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How to Overcome the Hidden Barrier to Successful
Electronic Records Adoption & Meaningful Use
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With new government mandates, and the promise of financial incentives, more and more
physicians are feeling the pressure to adopt Electronic Records systems in their practices.

While you have likely heard of the potential of these systems to offer real benefits — by
reducing your practice costs, increasing the speed of reimbursements, and enhancing your
practice’s productivity — you also undoubtedly have heard “horror stories” of practices that
experienced just the opposite.

Although some practices have made the transition relatively smoothly, others have
struggled with implementation delays, productivity slowdowns, unexpected costs, and
marginal outcomes.

Clearly there’s a big difference between simply investing in a system and gaining real
benefits from the technology.

What Makes the Difference?

It goes without saying that you need to select the right system for your practice, and you
need the right training and support to get the system installed, your patient data transferred,
and your EHR up and running.

But if that's all that's needed, then practices
buying systems from the same vendor and

getting the same level of training from the same The Right The Right
System Training &

implementation teams and consultants should Support

experience the same results, correct?
Unfortunately that frequently isn't the case.

The fact is, there’s more to a successful
Electronic Records system implementation than
simply investing in the right technology. There’s
more to it than just taking advantage of training
programs, consultants, and technical support.

Something else is needed — and the presence or
absence of this essential third factor is what
frequently makes the difference between practices that reap the full benefits from their
systems and practices that don't.
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The Hidden Barrier to Successful Implementation

It is now well accepted that a high percentage of system problems, productivity slow-
downs, and cost overruns are not due to problems with the technology, they are not
due to deficits of any kind on the parts of vendors, and they are not due to inferior
support or technical training.

After well over 15 years of investigation into the factors impacting implementation
success, researchers in medical informatics have found that when practices run into
trouble with their Electronic Records systems — when projects run over time and over
budget, when they lead to significant productivity slowdowns, and when they cause
problems or errors in the practice — people are a big part of the problem!

It's not that anyone really intends to sabotage the system or get in the way of progress,
it’s just that for the success of a project as all-encompassing as an Electronic Records
implementation, everyone on your staff needs to play an active role in the process, not
simply sit back and passively allow implementation teams and outside consultants to
“do their jobs.”

The Essential Third Element

Medical informatics researchers have identified "human factors" as the essential third
element in a successful implementation.

What are these human factors?
The Right
Training &
Support

The Right
System

o First, everyone in the practice must be

genuinely motivated to use the
technology.

e Second, physicians and staff members
alike must collaborate — with technical
support teams, with consultants, and
with each other — in order to get the
best possible system configuration for the
practice, and in order to redesign practice
workflows to get the best possible results
from the system.

The Right
Human Factors

Staff motivation
& collaboration

Lack of staff motivation, collaboration, and participation in the implementation
process is a hidden barrier that can easily derail the most promising implementation.

The vital importance of staff motivation and collaboration to successful Electronic
Records implementation comes as no surprise.
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Our combined 35+ years of advising business leaders has taught us that when it comes
to leading change in any business or professional practice — if you don't get the people
part right, nothing else matters.

Before a business or organization of any size can effectively implement significant
change, leaders must first get everyone in the business ready for change.

e First, managers need to get everyone

on staff to support the change. People who have low psychological

ownership in a system and who resist its

e Second, they need to put the right implementation can bring a ‘technically
planning, communication, and best’ system to its knees.
feedback systems in place so that -- Dr. Nancy Lorenzi & Dr. Robert Riley
everyone can collaborate effectively Journal of the American Medical

Informatics Association
to make the change successful.

Your practice manager needs to do the same.

It’s a fact that in most practices, everyone on staff is already busy enough. If they don’t
feel a real sense of urgency to make the implementation successful, they won’t
prioritize and enthusiastically apply themselves to the technical training. They also are
not likely to volunteer ideas and suggestions that would nip implementation challenges
in the bud.

Even if everyone in your practice recognizes the need for and advantages of a new
Electronic Records system, if you don’t involve them in planning the implementation
strategy, if you don’t systematically get their collaboration in adapting practice
workflows to benefit from the technology, and if you don’t have the right commu-
nication systems and feedback mechanisms in place, your practice is more likely to
experience productivity slowdowns, your implementation is likely to take longer and
cost more, and your new system is not likely to ever deliver its maximum benefit.

Overcoming the Barrier

When you and your practice manager follow a systematic approach to building staff
buy-in, participation, and collaboration in your Electronic Records implementation you
vastly increase your odds of a smooth and successful transition.

You don’t have to wait for your implementation to get under way in order to get
started on this, in fact, the sooner you and your practice manager begin to involve your
entire staff in the planning process, the better.
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Steps to Building Staff Buy-In and Collaboration

1. Build a real sense of urgency for Electronic Records adoption in staff members at all
levels of your practice. This includes everyone from physician partners and staff
providers to your front and back-office personnel.

2. Develop a vision and clear goals for what your new system will do for the practice.

3. Establish a Guiding Team for the project. The team’s size and structure will depend on
the size and structure of your practice.

4. Actively engage all staff members in the planning process prior to implementation (and
prior to system selection, if possible).

5. Involve users in customizing and modifying relevant components of the system. This
gives them a feeling of “ownership” of the system and also ensures that you get the
best possible system configuration for your practice’s needs.

6. Engage physicians and staff early and often in redesigning practice workflows for a
smoother implementation and better outcomes.

7. Establish effective communication mechanisms between departments and individuals
in your practice. Actions taken in one area of your practice frequently impact other
areas. It's important that everyone be kept in the loop.

8. Establish clear feedback mechanisms and mechanisms for rapidly converting feedback
into system adjustments or workflow changes. You don’t want to let emerging
challenges go unaddressed.

9. Engage staff regularly and often in evaluating implementation progress and
establishing new functional and practice-wide policies and procedures to speed
implementation, enhance outcomes, and implement future change.

While some physicians resign themselves to adopting an Electronic Record system and simply
“hope for the best,” you now know how to remove a hidden barrier and shift the odds of
successful implementation in your favor.

When you and your practice manager follow a systematic approach to building staff buy-in
and collaboration you not only reduce the likelihood of cost overruns and productivity
slowdowns, you position your practice to realize real benefits from your new system, and you
accelerate your practice’s progress toward meaningful use.

Dr. Jane Adler & Dr. Robert Karlsberg are experts in leading the human side of change. They are authors of
Realizing the Promise: How to Maximize the Benefits of Electronic Records in Your Practice & the RTP
Implementation Toolkit — the first and only self-contained program to systematically guide practitioners and
their office managers through the process of rapid and successful EHR adoption.

For more information contact Dr. Jane Adler at 240-277-4458 or NeoVistaHealth.com/contact

4

© 2010 NeoVista Health + Info@NeoVistaHealth.com




NeoVista Health How to Overcome the Hidden Barrier to Adoption & Meaningful Use

References

1. Fenton S.H. et. al., Essential people skills for EHR implementation success. Journal of AHIMA. 77(6):
60A-60D, June 2006

2. Glaser J., More on management’s role in IT project failure. Healthcare Financial Management
59:82-89, 2005

3. Kaplan B. & Harris-Salamone K., Health IT Success and Failure: Recommendations from Literature
and an AMIA Workshop. Journal of the American Medical Informatics Association, Volume 16,
Number 3, May-June 2009

4. Kotter J.P., Leading Change (Harvard Business School Press, Cambridge MA 1996)

5. Lorenzi N.M. & Riley R.T., et. al., Antecedents of the People and Organizational Aspects of Medical
Informatics: Review of the Literature. Journal of the American Medical Informatics Association, 4:2,
March-April 1997

6. Lorenzi N.M. & Riley R.T., Managing Change: An Overview. Journal of the American Medical
Informatics Association, 7(2):116-24, Mar-Apr 2000

7. Lorenzi N.M,, et.al., How to successfully select and implement electronic health records (EHR) in
small ambulatory practice settings. BMC Medical Informatics and Decision Making 9;15, 2009

© 2010 NeoVista Health + Info@NeoVistaHealth.com





<<

  /ASCII85EncodePages false

  /AllowTransparency false

  /AutoPositionEPSFiles true

  /AutoRotatePages /None

  /Binding /Left

  /CalGrayProfile (Dot Gain 20%)

  /CalRGBProfile (sRGB IEC61966-2.1)

  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)

  /sRGBProfile (sRGB IEC61966-2.1)

  /CannotEmbedFontPolicy /Error

  /CompatibilityLevel 1.4

  /CompressObjects /Tags

  /CompressPages true

  /ConvertImagesToIndexed true

  /PassThroughJPEGImages true

  /CreateJDFFile false

  /CreateJobTicket false

  /DefaultRenderingIntent /Default

  /DetectBlends true

  /DetectCurves 0.0000

  /ColorConversionStrategy /CMYK

  /DoThumbnails false

  /EmbedAllFonts true

  /EmbedOpenType false

  /ParseICCProfilesInComments true

  /EmbedJobOptions true

  /DSCReportingLevel 0

  /EmitDSCWarnings false

  /EndPage -1

  /ImageMemory 1048576

  /LockDistillerParams false

  /MaxSubsetPct 100

  /Optimize true

  /OPM 1

  /ParseDSCComments true

  /ParseDSCCommentsForDocInfo true

  /PreserveCopyPage true

  /PreserveDICMYKValues true

  /PreserveEPSInfo true

  /PreserveFlatness true

  /PreserveHalftoneInfo false

  /PreserveOPIComments true

  /PreserveOverprintSettings true

  /StartPage 1

  /SubsetFonts true

  /TransferFunctionInfo /Apply

  /UCRandBGInfo /Preserve

  /UsePrologue false

  /ColorSettingsFile ()

  /AlwaysEmbed [ true

  ]

  /NeverEmbed [ true

  ]

  /AntiAliasColorImages false

  /CropColorImages true

  /ColorImageMinResolution 300

  /ColorImageMinResolutionPolicy /OK

  /DownsampleColorImages true

  /ColorImageDownsampleType /Bicubic

  /ColorImageResolution 300

  /ColorImageDepth -1

  /ColorImageMinDownsampleDepth 1

  /ColorImageDownsampleThreshold 1.50000

  /EncodeColorImages true

  /ColorImageFilter /DCTEncode

  /AutoFilterColorImages true

  /ColorImageAutoFilterStrategy /JPEG

  /ColorACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /ColorImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000ColorACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000ColorImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasGrayImages false

  /CropGrayImages true

  /GrayImageMinResolution 300

  /GrayImageMinResolutionPolicy /OK

  /DownsampleGrayImages true

  /GrayImageDownsampleType /Bicubic

  /GrayImageResolution 300

  /GrayImageDepth -1

  /GrayImageMinDownsampleDepth 2

  /GrayImageDownsampleThreshold 1.50000

  /EncodeGrayImages true

  /GrayImageFilter /DCTEncode

  /AutoFilterGrayImages true

  /GrayImageAutoFilterStrategy /JPEG

  /GrayACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /GrayImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000GrayACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000GrayImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasMonoImages false

  /CropMonoImages true

  /MonoImageMinResolution 1200

  /MonoImageMinResolutionPolicy /OK

  /DownsampleMonoImages true

  /MonoImageDownsampleType /Bicubic

  /MonoImageResolution 1200

  /MonoImageDepth -1

  /MonoImageDownsampleThreshold 1.50000

  /EncodeMonoImages true

  /MonoImageFilter /CCITTFaxEncode

  /MonoImageDict <<

    /K -1

  >>

  /AllowPSXObjects false

  /CheckCompliance [

    /None

  ]

  /PDFX1aCheck false

  /PDFX3Check false

  /PDFXCompliantPDFOnly false

  /PDFXNoTrimBoxError true

  /PDFXTrimBoxToMediaBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXSetBleedBoxToMediaBox true

  /PDFXBleedBoxToTrimBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXOutputIntentProfile ()

  /PDFXOutputConditionIdentifier ()

  /PDFXOutputCondition ()

  /PDFXRegistryName ()

  /PDFXTrapped /False



  /Description <<

    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>

    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>

    /DAN <>

    /DEU <>

    /ESP <>

    /FRA <>

    /ITA <>

    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>

    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>

    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)

    /NOR <>

    /PTB <>

    /SUO <>

    /SVE <>

    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)

  >>

  /Namespace [

    (Adobe)

    (Common)

    (1.0)

  ]

  /OtherNamespaces [

    <<

      /AsReaderSpreads false

      /CropImagesToFrames true

      /ErrorControl /WarnAndContinue

      /FlattenerIgnoreSpreadOverrides false

      /IncludeGuidesGrids false

      /IncludeNonPrinting false

      /IncludeSlug false

      /Namespace [

        (Adobe)

        (InDesign)

        (4.0)

      ]

      /OmitPlacedBitmaps false

      /OmitPlacedEPS false

      /OmitPlacedPDF false

      /SimulateOverprint /Legacy

    >>

    <<

      /AddBleedMarks false

      /AddColorBars false

      /AddCropMarks false

      /AddPageInfo false

      /AddRegMarks false

      /ConvertColors /ConvertToCMYK

      /DestinationProfileName ()

      /DestinationProfileSelector /DocumentCMYK

      /Downsample16BitImages true

      /FlattenerPreset <<

        /PresetSelector /MediumResolution

      >>

      /FormElements false

      /GenerateStructure false

      /IncludeBookmarks false

      /IncludeHyperlinks false

      /IncludeInteractive false

      /IncludeLayers false

      /IncludeProfiles false

      /MultimediaHandling /UseObjectSettings

      /Namespace [

        (Adobe)

        (CreativeSuite)

        (2.0)

      ]

      /PDFXOutputIntentProfileSelector /DocumentCMYK

      /PreserveEditing true

      /UntaggedCMYKHandling /LeaveUntagged

      /UntaggedRGBHandling /UseDocumentProfile

      /UseDocumentBleed false

    >>

  ]

>> setdistillerparams

<<

  /HWResolution [2400 2400]

  /PageSize [612.000 792.000]

>> setpagedevice



