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Course Overview/Purpose

The Governance and Stakeholder Engagement
course addresses the development and sustainability
of a governance model that provides a platform for
stakeholder engagement and ongoing growth of HIE
in both the community (Public HIE) and private
setting (Enterprise HIE). The course addresses the
unigue considerations related to buy-in from a variety
of stakeholder perspectives as well as structural
considerations associated with creation of an HIE
governance model.
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Course Outline

HIE Governance: Public and Private
Governance Development
Stakeholder Engagement
Strategies and Techniques

Take Away’s

Conclusion and Summary
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Learning Objectives

At the conclusion of this HIE-102 course, participants
will be able to:

1. identify the purpose and value of governance in the
public and private HIE settings;

2. create a governance charter that enables the
committee and provides increased value;

3. develop strategies for stakeholder engagement;

4, and, identify other strategic activities to increase
engagement and retention.
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Course Objective #1

Identify the purpose and value of
governance in the public and
private HIE settings.
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HIE Types — Private, Public and
Hybrid HIE - Review

+ Private HIE — Typically a private HIE is created by an enterprise organization to
allow internal connectivity and communication of data between various
organizational users. A key element of Private HIE is that the source of the
funding related to the purchase and implementation is often born by the
organization providing the service.

+  Public HIE — A public HIE is typically created to support a community or region
and is the result of various community stakeholders coming together to develop
the environment. Public HIEs have a variety of funding mechanisms including
fee-for-service, grant funded, health plan or key stakeholder funded and/or other
public. funding.

+ Hybrid HIE — A hybrid HIE is a combination of a public and private HIE. This
model typically supports both the public HIE needs and supports the needs of
individual organizations to provide private HIE services. The hybrid model
leverages the strengths of both models .
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HIE Governance: Private and Public

* Public HIE

—Why Governance?
« Top level control of project and environment

+ Stakeholder involvement in decision making
process

+ Guidance and direction related to stakeholder
needs

« Marketing and Outreach to new participants
« Bringing together diverse groups
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HIE Governance: Private and Public

* Public HIE
— Strategic Direction

+ Build Your Own versus Working with Existing
HIE
— Amount of Local Control
— Policies & Procedures
— Implementation Process
— Experience
— Sustainability
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HIE Governance; Private and Public

* Private HIE

—What is Governance in an Enterprise HIE?
 Focused on Business and Clinical Drivers
* Internal Team Focus
+ Organizational Representation
+ Decision Making and System Design
« Similar in Nature to an EHR implementation
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HIE Governance: Private and Public

* Public HIE
— Establishing a governance model
« Decision making process
* Charter
+ Elections etc.

» Community engagement using governance
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HIE Governance: Private and Public

+ Public HIE
— Strategic Direction
« Sustainability Model

— Fee Structure versus Grant Model
* Service Area
* Product Mix
« Other Decision Points
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Course Objective #2

Create a governance charter that
enables the committee and
provides increased value.
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Governance Development (Public)

- Governance structure
— Develop a charter that outlines the structure (see Charter
Sample)
+ Changes to the Governance
« Determine who is eligible to vote and who is eligible to sit
* Meeting schedules and agenda - Meet monthly

+ Chair and Co-Chair as well committee chair process
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Elections

... Charter Sample

of [Month).

« Outline election
procedures as
well as voting
requirements;

eapacity untl e next electian

Vot and Quuorufn,

T Chairperso,
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Governance Development (Public)

« Governance structure
— Develop a charter that outlines the structure (see Charter
Sample)
« Number of seats
« Types of seats - Org type and not named facility
« Eligibility to sit in a particular seat
— Current participants only, or Special Group (fee
based)
« Elections
+ Responsibilities and Roles

o
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Charter of the
Health Information Exchange (HIE)

Charter Sample

Mission

e, timely nd.

« The charter should
address the

o e mission and

Skdbciudy purpose as well as

guiding principles;

+ oescrve Godls)

Operating Principles

- (Descrbe Resporiibiis]
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 The Vice Cha al etfor

Charter Sample

Reporting

operating actvtes o the Governance to the generl membersi.

« Finally, reporting
and the period of
oottt the agreement are
Aol addressed as well

as signatures
from all of the
members of the
governance.

Period of this Agreement
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Governance Development (Public)

+ Sub-Committees and Workgroups

— Committees
* Finance
* Technical
< Outreach and Marketing
* Policy
* Clinical

— Ad-hoc Committees
+ Created as needed (ex: nominating committee)
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Stakeholder Engagement

No enterprise can exist for itself alone. It ministers to
some great need, it performs some great service, not
for itself, but for others... or failing therein, it ceases
to be profitable and ceases to exist.

— Calvin Coolidge
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Stakeholder Engagement

« Stakeholder Engagement Strategies
— Leverage community groups including
membership organizations.
 The local Medical Societies and Hospital Councils
provide a neutral platform from which to engage
stakeholders.
— Avoid perceived agendas on the part of the
organizers.
— Collaborations should include ALL relavant
groups, not just hospitals or docs.

Course Objective #3

Develop strategies for stakeholder
engagement.
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Stakeholder Engagement

« There are two types of services that drive
engagement:
— Fee-based Services: those that are paid for
— Value-added Services: those that are NOT paid for

The Fee-based services bring the customer to you, the
value-added services keep them around.

Create more value than the cost of the product and you
will have a long term customer.
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Stakeholder Engagement

« Stakeholder Engagement Strategies
— Focus on common values not just financials with
an understanding and outline of vision.
— Understand the mix in your market and recognize
that all types of participants are necessary in order
to make true exchange effective.
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Course Objective #4

Identify other strategic activities to
increase engagement and
retention.
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Strategies and Techniques

»  Develop messaging that is consistent and tied to the
strategy.

« Be flexible in terms of added value. It is important to
listen to stakeholders in terms of identifing needs and
then be ready to adapt solutions to those needs.

+ Set boundaries in terms of growth and expansion.
Understand the market and be prepared to say “no” if
new opportunities are outside of that preparation.
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Conclusion: Take Away’s

« Building a solid Governance is critical to ongoing
growth and sustainability.

+ Success requires a broad participation base.

« Flexibility is key. Listen and Adapt to the needs of
your customer.

» Understand the strategy and ensure the message is
consistent.

Strategies and Techniques

« Define and Understand your HIE Strategies

— Growth: how will the HIE grow and what is
fundamental growth strategy?

— Sustainability: what is the financial model for the
HIE and how will that be maintained over the long
haul?

— Technology: what is the technological strategy in
terms of delivery of services?

— Services: what service mix with the HIE support
and will that evolve or remain fixed?
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Strategies and Techniques
« Clearly explain that HIE takes time and that this is a

long term value proposition. This will set proper
expectations in advance.

« Management and the governance may not always
agree. It is important strike a balance so that while
governance has the final say, management is able to
make a case.

5 HiE in NS Summit 2014

ote
Conclusion and Summary

» HIE Governance: Public and Private

« Governance Development

« - Stakeholder Engagement

« Strategies and Techniques

« Take Away’s
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