
CASE STUDY

Change, not technology, arises as hospital’s issue
Overview:TheUniversityofTennes-

see’sCollegeofBusinessAdministration
collaboratesannuallywithlocalnon-
profitorganizationssoMBAstudents
canapplytheirproblem-solvingknowl-
edgetochallengesfacedbycreatorsof
social-causevalue.Thesix-weekexperi-
enceispartoftheMBAInnovationand
Entrepreneurshipcurriculum.Students
“walkinthefootsteps”ofsocial-cause
leaderstodevelopvalue-creationskills
fromtheapplicationofknowledgeob-
tainedintheclassroom.Thebusiness
schoolhastwocompellinginterests
—providinganeducationalexperience
forMBAstudentsandoutreachtothe
community.

Theorganization:ClaiborneCounty
Hospitalisanorganizationwhosesocial-
causepurposeistoimprovethehealth
ofClaiborneandsurroundingcounty
residentsbyprovidingawiderangeof
high-quality,costeffectiveintegrated
health-careservices.

TheMBAstudents:StephanieEppler,

AndrewMontgomery,BrianSpaid,and
RyanWard(projectmanager).Glenn
Swiftservedasthefacultymentor.

Theclientpartners:JoeMartin,technol-
ogydirector;HalJones,chieffinancial
officer;JessicaJustice,controller.

Theopportunity:Theopportunity
facedbytheMBAstudentswastopro-
videmeaningfulrecommendationsfor
ClaiborneCountyHospitalasitcontin-
ueditselectronicmedicalrecordimple-
mentationandtoensuretimelinessand
accuracyofinformationneededbyits
morethan700health-careprofessionals.
Whatinitiallyappearedtobetechnology
issueswereinfactchange-management
andprocessissues.

TheMBAstudentsneededtounder-
standandbeguidedby“bestpractices”
forimplementingthissystemsothatthe
followingthreegoalscouldbeachieved:
improveoutcomessuchasqualityof
care,patientsafety,billingaccuracyand
costsavings;encourageparticipationin
theelectronicsystemacrossallfunction-

alareasandensurethatthesystemsat-
isfieseachfunctionalarea’sneeds;and
facilitateapaperlessenvironment.

Theapproach:TheMBAteamdevoted
355hourstoaproven,problem-solving
frameworkofengagement:developing
baselinemeasurements,conducting

research,benchmarkingbestpractices,
reachingconclusions,makingrecom-
mendationsandpredictingoutcomes.

Thestudentsconductedextensive
researchofthehospital’scurrentopera-
tions:interviewedstaff,physiciansand
boardmembers;madepersonalobser-
vations;andbenchmarked10,similarly
situatedhealth-careproviderstogather
bestpracticesforimplementingEMR
systems.

Keyfindings:TheMBAteamobserved
thefollowing:

■Confusionexists,evenwithinthe
health-careindustry,astowhatisan
electronicmedicalrecordssystemand
howitcouldhelpClaiborneCountyHos-
pital.

■Thehospital’sinitialimplementa-
tionofitsEMRsystemhasprogressed
well,butthereisinconsistencyacross
functionalareasregardinghowbestto
utilizethesystem.

■TheITstaffiscommittedtoEMR
systemqualityimprovements,andthe
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technologyofthecurrentEMRsystem
issound.Theissueismoreregarding
systeminterfacewithinthehospitalver-
sustheactualEMRtechnology.

■Themedicalstaffhasdemonstrat-
edsupportfortheEMRsystem.How-
ever,physiciansandstaffarereluctant
toembracethechangesbecauseofcon-
cernsaboutsystemreliability,system
speed,incompletenessofimplementa-
tionandsoftwareusability/interface
issues.

■ThecurrentEMRsystemlacks
somekeytechnologythatwillallowthe
hospitaltobecomeapaperlessenviron-
ment.

Recommendations:Near-term(within
sixmonths):

■ClearlydefineexactlywhatEMR
meanstoClaiborneCountyHospi-
tal.TheMBAteamsuggestsit isan
enablingtool,notthedriver,toassist
health-careprofessionals.AnEMRsys-
temshouldprovidereal-timepatientin-
formationacrossmultipledepartments
toenhancetheteam-recommended
conceptofQUEST—Quality,Uni-
formity,EfficiencyandSafetythrough
Technology.

■Tightenthechange-management

processsothatwheneverchangesare
madetotheEMRsystem,thereiscom-
municationthroughoutthehospitalas
towhenthechangesarebeingmade,
andthatthereisminimaldisruptionto
dailyactivities.

■Establishasteeringcommittee
thatincludesphysiciansandstaff andis
accountableforEMRimplementation
—makingsurethatdecisionsregarding
financesandbenefitsaremadecorrect-
lythefirsttime.

■Create“EMRChampions”within
eachdepartmenttofacilitatethecom-
municationsandimplementationpro-
cess.

■Useathirdpartytoprofessionally
auditandresolvecurrenttechnology
issues.

■EnsurethatallEMRsoftware“fits”
theuniqueneedsofeachdepartment.

■CreateastandardEMRtraining
protocol(trainingneverends).

■Capture“easywins”suchasbybe-
ingabletoprovidedetailedpatientbill-
ingstatementsandimplementupgrades
attimesleastlikelytoimpactoperations.

■AdoptkeymeasuresofEMRsuc-
cessandpublishresults.

Mid-term(sixto12months):

■Installphysician-accessibleEMR
workstations.

■Priortonextimplementationstage,
ensurethatalldepartmentsarefunc-
tionalwithup-to-date,enhancedEMR
capabilities.

Long-term(beyond12months):
■Purchasetheneededtechnology

toallowaneasytransitiontoapaperless
environment.

“Thisstudywillhelpusdetermine
ourcourseofactionintheshort-and
long-term,”Martinsaid. “Wenowhave
abetterunderstandingofsomeofthe
hospitaluserandphysicianconcerns.
Theinformationwereceivedfromthis
studyishelpingusdevelopandchange
processestomakethetransitiontoa
paperlessenvironmentlessdifficultand
moreacceptabletoourusers.”

Lessonslearned:Aprimarytakeaway
forthestudentswasthattechnology
alonewillnotensuresuccess;hardware
andsoftwarearemerelytools,howthey
areutilizedisthekey.Additionally,for
successtobelong-standing,allstake-
holdersmustbuyintotheprocess.To
thestudents,whatinitiallyappearedto
beahospitaltechnologyissuewas, in
fact, issuessurroundingchangeman-

agementandprocesses.
“Throughoutthisproject,I learned

abouttheimportanceofcommunica-
tion—notjustwithmyteammembers
andourclient—butalsointhecontext
ofchangemanagement,”Wardsaid.“If
changeisgoingtooccur, it isimperative
thatit iseffectivelycommunicatedto
andsupportedbythestakeholders.”

Commentingontheoverallvalueof
theproject,Justicesaid:“Theproject
wasextremelyvaluabletoClaiborne
CountyHospitaltohelpwithourcon-
tinuedimplementationofEMR. The
researchperformedbytheteamwas
invaluableinassistinguswithwhere
weneedtofocusoureffortsandhow
tosuccessfullycompleteEMRimple-
mentation. Thisprojectalsohelpedto
fosterabetterunderstandingofEMR,
bothwithinthehospitalandamongour
boardofdirectors.”

■
Case Study is provided by theUniversity
of Tennessee College of Business
Administration. For information about the
Innovation and Entrepreneurshipwithin
the college’sMBAprogramor becoming a
partner organization, contact Glenn Swift
at gswift@utk.edu or 865-974-2661.
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