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Context & Background



DMI Context 

Data modernization projects are a significant driver in:

• Enhancing public health information systems that impact 
multiple parts of an agency - systems and data used by many 
programs 

• Fostering cross-agency collaboration of multi-year efforts that 
rely on various sources of funding

• Requiring a more technical workforce that public health 
agencies may have



DMI Technical Assistance

ASTHO engaged HLN to facilitate three (3) in-person site visits to:

• Provide technical assistance support of strategic and organizational planning 

for public health agencies regarding DMI

• Convene cross-functional teams to understand how state health departments 
were organizing and managing their DMI efforts related to:
– Organizational structure

– Fiscal management and planning

– Challenges and barriers

– Lessons learned and best practices



Site Visit Purpose & Objectives

Create a common understanding for building 
sustainable organizational structures and applying 
best practices to support ongoing DMI efforts and 

achieve successful outcomes.

• Assess a jurisdiction’s level of effectiveness and efficiency 
throughout their DMI lifecycle. 

• Identify best practices of successful DMI efforts.
• Provide recommendations of activities and methodologies 

that yield short- and long-term successful outcomes.



Methods & 
Implementation



Site Visit Approach

● Preparation 
– Scoping calls
– Draft agenda
– Planning call
– Final agenda

● Execution
– Day 1: Presentations and group discussion
– Day 2: Individual interviews

● Follow Up
– Meeting notes - action items/recommendations 
– Compiled site visit report to ASTHO

Site visit agenda was 
tailored to each 

jurisdiction based on 
their stage of DMI and 

diverse needs. 

Promoted cross-functional group discussion within each 

agency to highlight successes, practices, challenges and 

lessons learned to inform and/or guide other agencies’ DMI 

efforts.



Site Visit Participation

● Attendees identified to participate in the site visit to:

– Convene cross-functional leadership teams.

– Raise awareness and understanding of the overall DMI 

program, objectives and timeline.

– Play a key role in defining the DMI plan or governance

– Provide subject matter expertise.

● Workforce and legal representatives specifically 

included.

● Suggested number of attendees be capped around 15.

● ASTHO encouraged the Chief Financial Officers (CFOs) 

and Senior Deputies (SDs) to attend.

Maximum of 15 active participants 
recommended to attend, including:

● Senior Deputy
● State EPI
● DMI Director/DMI Co-leads
● Chief Financial Officer
● Workforce Director
● Legislative liaisons/public health legal or 

contracts rep
● PHIG grant managers
● Other grant managers for DMI funding
● Program managers for key DMI data 

sources
● IT Leadership
● 2-3 jurisdiction proposed attendees



Site Visit Agenda (sample)

Day 1 (8:30 – 4:30) Day 2 (8:30 – noon)

• Welcome and Introductions

• Meeting Purpose and Objectives

• DMI Overview

• Current Status/Jurisdiction 
Update 

• SWOT Exercise

• Maturity Model Review

• Wrap Up and Next Steps

• Individual Interviews
– DMI Director/DMI Co-leads
– Program Owners of Key DMI Data 

Systems e.g., DSS, Immunization, 
Vital Records, Syndromic 
Surveillance etc. 

– IT Rep
– Others (suggested by jurisdiction)



Discussion Topics

• Agency overview 

– Consistent message of the agency’s DMI vision and/or strategy

– Discussion of sustainable funding, staffing and resources 

– Opportunity to identify potential gaps and initiatives

• Sustainable funding, staffing and resources

• Fiscal Management

• Communication, collaboration, and stakeholder engagement

• Project and change management

• Accomplishments, successes, and lessons learned  to-date



Site Visit Exercises & Tools

• DMI SWOT

• DMI key stakeholders/messages

• DMI Critical Success Factors

• Committees’ assessment  

• DMI plan prioritization 

• DMI maturity assessment worksheet



Key Findings & 
Observations



Key Findings & Observations

Site visits recognized for:

• Including agency staff who may not have been engaged previously in DMI 
efforts e.g., IIS leadership

• Everyone hearing consistent messages with senior leadership participation

• Mix of presentations and group activities facilitated by a 3rd-party

– Kept people engaged

– Promoted candid conversation and discussion



Prevalent Themes

• DMI Scope - limited to the areas that were funded rather than a broader agency-
centric approach.

• Organizational Structure - DMI leadership placement within the agency matters. 

• Engagement - the ‘right’ people must be in the room and have a voice in decision 
making.

• Roles and Responsibilities - to clarify who is responsible for DMI activities.



Prevalent Themes (cont’d)

• Workforce - staff and skill sets must be considered in conjunction with DMI technical and 
infrastructure improvements. 

• Communication - identified as a significant challenge by all.

• Financial/Sustainability - potential ways to sustain DMI work in the future must be 
identified and could be creative. 

• Metrics/measures  - must be able to gauge an agency’s efforts in relation to other 
agencies. 



Recommendations & 
Next Steps



Recommendations

• Consider DMI as the umbrella for all data modernization activities
• Identify DMI strategic vision and plan
• Prioritize projects, activities and tasks to execute the plan

Informed by the site visit sessions and interviews, several overarching DMI   

recommendations were identified to include:



Recommendations (cont’d)

• Make the Case for DMI
• Organizational Structure
• Program Management & Planning
• Approach & Strategy
• Change Management & Engagement
• Workforce
• Financial
• Data Strategy & Data Governance
• Implementation 

Additional recommendations from the site visits and interviews were categorized 

within nine domains: 



Recommendations (cont’d)
• Make the case for DMI

– Easy to assume that ‘everyone’ understands why we need to do DMI, but not always the case.  

– Need a clear vision at the agency level.

• Organizational structure
– Have the right people in the room and engaged in decision making.

– Establish DMI governance with clearly defined roles and responsibilities. 

• Program Management & Planning 
– Apply project management methodologies and tools to coordinate the DMI work. 

– Establish and maintain an ongoing wish list of prioritized projects and activities aligned to 
available funding.



Recommendations (cont’d)

• Approach & Strategy

– Align DMI Plan with the Agency’s vision for data. 

– Reassess and update the DMI plan as things change.

• Change Management & Engagement

– Consistent, transparent and inclusive communication will help build trust.

– Leverage internal and external websites to provide access to information.

– Recognize and celebrate successes!

• Workforce

– Knowledge transfer 

– Periodic staff assessments



Recommendations (cont’d)

• Financial

– Allocate, monitor and track funding from all sources for all projects under the DMI umbrella.  

– Total cost of all the data modernization activities must be estimated to prioritize the specific 

project/activities. 

• Data Strategy & Data Governance

– Data governance needs to be part of the overall DMI governance structure, strategy and plan. 

• Implementation 

– Consider more modular and scalable approaches to public health systems.

– Assess existing activities and how they fit into the DMI strategy, vision and plan. 

– Consistently prioritize needs and projects
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