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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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Sedgwick County
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NEBRASKA

Second most populous

county in Kansas with a MISSOURI

population of 523,824 COLORADO

(2020 Census) KRNSRS
. oWichita
o Wichita is the county seat
. and largest city, with 80% S
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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 Iin the same
routines

* Not efficient
e Limited

It is not Okay.

We can:

* Work better

 Offer the tech that clients expect
« Embrace efficiency

* Be more strategic

Do more for our communities:
e Serve more, connect more
* Change systems
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Interoperability is the key
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Project Sparks and Perfect Star Alignment

Co
)\ SEDGWICK COUNTY

Health Department

* Epidemiology/laboratory

* Health Information Exchange
* |nformatics groups/training

*x COVID-19

* Electronic health record

* Health IT staffing

_eadership buy in

Public Health FHIR Playbook

* % %

PH Infrastructure Grant (PHIG)
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Project Objectives
N\

0 |dentify opportunities for improved |IOP using FHIR
\

Reduce manual processes and duplicate data entry

|
0 Determine a strategy to a future state of IOP

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

INITIATION PLANNING IMPLEMENTATION

January — June 2024 June — December 2024 January — December 2025
o SCHD Prep & Assessment of Interoperability Pilot
o Request for Proposal Systems (IOP) Plan Projects
>
i * Used PHIG funding  |dentified 62  Focused on * Provided hands
o » Selected HLN ‘'systems’ with implementing and on experience
o Consulting for contract: limited IOP & sustaining IOP * Involved
X Jun. 2024 - Dec. 2025 FHIR readiness * Included: external
©)
= - Data entry  Future state partners - .
O SEDGWICK COUNTY redundancy * Pilot prO_Je_CtS DI—IABg
o A8 Health De partment  Staff training § B S
% Sansr>” - Data governance et



Project Initiation

SCHD Preparation
*x PHIG Grant Application
* New position (PHIG funding):
“Enterprise Developer for Health Interoperability”
* County IT conversations & planning
*x 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

Administrative / Communication / Productivity = Case Management / Surveillance / Inventory

Work Performed:
* Assessed 62 ‘systems’in use by SCHD B e
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* Determined dataset alignment with FHIR y
resou rceS Finance/Grants/ Contracting o= fbgvgw o

aaaaaaaaaaa

* |nvestigated readiness for implementing
FH I R and teChnOIOgieS tO Support FH I R s spi“;éii;m Survey Tools Training / Workflow Development
transactions ) w e

AAAAAA Output / Reporting
ShelterPro Licensing Citations
)
- -
Ke F i n d i n s " NDG School liness Vital Records Sa:ﬁ;‘y“’"
(Alchemer)
y gs. e BN B

Tags

* Numerous data entry redundancy identified =

nnnnnnnnnnnnnnn

Replacement ‘ Waste Water iy o

* Unrealized capability for interoperability and L—ddH.y - FFE
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

e Structure
e Charter

* Yearly
milestones &
goals

SEDGWICK COUNTY
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Pilot Projects

_ *Work with CDC, APHL, & KDHE
AdOpthn O] =IO @l -Staff access to Athena FHIR server

Now *Goal: Athena EHR case report data
sent to KDHE EpiTrax

|mprove Vrzlelelgl=) ° Vendor, then in-house application
« Goal: Athena connects to data All are in

store/interface. progress

iInventory
tracking

» Master person index
Create data « Goal: Connect with all SCHD systems

store / interface & data warehouse (for reporting)
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SCHD Interoperability Future State

Kansas Department of Health and Environment

RCKIS S

Pilot
Projects

DAISEY
4 Lab Info. Sys. (LIS)
WIC
Etc.

Athena FHIR Data

el Warehouse

(Reports)
Data Store

Vaccine &

IR \ledication
Inventory

Sedgwick
County
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Practical Findings
Vs

Successes 7
* Funding was less restrictive

* RFP worked beautifully

* Right staff at right time

* Vendor with experience

* |OP strategy tailored to SCHD
* Skills learned for sustainability

Co
)\ SEDGWICK COUNTY

{34/ Health Department

)
Challenges ’

* Timeline alignment

* Pilot projects changed
* Limited funding amount
* Mapping of fields

* Developer vs. public health
language

* User interface

lllllllllll



Christine Steward (Christine.Steward@sedgwick.gov)
Aasa Dahlberg Schmit (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
e Useful for communication
e Change management



Definitions

0 Why are we doing this
Vision work? What are our

ultimate end goal?

Strategic Priority Strategic Priority Wha(ltEgglde;Nhy

What, with more

Strategic Objective Strategic Objective details (Pidgeon)

Activity Activity How and When (Kiwi)

HIN

CONSULTING



1-6

Strategic
Priority

Strategic
Objective

Strateqic
Objective

Strategic

Objective

Building a plan

Vision

Strategic
Priority

Strategic
Objective

Strategic
Objective

Strategic
Objective

Strategic
Priority

Strategic
Objective

Strateqic
Objective

Strategic

Objective

Strategic
Priority

Strategic
Objective

Strategic

Objective

Strategic Plan
Document

\_//_

Roadmap

AL

Implementation
Plan(s)
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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

e Align “what” with “how” (the tools you use will depend on
what information you are looking for)




Fact Finding - Useful tools

e Maturity models

* Program Overview Template

 Data System Template

* Detailed fact finding (Interviews, surveys, reading system
documentation etc)

 Assessment worksheets

e SWOT




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



Program and System Summaries

- Program Summary - System Summary

« Data Resources/Data Systems - Data System
- Data Needs and data challenges - Vendor

. Opti d tunities t i - Description
ptions and opportunities to consider . What is the data used for
« What are the unknowns or

o « Who is using the system
uncertainties

- 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

A
Data System Name

Name of the System

=

H

Primary Business Purpose System Purspose and Description

Example: Surveillance,
Health Care Delivery,
Environmental protection,
License or Permits, Registry

Short description of what the system is used for

I
Owning Division

Name of the division who
owns the System

]
Program / unit

-

Name of the program and/or
unit within the Division

K
Data Sets included

Example: Person/Client,
Hospitals, Daycares,
Vaccinations, Providers,
Infectious disease cases,
Cancers, New born
screening lab results, home
visits

L
Data Steward(s)

Name of the Data
Steward(s) of the de
in the system

Syndromic Surveillance

Surveillance

Early event detection and situational awareness. Data received
from emergecy departments and poison control. Subset of data is
submitted to CDCs bioSense program on a daily basis

Infectious Disease
Epidemiology, Prevention &
Control

n/a

Syndromic Surveillance
Records

Last Name, First Nai

Laboratory Information
System (LIMS)

Lab tests and results

Lab test sample accessioning and order entry, results archival and
result delivery_ Lab test result entry and verification. Lab
instrument interfaces, HL7 messaging to CDC.

Public Health Laboratory

Last Name, First Nai

Data Exchange, Rhapsody

Data Messaging

Receiving data from external partners, perform validation and transld

IT

Lab reports (ELR), Case
Reports (eCR)

Last Name, First Nai

HIN
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SWOT Analysis

Internal

External

The Good

The Not so good

Strengths

What are our advantages?

What are we doing well?
What's unique about us?

Weaknesses

What abilities are we lacking?
Where are we not doing so

well?
What do we struggle with?
What can we improve?

Opportunities

What's could be coming our
way?
What can we take advantage
of?

Threats

How could our weaknesses
leave us vulnerable?
What could negatively impact
our work?

What opportunities for us exist?




Exercise: Using the SWOT

Think about the DM Project you are involved in

* In groups fill out the SWOT worksheet (10 min)
e 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.



SWOT Analysis

Strengths Weaknesses

Opportunities Threats




Example from Sedgwick County

Created a list of all systems

|dentified which systems we should collect
more info about

Fact Finding < Created questions for interviews
Interviewed key SMEs for each system
Interviewed stakeholders

Mapped it all out

|dentified use cases for the pilot based on
findings

Plan creation < Reviewed cycles of the use cases
Created draft plan

Reviewed cycles




Example from Sedgwick County

A B C D E F G
o 1 System ?LSystem Type = System Hosting / Source = Owner = Primary Function = Primary Content = Program/Division =
- 2 Monday.com Web Cloud County Scheduling Management IT, PHEP; PHP
%;h : 3 Zoom Local Cloud County Ieetings n/a All
mm;;:;wm:lsma 4 Learning Management System Local Cloud County Training n/a PHP
e ———— 5  SharePoint Web Cloud County Documentation Various PHP
e A 6 SAP Web Cloud County Budget Financial PHP
i 7 Kansas Grants Management System Web Cloud State Grants Financial All
e v emoag? 2 Payment Management System Web Cloud Federal/State Payments Financial All
Lecnmotagy and Profoca 9 PPS Web Cloud County Purchasing Financial All
Y 10 OnBase Web Cloud County Contracts Financial Admin
e e 11 ShelterPro Local OnPrem County Billing Financial Animal Control
have . 12 NVivo Local Local/Network County Data Collection Surveys PHP
[P of ey motl b B e oy - 13 Sharepoint Community Health Worker Web OnPram County Documentation n/a PHP
::gﬁmi(z‘m:”::ic::l 14 EpiTrax Web Cloud State Case Management  Surveillance EPI; TB; DIS
_f..“ e _s..,.,.m-_.m.: oot o 15 SPSS Statistics Local Local/Network County Data Analysis Various PHP; EPI; Outreach; MCH
- 16 Constant Contact Web Cloud County Communication Newletter EPI; Comms; PHEP
e aret ; 17 Scene Web Cloud County Case Management Surveillance 1B
ik g o inplace? 18 Canva Web Cloud County Communication Flyers PHP
) 19 5AS Local Local/Network County Data Analysis Surveillance EPI
20 ArcGIS Local Local/Cloud County Data Analysis Surveillance EPI; OD2A
21 mySidewalk Web Cloud County Reporting Surveillance EPI; OD2A; Qutreach
Question set 22 Alchemer Web Cloud County Data Collection Surveillance EPI; Outreach; PHP; Family
23 BioBot Web Cloud County Data Analysis Surveillance OD2A
24 SharePoint Client Data Tracking Local Hosted County Case Management Surveillance OD2A
25 Salamander Web Cloud County Inventory Preparedness PHEP; IMM
26 KS Train Web Cloud State Training n/a PHEP; MRC; Family
27 CivicReady Web Cloud County Alerts Preparedness PHEP

Inventory and responses

HIN
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Example from Sedgwick County

Administrative / Communication / Productivity Case Management / Surveillance / Inventory
DISEY ¢ DWISEY / KIHE
inonday.com Sharepoic Ao =1 Jalstzmr EpiTras PF:|T.|:@ -F:L:: L l;":‘;'::l:' FEIN
Sepan
+
uodierull Convs e Cvicituady i el P
Afama Orchard Rk Pregect Caraiare EHE
SLHANE Umbidcs I I
LakraTory
Talarnander Biling Acoass Scang Bibot AT ARS
Finance / Grants / Contracting =
Kormaz Grant Faymem
M-mmmm uaww s DwEate etz Eredht H:‘:;w Curvie Grenal Pl:':':-lg iy “:::::ﬂ:
eMAP Sprradahen Survey Tools Training / Workflow Development
5
-
Wkm Alchemer LS L I?‘I_.::I::::'
Animal Control
T e Output / Reporting
Shelmirg Licensirg Cltations.
aref L=t
- -
SattsTattiom
NG School ihnesy Vral Reoords Ly LAS kY
[Rlchemery
- - -
Tags
PTSLILEDL [t
BL W Luad i mansgETEn myGidesak —
Vattinatien Ve ?
Excel Spreadsheet State or Federal = = -
) QP28 Do Clignt/Harm : Ouslitetie
Replacement b Tasting Faduction c::u"t_\:a't:

Map = Indicated Dual ENtry s—— - - - o H LN
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Creating the plan

 Put everything together

* Collaborative approach

* Build consensus and ownership by the group
* Communicate



Creating the plan - Tools

* Workshops and meetings

* Prioritize the objectives
* Scoring workbook
* Individual polling
* Dot exercise

e Put it all together, review and review again



Example from Sedgwick county

Created a List of all systems

|dentified which systems we should collect
more info about

Fact Finding < Created questions for interviews
Interviewed key SMEs for each system
Interviewed stakeholders

Mapped it all out

|dentified usecases for the pilot based on
findings

Plan creation << Review cycles of the usecases

Created draft plan

Review cycles




Example from Sedgwick County

'/- KDHE

Health Systems eCRs (HL? CDA) from

~— ELR HL? 2.5.2 » (State Health Department) KDHL PH Lab
eCRs (CDA) . '
\\_ | : Ty
Reporting of i :
disease events AIRMS/RCKMS Sedgwick can log- Lab Orders .
can be dene in and access : :
gither 1o the state Information (eCHs p ! '
ar to the County . , ELRs, case info EpiTrax : . WeblZ
! ete] in EpiTrax : !
. i Lab Results
HL7 CDAor FHIR ! |
N A, ! 'H_/

- I0F batwesan
Athena to EpiTrax EniTr, * a
' e Immunizations
: Alhena
! :
! ]
: ]
R et B e T asthena  [&----- !

Salamander

Orchard [ | "=77777°+
{Lab)

{Irnventory}

——— Existing

Sedgwick County

Pilot Use Cases HIN
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Example from Sedgwick county

. Phase 1

Implement
Athena
FHIR Server

Implement
eCRs out
of Athena

Dec 2024 - July 2025

Map to
KORDS
Portal

. Phase 2

Upload to Implesment Creaty pipeing
fram Athena
KORDS W AR St
Datastons e
Portal ake) el
0P between Create
WeblZ and pipeling from
Athena FHIR Orchard to
Server Datastore

July 2025 - Dec 2025

Pilot Use Cases

. Phase 3

Ao 1o cinical Create
data for repocts Create pipeline
and
isializations MPI fraem DWISEY
from DamaStore to datastone
Salamanter

Sept 2025 - June 2026

Phase 1 Action ltems
Part | - Athena actess FIMR AP
+ Installing the Athena FHIR Server
+ Qktain Accessdicensing/oost
information
+ Identify guery tools and users
- Install and test query toals
Part 2 - Map to KORDS Portal {KDHE)
+ Query reparting from Athena
« Develgpment of translationdestract
tool from Athena FHIR Server to Portal
+ Map to KORDS Portal Spreadsheet
Part 3 - Upload to KORDS Portal (KDHE)
+ Imvestigation and documentation of
KOHE portal enviFenment
KDHE 5oft Launch
Testing with KDHE
File Formatting (Processing/Receiing)
Lpload Process

Phase 2 Action ltems
+ Decide if we are doing warehouse ar

data lake or & mix
Create pipeline from Athena FHIR
Server to Datastore for dinical data
« ldentify clinical datasets
= Map datasats to FHIR resources
+ Push into data store

« Arcess o cinical data far reports and

visualizations from data store

» ldentify tool to use for reports

and visualizations

« ldentify datasets (most likely
multiple)
Priaritize and classify
+ Build reparts and visualizations
- Training

= |OP betwesn WebIZ and Athena FHIR

SBIVEr,

= Reviewiidocument use cases

= Reach out ta KDH WeblZ team
and Emvision regarding FHIR
pilat apportunity

+ Evaluate implementation
cpricns (2.8, SMART-on-FHIR
app)

= Implement

+ Create pipeling from Orchard to

Datastors
« ldentify datasets in Grchard
« Evaluate AP aptivnsfeasiolliny

Phase 3 Action Items

« Master Fatient Index (MFI)
+ Evaluate MPI options.
= Implement MPI

= Salamander
= REvisw document use cases
= Document intaraparability

requirements
- Create pipeline from DAISEY o
datastare

+ ldentify datasets In Dbl SEY
« Evaluate AP options/feasibility

CONSULTING




Example from Sedgwick County

Plan

Table of Contents

Background

Introduction

Methods

Current State
Description of Current State
Identified Challenges and Successes

Future Desired State
Interoperability Goals
Use Cases to Focus on to Meet Desired Future State
Future Technical Architecture to Meet Goals
Strategies and Priorities to Meet Desired Future State
Outputs

Implementation Considerations
Infrastructure Needs
Proposed Workflow Improvements

Sustainability

Data Governance
Data Governance Recommendations Related to the SCHD Interoperability Plan
Phased approach to implement data governance for Sedgwick county
Roles, Responsibilities and Training

Appendixes
Appendix A - List of systems identified in the assessment.
Appendix B - Trainings by role
Appendix C - Interview questionnaires and responses
Appendix D - Data Governance Team Charter Template
Appendix E - Data Steward
Appendix F - HL7 FHIR Implementation Guidance Checklist

Appendix G - Terminology, Abbreviations and Technologies

Ww o ow o =R W W
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Summary

* |dentify 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)

e Write it all up into a plan




Questions?

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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