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1 Background

1.1 Business Case

Urban Excellence Healthcare System is located in a very competitive market place in
Santa Monica, California.  It consists of two entities: a 550 bed urban hospital and a large
multi-specialty medical group (UEMG) consisting of 400 practicing MDs in three
locations.  The competitive hospitals include UCLA Medical Center, Cedar Sinai and St.
John’s Medical Center, all within a ten mile radius.

Over the last several years the Urban Excellence Healthcare system has seen a decline in
patient referrals and revenue.  In addition the community perception of the “preferred
provider of care” category has dropped from 4/5 to 3/5.

The management team believes revenue share and reputation of the facility will be
improved by implementing a comprehensive website featuring a patient and physician
portal.  The outcomes would be an improvement in patient satisfaction, physician
satisfaction and a rise patient referrals resulting in a gain in market share, positive
perception score and revenue.

2 Project Objectives

The goal is to go out with an RFP and implement no later than Q1 2011.   Based on
preliminary research of the industry and associated costs of a web portal added to the
existing web framework, the initial budget prospective is $2 million.  A phased
implementation over this ~one year time frame will allow installed payments tied to
deliverables, as well as limiting cash outlay.  Any additional resources required to
implement, support or maintain the product must be cleared and graded by HR prior to
hiring and must be included in the budget up front.

2.1 Key Project Goals

• Consumer Driven health information experience and provide easy to use/navigate
user interface

• Provide general Health-Related content (current functionality maintained)

• Advertise community services including Health Education classes and Wellness
programs

• Attract new patients and capture email addresses for follow-up by requiring
visitors to register (free) to view health-related content
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• Improve satisfaction of current patients and families

• Increase referrals

• Attract high quality clinicians for employment

• Upgrade website without losing existing functionality

• Implement within one year

• Scalable

• Flexible

• Improve communication

• Simple to maintain

• State of the art security

2.2 Project Assumptions

• EMR and AEHR are interoperable

• Current vendor offers a web portal

• Secure firewall exists

• State of the art wireless and network capabilities exist

• No additional resources required to support to web portal. Existing resources will
be trained to support the web portal.

• Professional Services consultant with web portal implementation experience will
be brought in once product scope is identified.

• A physician champion with web portal implementation experience is a member of
the team.

• IT Management commits to the priority of the web portal implementation.
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3 Scope

3.1 Project Deliverables

• Instructions on Portal use

• General Health-related content (current)

• Guide to the Hospital including: directions, parking, visiting hours

• Community services including: Health Education classes, Wellness programs

• Site Visitor registration: Site visitors are required to register (free) to view
health-related content thus capturing email addresses for follow-up.  Includes a
tour of what the site offers for patients with emphasis on ease of use and security

• Become a Patient: captures demographic and insurance information on newly
registered patients, links to Find a Physician, links to current patient appointment
scheduling module, links to Medical Intake form (which physician can upload to
EMR)

• Portal for current patients to schedule appointments, pre-fill medical intake form
with interface to electronic medical record, view results, request a prescription or
refill, email physicians, request a referral, receive alerts from pre-set protocols
(e.g. for flu shots), link to Billing Department to pay bills securely online and
submit inquiries, receive automated email for confirmation of upcoming
appointments, receive automated callback

• Portal for current physician providers to access EMR, lab and radiology results,
email including critical result notification, online medical library (current)

• Find a Physician: background and contact information on physicians

• Find a Service: information on various hospital services for patients and
physicians, link for physicians to request services (e.g. PFTs, echocardiograms)

• Refer a Patient: non-affiliated physicians can refer patients to doctors via Find a
Physician, or services (PFTs, echocardiogram) via Find a Service

• Job Listing: lists jobs, accepts applications and resumes

• About Us: Background information including history of Urban Excellence
Healthcare System, number of facilities, physicians, and patients, Quality Report
card, awards and recognition

• Contact Us: hospital contact information, important phone numbers, patient
feedback form
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• Maintenance and update tools: rich set of built-in content editing tools, advanced
XML web services support

• Auditable Security Parameters and violations transactions, evidence that audit
and compliance guidelines are met

3.1.2 Product Technology Requirements

Requirement

Microsoft NET Technology

Cross Browser functionality to include Explorer  and Mozilla

Web based portal administration

Role based resource access and control

Rich set of built in content editing tools

Advanced XML web services support

3.2 Included

Deliverable Agreed Solution

Instructions on Portal use Easy to understand

General Health-related
content

Current content

Guide to the Hospital Including but not limited to directions, parking, visiting
hours

Community services Including but not limited to Health Education classes,
Wellness programs

Site Visitor registration Site visitors are required to register (free) to view
health-related content thus capturing email addresses
for follow-up.  Includes a tour of what the site offers
for patients with emphasis on ease of use and security
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Become a Patient Captures demographic and insurance information on
newly registered patients, links to Find a Physician,
links to appointment scheduling module, links to
Medical Intake form (which physician can upload to
EMR)

Portal for current patients Schedule appointments,  pre-fill Medical Intake form
(with interface to Electronic Medical Record – see
below), view results, request a prescription or  refill,
email physician, request a referral, receive alerts
triggered by pre-set protocols (e.g. flu shots for patients
over X years), link to Billing Department to submit
inquiries and pay bills securely online, receive
automated email for confirmation of upcoming
appointments, receive automated callbacks

Portal for current physician
providers

Access EMR, view Medical Intake form by patient
with capability to edit and accept into EMR, lab and
radiology results, email patients and other physicians,
receive critical result notification, online medical
library (current)

Find a Physician Background and contact information on physicians

Find a Service Information on various hospital services for patients
and physicians, link for physicians to request services
(e.g. PFTs, echocardiograms)

Refer a Patient Non-affiliated physicians as well as affiliated
physicians can refer patients to doctors via Find a
Physician, or to services (e.g. PFTs, echocardiogram)
via Find a Service

Job Listing Lists jobs, accepts applications and resumes

About Us Background information including history of Urban
Excellence Healthcare System, number of facilities,
physicians, and patients, Quality Report card, awards
and recognition

Contact Us Hospital contact information, important phone
numbers, patient feedback form

Maintenance and update
tools

Rich set of built-in content editing tools, advanced
XML web services support
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Security Documentation Auditable Security Parameters and violations
transactions, evidence that audit and compliance
guidelines are met

3.3 Excluded

• Budget for publicity about new website to patient and community doctors

• No internet treatment or triage requests

• No Emergent communications or services

• No request for narcotic pain medications

• No request for re-fill medication not currently being treated by physician

• No charging collection required for use of portal

4 Deliverables
Deliverable Responsible Acceptance Criteria Due Date Approver

Web site design Designer Information & Transparency,
Ease of use, Legality

4 weeks

Static portion of the Hospital
Web Site Phase I

Designer/
Developer

Information & Transparency,
Ease of use, Terms and
Conditions

8 weeks

Static portion of the Hospital
Web Site Phase II

Designer/
Developer

Information & Transparency,
Ease of use

12 weeks

Static portion of the Hospital
Web Site Phase III

Designer/
Developer

Information & Transparency,
Ease of use, Communication

16 weeks

Dynamic Portion of the
Hospital Web Site Phase I

Patient Portal (Scheduling)

Developer Ease of Use, Communication 6 months
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Dynamic Portion of the
Hospital Web Site Phase II

Patient Portal (Medication
Refills, Lab Results)

Physician Portal (Meds refill,
referrals, lab results)

Developer Ease of Use, Communication 8 months

Physician Portal
(Communication Center)

Physician
Champion

Approved 3 months

Maintenance and update tools IT Operations SLA 2 months

Security Documentation ACS Security, Privacy Policy 1 month

5 Major Milestones

Milestone Responsible Target Begin Date Target End Date

Contract TDB

Hardware procurement TDB

Hardware configured in and
tested, verified on network

TDB

Software in, configured and
tested by each user group
according to test plan

TDB

Training to end user community
at 90%

TDB

Go no go decision TDB

Go live operational support plan
completed and signed off

TDB

Command Center up and
operational

TDB



11

6 Company Commitments

Commitment Responsible Target Begin Date Target End Date

Provide General Health-related
content, content for “Guide to
Hospital”,  information on
Community Services,  content for
“About Us”

Community
Services
and/or Public
Relations
Department

Provide necessary fields for
registration

Billing Dept.

Provide Medical Intake form EMR team

Security Documentation Compliance,
Legal, Risk
Management
Departments

User testing IT Department

User training IT Department

7 Change Control

The project will use standard UEHS methodology.

8 Project Reporting and Communication

• Communication method (e.g. status reports, steering committee meetings, reviews).
• Communication frequency (e.g. weekly, monthly).
• Mechanisms for problem resolution and issue escalation.

Project Sponsors
CEO
CIO
Physician Champion

Project Stakeholders
Patients Outpatient
Patients Inpatient
Patient  Families
Director of Scheduling and Team
Lab
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Radiology
Infusion Treatment Center
PT/OT/Speech
MD
Community/Referral MD Base
Audit and Compliance Office

9 Roles and Responsibilities (Draft)

The following are the preliminary roles and responsibilities:

Role Name Organization Responsibilities
Manager Vendor Overall development and success of the project

Software
developer(s)

Vendor Work with company to develop the agreed-upon
functionality

10 Preliminary Budget

Delphi Estimation Form

Assumption: prioritization is completed.

Name: __Implementation Team Members__________         

Round (circle selection):           (1)            2            3

 
Portal for current

patients to schedule
appointments

Portal for current
physician

providers to access
EMR

Refer a
Patient

Secure
Online
Billing

Site Visitor
registration

Community
services

Priority 1 2 3 4 5 6
Highest
Estimate

 2000 2500 1000 4500 2000 1500

Average
Estimate 1750 2250 1000 3750 1500 1250

Lowest
Estimate

 1500 2000 1000 3000 1000 1000

Your
Previous
Estimate
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Estimate
Your
New

Estimate
1750 2250 1000 3750 1500 1250

Name: __Implementation Team Members__________         

Round (circle selection):           1            (2)            3

 
Portal for current

patients to schedule
appointments

Portal for current
physician

providers to
access EMR

Refer a
Patient

Secure
Online
Billing

Site Visitor
registration

Community
services

Priority 1 2 3 4 5 6
Highest

Estimate  2100 2700 1200 5000 2000 2000

Average
Estimate 1550 2600 1100 4500 1750 1850

Lowest
Estimate

 1000 2500 1000 4000 1500 1700

Your
Previous
Estimate

1750 2250 1000 3750 1500 1250

Your
New

Estimate
1650 2425 1050 4125 1625 1550

Total
Cost

165,000 242,500 105,000 412,500 162,500 155,000
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Name: __Implementation Team Members__________         

Round (circle selection):           1            2            (3)

 
Portal for current

patients to schedule
appointments

Portal for current
physician

providers to
access EMR

Refer a
Patient

Secure
Online
Billing

Site Visitor
registration

Community
services

Priority 1 2 3 4 5 6
Highest

Estimate
2200 2500 1500 4200 1800 1200

Average
Estimate 1850 2450 1250 3600 1400 1100

Lowest
Estimate

1500 2400 1000 3000 1000 1000

Your
Previous
Estimate

1650 2425 1050 4125 1625 1550

Your
New

Estimate
1750 2437.5 1150 3862.5 1512.5 1325

Total
Cost

175,000 243,750 115,000 386,250 151,250 132,500

Total labor costs: $1, 204, 720 (for the top 6 priority items)
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11 General References

• EPOCH Healthcare Portal (http://www.h-
outcomes.com/downloads/EPOCH%20White%20Paper.pdf)

• Georgia Medicaid Web Portal Transforms Healthcare
Administration (http://www.acs-
inc.com/informedhealth/resources/GeorgiaSuccessStory.pdf)

• Consumer movement puts high value on patient portals
(http://www.healthcarefinancenews.com/news/consumer-
movement-puts-high-value-patient-portals)

• HEALTHCARE INFORMATICS Online Resource Guide (
http://directory.healthcare-informatics.com/BuyersGuide.htm )

• Medfusion to Offer Physician Practices Patient Portal Solutions
(http://www.originhs.com/newsohsselectsmedfusion.html)

• VA closes Web portal to eHealth records, cites data  errors
(http://www.computerworld.com/s/article/9166678/VA_closes_
Web_portal_to_eHealth_records_cites_data_errors)


