PCC+ Site Project Plan Checklist

	#
	Site Activity

* = Key milestone activities


	Who
	Comments
	Estimated Time for Task
	Due Date
	Completion Date

	1
	Attend Area Orientation session.

[NOTE: If a site is unable to attend an Area Orientation session, it is strongly recommended that they consult with PCC+ point of contact at the Area or another site that has implemented.]
	3-5 Representatives from Site
	Participants should represent multiple departments within each facility, i.e., clinical, IT, business office.  Orientation participants would be expected to form the core Implementation Team if the site decides to proceed (see #5 below).
	1 day
	See Area Orientation schedule
	

	2
	Review hardware and software specifications.
	SUD & Site Manager
	Review Technical Specifications available on web site: http://www.ihs.gov/CIO/pccplus
· print servers (required)

· printers

· copiers
	1 day
	Prior to Go/No Go decision (#4)
	

	3
	Assess whether budget and staff resources needed are available for this project.   


	SUD, Management staff
	Review Site Recommendations document available on web site: www.ihs.gov/CIO/pccplus.

Prepare preliminary budget and identify potential staff assignments and schedule.
	1 day
	Prior to Go/No Go decision
	

	4*
	Decide whether or not to proceed with PCC+ implementation
	SUD, Management staff (Site and Area)
	Ensure budget can support the project, and that resources will have time to dedicate towards PCC+ implementation. 
	
	
	

	5
	Select PCC+ Implementation Team.
	SUD, Management staff
	Recommended Team members:

· Clinical staff (physician, nurse)

· Coding/Medical Records

· Billing

· Data Entry

· Registration

· Site Manager (IT)

· Administration
	1 – 2 weeks
	
	

	6
	Define roles for members of the Team.  Assign: 

· Project Lead, 

· Clinical Lead, 

· super user(s) for form editing/design (MS Word)

· super user(s) for data extraction/manipulation (Excel)

· other roles as recommended
	SUD, Management staff 
	See Site Recommendations document for a description of Team Roles and Responsibilities.
	1 week
	By first team meeting
	

	7
	Download and review documents from PCC+ web site (http://www.ihs.gov/CIO/pccplus/):

· Planning & Process Recommendations

· User Manual

· Install Manual

· Technical Manual

· Site Survey

· Site Project Plan Checklist
	Implementation Team
	Team members should be generally familiar with all aspects of PCC+ implementation planning, in addition to topics directly relevant to their Team roles.
	1 – 3 weeks
	By first or second team meeting
	

	8
	Assess skill levels and schedule outside training if necessary for Word or Excel super users.
	Project Lead
	· Word super user should have intermediate Word skills,

· Excel super user should have basic Excel skills.
	
	Word: prior to Form Design training

Excel: prior to Pre-Imp visit
	

	9
	Order Print Servers


	Site Manager
	Obtain approval, and initiate P.O.

Order through standard procurement process.

(Recommended, but not required, to be done prior to Pre-Imp visit in order to take advantage of on-site training for user preferences set up).
	2-6 weeks (site specific)
	To be received and installed prior to Pre-Imp Visit
	

	10
	Review and begin to customize Site Project Plan Checklist according to site schedule.
	Project Lead
	Project plan should be kept up to date weekly with due dates, completion dates, resources and new tasks.
	2 – 4 hrs/wk
	Ongoing throughout project
	

	11*
	Complete Site Evaluation Survey.  
	Project Lead with Implementation Team
	Completed Survey should be sent to ITSC Schedule Coordinator (or Area coordinator) at same time that Pre-Imp Visit is requested.

NOTE: If site chooses not to have a Pre-Imp site visit by either ITSC or Area staff, the Survey will not be forwarded.
	1 – 3 days
	
	

	12
	Request a Pre-Implementation visit and provide two alternate dates. 

[NOTE: Pre-Implementation Visit is NOT a required activity.  Planning documents and tools are available to any site for self-implementation. ]

If a Pre-Imp Visit is not planned, skip to #14.
	Project Lead
	Contact Area or ITSC PCC+ Schedule Coordinator via e-mail with proposed visit date information and completed Site Survey. 

Proposed dates should be at least 3 weeks from request date to allow travel planning.  Ensure that all site Team members will be available on proposed dates.
	
	When Site Survey has been completed
	

	13
	Participate in Visit Planning call with ITSC
	Project Lead, Technical Lead
	ITSC Visit Lead will coordinate call 
	1-2 hours
	Within 2 weeks of Visit request
	

	14
	Schedule remote installation of PCC+ on RPMS server.
	Site Manager or Tech Lead
	Contact Area PCC+ POC or ITSC Help Desk for remote installation.

Access to server will need to be provided to installer.
	
	At least 1 week prior to planned installation, and prior to Pre-Imp Visit
	

	15
	Install PCC+ on RPMS server.
	Site Manager or Tech Lead
	Review Installation document.  Coordinated with Area or ITSC installer (see #14).
	2-4 hours
	Prior to Pre-Imp Visit
	

	16
	Receive and install Print Servers
	Site Manager
	Review Installation document and/or contact ITSC Help Desk.

NOTE: Print servers ordered through GSA contract will be delivered to site with software pre-installed.
	1 day
	Prior to Pre-Imp Visit (or to #25)
	

	17*
	Participate in Pre-Implementation visit (Optional)


	Implementation Team, ITSC team.
	As many staff as possible should be available for 1 hour early on the first day for a PCC+ Overview session.  The remaining visit will consist of interviews with the Implementation Team and specific functional areas.  For a more detailed description, review Site Recommendations document.
	2 days
	3-4 weeks from request (#12)

2-4 months prior to proposed Go Live
	

	18
	Review Final Recommendations and Findings report from Pre-Implementation Visit.
	Implementation Team
	Report would be delivered one week after Site Visit.  Report will document suggested workflow changes; site will need to determine which changes are possible or appropriate.
	1-2 days
	
	

	19
	Run ICD9 extraction utilities on the RPMS server for site.  
	Site Manager
	PCC+ must be installed at the site prior to this activity.

Review User Manual and Training Manual on Managing Site User Preferences.  

If site participated in Pre-Implementation visit, training for this will have occurred.
	1- 3 hrs
	ASAP after Pre-Imp visit

and prior to #27
	

	20
	Select Pilot clinic and first template
	Implementation team
	Pilot clinic must be willing to be the first clinic at site.  Additional or different staff may need to be added to the Implementation Team.  
	1-3 weeks
	1-3 weeks after Final Report 

8-12 weeks prior to proposed Go Live
	

	21
	Identify and plan the activities necessary to complete proposed workflow changes.


	Implementation Team
	If a Pre-Implementation visit occurred, then many of the suggested workflow and process changes will be provided in the Recommendations and Findings report.

Details arising out of this task should be added to the Project Plan as separate tasks with appropriate assignments and due dates.
	1-6 weeks

(concurrent with #20) 
	1-3 weeks after Final Report

8-12 weeks prior to proposed Go Live
	

	22
	Identify physical changes (space planning and equipment) required to accommodate workflow changes.
	Implementation team
	Details arising out of this task should be added to the Project Plan as separate tasks with appropriate assignments and due dates.
	1-3 weeks (concurrent with #20)
	1-3 weeks after Final Report

8-12 weeks prior to proposed Go Live
	

	23
	Select metrics for PCC+ project.
	Implementation team
	Metrics should include clinical, business and administrative measures.  Identify and document how the data will be collected and measured.  

See Metrics Planning document for assistance in identifying and measuring.
	1-3 weeks (concurrent with #20)
	1-3 weeks after Final Report

8-12 weeks prior to proposed Go Live
	

	24*
	Review and revise Site Project Plan checklist and schedule to determine Go Live target date


	Project Lead
	Incorporate additional activities from #s 21 and 22.  Estimate resource availability, procurement process, and other activities that will affect the schedule.  
	1 day 
	
	

	25
	Identify and order additional copiers, printer, fax, and other equipment needs.
	Implementation team  
	Use standard procurement process
	1 week 
	1-3 weeks after Final Report

8-12 weeks prior to proposed Go Live
	

	26
	Determine baseline of selected metrics.  
	Implementation team or selected staff
	Identify the current statistics for selected metrics.  Metrics should be baselined before any process change that occurs, even prior to fully implementing PCC+.

See Metrics Planning document for assistance in identifying and measuring
	1 –  2 weeks
	ASAP and at  least 4 weeks prior to Go Live 
	

	27
	[If no Pre-Implementation Visit] Develop draft of clinic specific preferences, ICD-9 and CPT codes for pilot clinic.
	Coding Workgroup
	Use data provided from data extract process (#19).  If site holds Pre-Imp visit, this activity will be accomplished.

Coding Workgroup should include Physician(s), Nurse(s), Medical Records, Data Entry and Billing representatives
	1 – 4 weeks
	4 – 6 weeks prior to Go Live
	

	28
	[If no Pre-Implementation Visit]  Develop and document protocols, and documentation standards for use with new form(s).  
	Coding Workgroup 
	Include pilot clinic, pharmacy, other areas as needed.
	1- 4 weeks 
	4 – 6 weeks prior to Go Live
	

	29*
	Finalize and approve user preferences, ICD-9 and CPT codes for pilot clinic.
	Coding Workgroup 
	
	1-3 days
	NLT 2 – 4 weeks prior to Go Live 
	

	30
	Train registration, data entry, medical records, billing, and any other staff affected by new workflow and form generation.
	Implementation team
	
	
	1 – 2 weeks prior to Go Live
	

	31
	Train clinical staff on use of new form and coding conventions.
	Implementation team
	Physicians, nurses, medical records, coder, data entry should all be trained
	
	1 – 2 weeks prior to Go Live
	

	32
	Implement new workflow where possible prior to Go Live.
	All staff affected by new process
	
	
	1 – 2 weeks prior to Go Live
	

	33
	Install additional copiers/printers/other hardware.
	Site Manager
	
	
	1 – 2 weeks prior to Go Live
	

	34*
	Print service – final configuration.  Test Network printers.
	Site Manager
	Refer to Installation manual and ITSC Help Desk.
	1 day
	1 – 2 days prior to Go Live
	

	35*
	Test PCC+ form. 
	Implementation team, clinic staff
	Use a copy of the form for a few days to get used to the changes.
	1 week
	1 – 5 days prior to Go Live 
	

	36*
	Go Live
	Implementation team, clinic staff
	
	
	Go Live
	

	37
	Establish routine meetings for feedback / updates for process changes and form design
	Implementation, pilot clinic teams
	
	
	Ongoing
	

	38
	Attend training on Advanced Word/Form Customization
	Word/Form super user(s)
	Super User should have intermediate skills in Word.  
	1 day
	No earlier than 1 month after Go Live
	

	39*
	Evaluate metrics 1 month, 3 months, 6 months, and 12 months after Go Live.
	Assigned staff
	Determine impact of PCC+ on clinic, workflow, data, and revenues.
	
	Go Live plus 1, 3, 6, 12 months
	

	40
	Refine/add encounter forms and/or clinics.  
	Implementation Team, staff from next clinic
	Revise forms/ add new forms as necessary.  
	
	Ongoing
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 All documents referenced in this Plan, and additional information about PCC+ implementation, are located at http://www.ihs.gov/CIO/pccplus/
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