clinical and technical teams available to manage changes within the 
current system functionalities that are dependent on release schedule for updates and 
upgrades? Do you rely on vendor technical support? 

7. Has your organization been able to provision financial and human capital resources?  
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