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Learning Objectives

• Know the definitions of terminology used when creating 
strategic plans and roadmaps

• Understand the components of a strategic plan and 
roadmap

• Be able to assess the current situation and systems by 
using tools such as a SWOT and other fact finding tools

• Know the fundamentals of creating a strategic plan and 
roadmap
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Introductions
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Sedgwick 
County

Real life example
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Sedgwick County

• Second most populous 
county in Kansas with a 
population of 523,824 

   (2020 Census)

• Wichita is the county seat 
and largest city, with 80% 
of the county population 
residing in the metro area.
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Sedgwick County Health Department (SCHD)

• Mission: To improve the health of Sedgwick County residents by preventing disease, 

promoting wellness, and protecting the public from health threats.

• About 140 Full-time Equivalents (FTEs)

• Services:
○ Epidemiology/Disease Investigation
○ Family Planning
○ Immunizations
○ Laboratory
○ Sexually Transmitted Infection (STI) Testing and Treatment
○ Tuberculosis Control
○ And more
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“It’s Okay”

Like other health 
departments, we are:

• Too adaptable

• Trapped in the same 

routines

• Not efficient

• Limited

We can:

• Work better

• Offer the tech that clients expect

• Embrace efficiency 

• Be more strategic

• Do more for our communities:
• Serve more, connect more

• Change systems

It is not Okay.

Interoperability is the key
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Project Sparks and Perfect Star Alignment

 Epidemiology/laboratory

 Health Information Exchange 

 Informatics groups/training

 COVID-19

 Electronic health record

 Health IT staffing

 Leadership buy in

 Public Health FHIR Playbook

 PH Infrastructure Grant (PHIG)
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Project Objectives

Identify opportunities for improved IOP using FHIR

Reduce manual processes and duplicate data entry

Determine a strategy to a future state of IOP

Learn skills and processes to sustain IOP internally post-contract
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Moving from Idea to Implementation 

SCHD Prep &

Request for Proposal

• Used PHIG funding

• Selected HLN 

Consulting for contract:

     Jun. 2024 - Dec. 2025

Assessment of 

Systems

• Identified 62 

‘systems’ with 

limited IOP & 

FHIR readiness

• Data entry 

redundancy

Interoperability 

(IOP) Plan

• Focused on 

implementing and 

sustaining IOP

• Included: 

• Future state

• Pilot projects

• Staff training

• Data governance

Pilot 

Projects

• Provided hands 

on experience

• Involved 

external 

partners

INITIATION

January – June 2024

PLANNING 

June – December 2024

IMPLEMENTATION

January – December 2025
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Project Initiation

SCHD Preparation

 PHIG Grant Application

 New position (PHIG funding): 

           “Enterprise Developer for Health Interoperability”

 County IT conversations & planning

 Assessment of systems planning & implementation started

Request for Proposal

 Public Health FHIR Playbook helpful

 Funding, timeline, & pilot project were “guesstimations”
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Planning: Assessment of Systems

Work Performed:

Assessed 62 ‘systems’ in use by SCHD

Determined dataset alignment with FHIR 
resources

Investigated readiness for implementing 
FHIR and technologies to support FHIR 
transactions

Key Findings: 

Numerous data entry redundancy identified

Unrealized capability for interoperability and 
FHIR capability and/or feasibility
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Foundational Plans

Interoperability 
Plan

• Key assessment 
results

• Strategy for 
future state

• Project phases 
and timelines

Staff Training 
Plan

• Organized by 
level and role

• Focus on FHIR

• Data 
governance

Data Governance 
Roadmap

• Structure

• Charter

• Yearly 
milestones & 
goals
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Pilot Projects
•Work with CDC, APHL, & KDHE

•Staff access to Athena FHIR server

•Goal: Athena EHR case report data 
sent to KDHE EpiTrax

Adoption of eCR 
Now

• Vendor, then in-house application

• Goal: Athena connects to data 
store/interface. 

Improve vaccine 
inventory 
tracking

• Master person index

• Goal: Connect with all SCHD systems 
& data warehouse (for reporting)

Create data 
store / interface

All are in 

progress

1

2
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SCHD Interoperability Future State

Data Store

Data 

Warehouse

(Reports)

DAISEY

Lab Info. Sys. (LIS)

WIC

Etc. MPI

Athena

Athena FHIR 

Server

Kansas Department of Health and Environment

eCR 

Now

Vaccine & 

Medication 

Inventory

Sedgwick 

County

RCKMS

EpiTrax

3

1

2

3

4

Pilot 

Projects

Future
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Practical Findings

 Funding was less restrictive

 RFP worked beautifully

 Right staff at right time

 Vendor with experience

 IOP strategy tailored to SCHD

 Skills learned for sustainability

Challenges

 Timeline alignment

 Pilot projects changed 

 Limited funding amount

 Mapping of fields

 Developer vs. public health 
language

 User interface

Successes
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Christine Steward (Christine.Steward@sedgwick.gov)

Aasa Dahlberg Schmit (Aasa.DahlbergSchmit@HLN.Com)

mailto:Christine.Steward@sedgwick.gov
mailto:Aasa.DahlbergSchmit@HLN.Com
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The Importance of a good plan

• Get everyone on the same page
• Be able to define and scope the work
• Once we have a plan, we can measure progress
• Useful for communication
• Change management

20
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Definitions

Vision

Strategic Priority

Strategic Objective

Activity

Strategic Priority

Strategic Objective

Activity

Why are we doing this 
work? What are our 
ultimate end goal? 

What and Why 
(Eagle)

What, with more 
details (Pidgeon)

How and When (Kiwi)
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Roadmap

Building a plan

Vision

Strategic 
Priority

Strategic 
Objective

Strategic 
Objective

Strategic 
Objective

Strategic 
Priority

Strategic 
Objective

Strategic 
Objective

Strategic 
Objective

Strategic 
Priority

Strategic 
Objective

Strategic 
Objective

Strategic 
Objective

Strategic 
Priority

Strategic 
Objective

Strategic 
Objective

1-5

1-6

Implementation 

Plan(s)

Strategic Plan 

Document
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Fact Finding – inputs to your plan

• Don’t over complicated it
• Find already completed assessments and documentation
• Decide what you are assessing and how much
• Align “what” with “how” (the tools you use will depend on 

what information you are looking for)

23
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Fact Finding - Useful tools

• Maturity models
• Program Overview Template
• Data System Template
• Detailed fact finding (Interviews, surveys, reading system 

documentation etc)
• Assessment worksheets
• SWOT

24
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Maturity Models

A maturity model is a strategic framework to assess current 
capabilities, highlight critical gaps, and chart a deliberate path 
toward excellence. It acts as a compass to direct change and 
measure progress. 

A maturity model can identify weaknesses and areas where 
improvements are needed

25
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Program and System Summaries

26

• Program Summary
• Data Resources/Data Systems

• Data Needs and data challenges

• Options and opportunities to consider

• What are the unknowns or 
uncertainties

• System Summary
• Data System
• Vendor
• Description
• What is the data used for
• Who is using the system
• Who manages, builds and support 

the system
• Is the data exchanged with anyone 

and how
• How is the data managed
• Data analysis
• Unknowns and uncertainties
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System Assessment worksheet
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SWOT Analysis

2

8

Strengths Weaknesses

Opportunities Threats

What are our advantages?

What are we doing well?

What’s unique about us?

What abilities are we lacking?

Where are we not doing so 

well?

What do we struggle with?

What can we improve?

What’s could be coming our 

way?

What can we take advantage 

of?

What opportunities for us exist?

The Good The Not so good

Internal

External

How could our weaknesses 

leave us vulnerable?

What could negatively impact 

our work?
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Exercise: Using the SWOT

Think about the DM Project you are involved in
• In groups fill out the SWOT worksheet (10 min)
• Report out to the whole group

It’s ok if you are not working on the same project, create the 
combined SWOT across the group.

29



SWOT Analysis

3

0

Strengths Weaknesses

Opportunities Threats
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Example from Sedgwick County

Fact Finding

• Created a list of all systems

• Identified which systems we should collect  
more info about

• Created questions for interviews

• Interviewed key SMEs for each system

• Interviewed stakeholders

• Mapped it all out

Plan creation

• Identified use cases for the pilot based on 
findings

• Reviewed cycles of the use cases

• Created draft plan

• Reviewed cycles
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Example from Sedgwick County

Question set

Inventory and responses
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Example from Sedgwick County

Map
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Creating the plan

• Put everything together
• Collaborative approach
• Build consensus and ownership by the group
• Communicate

34
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Creating the plan - Tools

• Workshops and meetings
• Prioritize the objectives

• Scoring workbook
• Individual polling
• Dot exercise

• Put it all together, review and review again

35
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Example from Sedgwick county

Fact Finding

• Created a List of all systems

• Identified which systems we should collect  
more info about

• Created questions for interviews

• Interviewed key SMEs for each system

• Interviewed stakeholders

• Mapped it all out

Plan creation

• Identified usecases for the pilot based on 
findings

• Review cycles of the usecases

• Created draft plan

• Review cycles
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Example from Sedgwick County

Pilot Use Cases
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Example from Sedgwick county

Pilot Use Cases
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Example from Sedgwick County

Plan
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Summary

• Identify where you want to go (vision)
• Find out where you are (fact finding)
• Determine what’s most important for you to get there 

(Strategic priorities)
• Decide what you need to do (Strategic objectives)
• And how to do it (activities)
• Write it all up into a plan

40



Christine Steward (Christine.Steward@sedgwick.gov)

Aasa Dahlberg Schmit (Aasa.DahlbergSchmit@HLN.Com)

Questions?

mailto:Christine.Steward@sedgwick.gov
mailto:Aasa.DahlbergSchmit@HLN.Com
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