
 

 

 

 

 

 
 
 

Healthcare Information Technology Projects? 
 

Frequently Asked Questions (FAQs) 
 
 
 
 

 
 
 

HIMSS Project Management Task Force Deliverable 
May 30, 2008 

 

 
 

 

 

 
 

Why Use a Methodology to Manage 

 

1 
Copyright 2008 by the Healthcare Information and Management Systems Society (HIMSS) 
6/30/2008 3:45:00 PMPM FAQs Final 2008 06 30 



Completing a Healthcare Information Technology (HIT) project successf
because most of these projects fail.  A project management metho
industry best practices proven to increase the likelihood of success.  S
completing an HIT project within scope

ully is daunting 
dology applies 
uccess means 

, on time, and within budget, while delivering 

by the Project 
s of expertise, 

ent Task Force 
prepared FAQs, with answers that explain these Knowledge Areas, including healthcare 
specific examples of their impact on project success.   Click on the FAQs below for 
more information.  

ogether?

the quality expected by your organization.  
 
A Guide to the Project Management Body of Knowledge, created 
Management Institute (PMI), includes nine Knowledge Areas, or area
required to successfully manage a project.  The Project Managem

 

 

FAQs 

How do I put the project t  

What does the project include? 

How long will the project take? 

t cost?How much will the projec  

 successfully?How do I complete the project  

Who participates in the project? 

How do I share project information? 

How do I avoid project failure? 

How do I buy what the project needs? 
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Project Management 
Knowledge Area 

Key Project Management of Impact on 
cess Processes 

Examples 
Project Suc

Integration Management – 
spects How to coordinate all a

of the project so that a
project element

ll 

t time to 
ct 

s come 
t the righ
he proje

successfully. 

Return to FAQs

together a
complete t

 

t• Prepare Projec  Charter – 
ment to 

ze starting 

nary 

Develop a docu
uthori

 

Prelimi

formally a
the project.

• Develop 
Project Scope –
and document
proj

 Define 
 the 

ect bounda
rements, 

les, an

ect 

ries, 

d methods 
requi
deliverab
of deliverable 
acceptance. 

• Prepare Proj
Management Plan – 

repare, integrate, 
rdinate all 

s used to 
, execute, control 

the project.   

d Manage

Define, p
and coo
subsidiary plan
plan
and close 

• Direct an  
onProject Executi  – 
ork defined 

e Project 
lan. 

tor and Control 

Conduct the w
in th
Management P

• Moni
Project – 
measure, and
performanc
and assesses 
measurements

Collect, 
 disseminate 

e information, 

 and trends, 
 process 

. 

 Integrated 

to affect
improvements

• Conduct
Change Control – Control 
factors that create 
changes verifying and 
monitoring  occurrence of 
approved changes.  

• Close Project – Finalize all 
activities and formally 
close the project or 
project phase. 

roject charter 
xecutive sponsor 

e in an executive 
osition who will 

n the project) and 
team an opportunity 

re they are in 
greement on the major 

es that will be 
y the project 
ins. 

nt ambulatory care 
EMR project failed because 
there was a gap between 
what the clinicians expected 
and what the project 
delivered.  

Preparing a p
gives the e
(i.e., someon
leadership p
champio
project 
to make su
a
deliverabl
produced b
before it beg

A rece
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Scope Management – H
clearly define and 

ow to 
nderstand 

ll 
 

• Plan Scope – M
definition of p
scope, includ
and contro

anage the 
ject 
 verifying 

u
oject wi
 or produce.

Return to FAQs

what the pr
accomplish

ro
ing

lling 
project defines 

u

e

how the 
the Work 
cture Breakdown Str

(WBS). 

• Define Scop

 

 – 

S

Develop a 
t scope detailed projec

statement. 

• Create WB  – Subdivide 
ct deliverables 
work into 

eable 
nts. 

major proje
and project 
smaller,manag
compone

• Verify Scope –
acceptance o

 Confirm 
f project 

c
it

Scope

deliverables a
pre-defined cr

• Control 

cording to 
eria. 

 –
nges to pro

anage changes 
pe of the project to 

re a firm basis for 
g and controlling 

d cost. 

 public hospital’s 
istrative, financial, and 

m 
ation failed 

because they did not 
adequately define what was 
included (and excluded) in 
the project.  

 Manage 
ject scope. cha

Define and m
to the sco
ensu
estimatin
schedule an

A large
admin
clinical syste
implement

Time Management – How to 
the 

ved 
ensure completion of 
project within an appro
schedule. 

Return to FAQs 

ities• Define Activ  – Identify 
ivities that 
erform to 

the specific a
th

ct
e project will p

 of the 
s.   

 Activ

produce all
deliverable

• Sequence ities – 
cument 
between 

Identify and do
ncies 

urces by 

depende
activities.  

• Estimate Reso
Activity – Estimate the 

uantity of 
to 

h activity. 

ration by 

type and q
resources required 
perform eac

• Estimate Du
Activity – Estimate the 
work period required to 
complete each activity. 

• Develop Schedule – 
Organize the project 
activities, including their 
sequence, duration, 
resource requirements, 
and constraints, 

hedule at the 
 of the project 

arly defined 
scope.  Taking the time 

lete the 
uired to 

ecute, and control 
creases the 

f timely project 
completion. 

A public hospital had a 
project failure.  They prepared 
a recovery project including 
several months to plan the 
schedule.  This contributed to 
a successful on-time project 
completion. 

Define the sc
beginning
based on cle

required to comp
processes req
prepare, ex
a schedule in
likelihood o
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accordin

• Control Schedule

g to a timetable. 

 – 
changes to the 

ul
Manage 
project sched e. 

Cost Management – Ho
ensur

w to 
the 

ved 
e completion of 

in an appro
budget. 

Return to FAQs

project with

 

osts• Estimate C  –
imati

costs required to
pro

get

 Develop 
on of the 

 
an approx

complete all 
activities. 

• Prepare Bud

ject 

 – 
ted costs 

 required 
project 
d cost 

Organize estima
by the activities

all 
 an

baseline.  

osts

to compete 
deliverables

• Control C  – 
e

tion, followed by 
efinition, provides 

er 
, budgeting, and 

ct costs. 

lected an HIS 

 and financial 
  The hospital added 

ms without fully 
estimating scope change.  

 scope definition 
oject costs 
udget estimates 

Manage 
 project 

Without clear
the actual pr
exceeded b
by 110%. 

changes to th
budget. 

Scope defini
schedule d
key information for bett
estimating
controlling proje

A hospital se
vendor to supply 
administrative
systems.
clinical syste

Quality Management – How 
to ensure that th
team will complete 
project and associa
deliverables to achi
project objectives. 

Return to FAQs

e project 
the 
ted 
eve the 

 

Prepare Quality • 
Management Plan – 

le quality Define a
standards and
project will com
them. 

pplicab
 h

it

ow the 
ply with 

y • Conduct Qual
Assurance – A
planned, syste
quality ac
that the pro
its requiremen

• Con

p
m

tivities
ject

ts

duct Qualit

ply 
atic 
, to ensure 
 supports 
. 

y Control – 
 project 
ine if the 
s with 

y 
dentify 
e causes 

best practi
The project
metrics, to
from th
specify and
corrective a

A vendor d
software modificat
defects.  A h
months te
software, ide
returning
vendor for r
repeating this cycl
significant im
Eventually
to repair an

Monitor specific
results to determ
project complie
specified qualit
standards and i
ways to eliminat
of unsatisfactory 
performance. 

agement relies on 
 of, and compliance 

, project management 
ces or standards.  
 manager collects 

 identify deviations 
e standards and to 

 implement 
ctions.  

elivered several 
ions with 

ospital spent 
sting vendor 

ntifying errors, 
 the software to the 

epair, and 
e without 

provements.  
 the vendor refused 

y more defects 
unless they received more 
money.  The hospital refused 
to pay.  The hospital 
eventually cancelled the 
project because the parties 
failed to adequately define 
standards regarding software 
defects and acceptance 
criteria for vendor payment. 

Quality man
definition
with
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Human Resources (HR) 
Management – How to 
identify, document, mo
and control projec
performance in terms of
roles, responsi

nitor, 
t personnel 

 the 
nd 

• Prepare Human Resource 
Plan – Identif
document 

y a
proje
ies, a
atio

ject 

nd 
ct roles, 
nd 
nships. 

Team

responsibilit
reporting rel

• Acquire Pro  – 
an 
ed to 
roject. 

t Team

Obtain the 

bilities a
lationships 

assigned to them. 

Return to FAQs

reporting re
hum

ed
p

 Projec

resources ne
complete the 

• Develop  – 
Improv
and int

 

e the competency 
eraction of project 

ers to 
roject 

. 

ct Team

team memb
enhance p
performance

• Manage Proje  – 
m member 

 prov
ol

inate
ro
. 

ed to have 
ntact point with 
ver the 

 there was a 
ager, the 

 supervisor for each 
 member often 

 with or tried to 
 decisions of the 

nager.  The 
hospital eventually had to 
cancel the project because 
of severe delays caused by 
this issue. 

Track tea
performance,
feedback, res
and coord
to enhance p
performance

ide 
ve issues, 
 changes 
ject 

A project team fail
a single co
authority o
project.  While
project man
immediate
project team
interfered
change the
project ma

Communications 
Management Plan – How to 

ate 
on, 
 and 
t 

ensure timely and appropri
generation, collecti
distribution, storage,
disposition of projec
information. 

Return to FAQs 

pare Comm• Pre unications 
Plan – Dete
informa
commun
the project s

rmin
tion and

ication
tak

i.e., anyone affe
. 

te Information

e the 
 
 needs of 
eholders, 
cted by 

the project

• Distribu  – 
tion 

t 
imely 

ner. 

Make informa
available to projec
stakeholders in a t
man

• Conduct Performance 
Reporting –Co
distribute pr
performance

llect and 
oject 

 information 
including status reports, 
progress measurements, 
and forecasts. 

• Manage Stakeholders – 
Manage communication 
to satisfy requirements of, 
and resolve issues with, 
project stakeholders. 

tion had multiple 
he project team 
rasp the number 
onship between, 
 project 

ger consolidated all 
issues into a single list, which 
eliminated duplicates.  The 
project manager also 
instituted a proactive issues 
management process, which 
quickly identified and tracked 
each issue through its 
resolution.   

A clinical systems 
implementa
issue lists.  T
could not g
of, and relati
issues.  A new
mana
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Risk Management – H
minimize potential n

ow to 
egative 

ect risks to succ
completion

essful proj
. 

Return to FAQs 

sk Ma• Prepare Ri nagement 
Plan – Define
approach, p

 ho
lan

c
 a

s

w to 
, and 
t risk 
ctivities. 

execute proje
management

• Identify Risk  – D
ay
oc
ri

uct Qualita

etermine 
 affect the 

ument 
stics. 

tive Risk 

which risks m
project and d
their characte

• Cond
Analysis – Priorit

 p
 

ct Quantitative Risk 

ize risks 
robability based on their

and impact of
occurrence.  

• Condu
Analysis – Analyze risks 

, and rank and 
ffect on 

t 
ives. 

epare Risk Response 

numerically
estimate their e
achieving projec
object

• Pr
Plan – Develop
and actions to
adverse e
identified risks 
achieving pr
objectives. 

• Monitor an

 options 
 reduce the 

ffect of 
on 

oject 

d Control Risk – 
tified 
sidua

sk
la

aluate their 
h

t lifec

sponsible for a 
ce was always slow 

s with a 
ospital’s order 

 hospital had 
t that included 

ent.  The hospital 
red a risk register and a 

n for each risk, 
ow to resolve 
rformance 

ring repair of the 
  Having a 

e risk management 
process improved vendor 
problem resolution, avoiding 
a source of potential project 
delay and cost overrun.  

Track iden
monitor re
identify new ri
risk response p
ev

risks, 
l risks, 
s, execute 
ns, and 

roughout 
ycle. 

effectiveness t
the projec

The vendor re
lab interfa
to fix problem
particular h
entry system.  The
a new projec
an order entry system 
replacem
prepa
response pla
including h
vendor pe
problems du
lab interface.
proactiv

Procurement Management – 
How to acquire goods and 
services in a manne
supports the project. 

Return to FAQs

r that 

 

re• Prepare Procu ment 
Management Plan – 

t, when, Determine wha
and how to purchase for 
the project. 

• Plan Contracting – 
Document products, 
services, and result 
requirements and identify 
potential sellers. 

• Require Seller Response – 

lth care 
ired a physician to 

 infusion therapy 
system.  This system 
calculated complex drug 
therapies provide for 
ambulatory chemotherapy 
patients.  There was no 
competitive bid to compare 
products, no contract clause 
to control timely delivery of 
the product, and no terms 

A home hea
company h
deliver an
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nd
tion, quo

ids, offers and

ller

 obtain 
tations, 

/or 
proposals. 

• Select Se  – R
rs, choose s

a writ

tract

eview 
ellers, and 
ten 

offe
negotiate 
contract. 

• Administer Con  – 
 the contract and 
ip between 

r and seller, including 
ing and 

eller 
e. 

ract

Manage
relationsh
buye
review
documenting s
performanc

• Close Cont  – 
Complete and settle each 
contract, including the 
resolution of any open 
items and close  each 
contract. 

oftware quality 
hile the home 

company 
 the product, it did 
t their expectations.  

ally settled a 
the doctor, 

he system in-house, 
re-wrote it, and implemented 
it at a cost of over double 
their original budget.  

regarding s
standards.  W
health care 
received
not mee
They eventu
dispute with 
brought t
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