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�MANAGEMENT SUMMARY

This chapter provides the regional EDI project guidelines for CoCo. It provides a framework for regional projects and highlights areas where regional work is supported by other CoCo link activities.  Whilst it is recommended that the chapter is read in full, the suggested structure of a regional project as a high level checklist is described overleaf.
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INTRODUCTION

Context

This chapter provides the regional EDI project guidelines for CoCo.

Scope

Thischapter describes a framework for developing and undertaking the regional EDI projects.  It is intended to allow regional projects to adopt the components appropriate to meeting local objectives, whilst ensuring no work is duplicated to meet the strategic objectives of CoCo.

Background

Whilst being primarily focused on EDI project management this chapter it also makes extensive reference to other deliverables within this and the other seven link work packages within CoCo.

�PROJECT ORGANISATION

Overview

An EDI project, similar to any other project, is considered successful if it is completed on time, within budget and the end-product does the job without sacrificing quality[1]. These are not achieved by luck or even by working hard,  but typically require some sort of method. Whilst this chapter is not a compendium of project management methodologies, it does outline an organisational structure suitable for an EDI project, which provides the means for managing:

Plans

Controls

Products

Activities

It should be noted that the outline suggested, places particular focus on the users of the final system, not just the individual packages of work within a project, as many commercial approaches do. This is intended to ensure that work carried out always meets user needs, and that should those needs change, there is a mechanism for altering the delivered system.

The Organisation Components

The organisational structure is there to identify lines of authority, responsibilities, reporting and lines of communication[1].  It establishes the user’s and higher management’s responsibilities and the work they have to do for the project, as well as the demands on the project team.

The Project Board

The board consists of three senior management roles, each representing major project interests as described below. It should be noted that the board has been defined in terms of roles and it may require more than one individual to fulfil one role.  Conversely, if the project is small a single individual might fulfil a number of roles.

Executive; appointed by senior management to provide overall project guidance and assessment.  For CoCo this is likely to include someone who understands the CoCo project goals and can manage any synergy’s or conflicts which might occur between the local project work and the CoCo link activities.

Senior User; representing users of the final system. For a Primary-Secondary care links project, the users will be health professionals in both sectors.  Health professionals which may need to be represented include GPs, consultants, nurses, administrators, paramedics and other professionals allied to medicine (PAMs).

Senior Technical; representing the resources which have responsibility for technical implementation.  The nature of the person who might fulfil this role might be an IT Manager but only if they have responsibility for the appropriate budget and resources. Hence this role may well be filled an IT or Information Director.

Co-ordinating the technical work with GP practices can be a particular problem, as practices may not be large enough to support an IT professional within their structure, and a links project is likely to involve a number of different GP systems. Hence this role might be fulfilled by someone with responsibility for GP computing who has close links with the GP systems suppliers.

�
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Pilot Project Leader

The Pilot Project Leader has day-to-day responsibility for management of the project throughout all its stages.  In a large or complex project, the pilot project leader may need to delegate some work to a stage manager who may then manage a stage team.
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�In CoCo, the role of the Pilot Project Leader is often fulfilled by the Regional Project Coordinator.

Project Assurance Team

The project assurance team (PAT) is a group of expertise to help and advise the project. This expertise covers planning and costing, relevant technical standards and knowledge of the specific user areas.  The lines marked in bold highlight the areas where the PAT can provide contacts for the CoCo link activities. The team consists of :

Business Assurance Co-ordinator (BAC)�	To advise and assist in planning�	To maintain administrative controls against schedules�	To highlight any synergy’s or conflicts which might occur between 	the local project work and the CoCo link activities. This will require 	an understanding of the broad project environment and the strategic 	direction of the organisations involved.

Technical Assurance Co-ordinator (TAC)�	To monitor and report on the quality of the technical work�	To exchange technical information to assist with the CoCo 	Verification and Evaluation activities. The word ‘technical’ is used 	in a broad sense to describe someone with specialist knowledge in a 	particular area such as IT, EDI or medicine.

User Assurance Co-ordinator (UAC)�	To provide input on user needs and represent the users’ interests.�	To exchange information to assist the user focused activities within 	CoCo including work within the Validation and Primary Care link 	activities.

Librarian�	To maintain files of all the technical, management and quality 	documents and products.�	To provide information to assist the monitoring of CoCo resources. 

The Project Assurance Team provide support, advice and assurance to all levels from the from the Project Board to team member. 
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�PROJECT INITIATION

Initiation Documents

Getting an EDI programme off to a good start will require investment in planning and the communication of objectives, responsibilities and authorities.  With the project board and assurance team established, a project initiation document (PID) is then used to:

Agree the general approach to the project

Define the project organisation

Define how many stages the project will have

Produce an agreed plan for the overall project

Assess the risks and benefits associated with the project

For CoCo much of the PID can be derived from the CoCo project description and local project plans. The resulting PID should provide a framework to plan the individual projects, which together form the sum of the CoCo regional project work, as shown below.
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A sample PID is included in the appendices.

Electronic Templates

To facilitate production of an initiation document, a PID wizard is also available. This runs under MS Word 6.0. and will automatically generate a skeleton PID on completion of a few questions. This can be downloaded from the CoCo FTP server at:

ftp.teb.upm.es/wp1/pidwiz.zip



�PROJECT PLANNING

Overview

With the project board established and the project boundaries defined in the PID, more detailed planning can take place. The following sections describe project activities which follow the broad structure suggested for European projects:

Define user specification (R1)

Define a functional specification (R2)

Build a demonstrator (R3)

Verification of the demonstrator (R4a)

Demonstration (Roll-out) (R4b)

Evaluation of the roll-out

Exploitation of the project work (R5)

The R numbers correspond to the regional work package descriptions. These are described in further detail in the ‘CoCo Project Overview’ and in the ‘CoCo Project Programme’. 

Resource Breakdown

With the planning process comes the necessity to quantify the timescales, and human and financial resources for each activity.  This is a very important process as it provides the targets against which all project progress will be checked.

Change Control

The project plans will need to change over time to reflect changes in the project environment.  To ensure this is a manageable process there should be a clear change control mechanism to allow changes to be formally proposed, evaluated, and approved, or not as appropriate.  This is typically achieved by submitting a change request document to the project board and assurance teams.

Publicity and Awareness

These are activities that need to start early and continue throughout the project. Early awareness can enable a wider audience to contribute to the project planning process and provides an early return on investment for the project sponsors.

�USER NEEDS

A breakdown of the activities which fall under this heading are detailed in the following sections.  The following symbols are used to indicate:

(	Guidance in this area is available from the specified CoCo work package.

(	Activities in this area contributes to a CoCo deliverable.

(	Activities in this area contributes both to a CoCo deliverable and further regional work.

(	A note explaining a particular point.

For reference purposes, a list of named contacts who are responsible for producing each CoCo deliverable are included in the appendices.

Needs Identification

There has already been a number of pieces of work within the European Union to identify a range of needs which an EDI implementation can help satisfy.  Whilst this work is useful, particularly for strategic planning, it will need to be supplemented by an understanding of local needs within the regional pilot. To understand these needs, successfully implement an EDI solution  and to fully realise benefits, will require a good understanding of the business, technical and organisational structure of existing healthcare delivery.  The following regional activities can also directly contribute to the CoCo Link deliverables, as well as providing a foundation for effective evaluation, process redesign and benefits realisation activities.

Business Description

This will describe the participants and the services they provide and use, for example in relation to a pathology test request. It will also include information about who pays for the service, how the service is monitored and what are perceived as the services strong and weak points.

Links to other activities

(	Activity L4-1 will provide a framework for describing the regional healthcare system characteristics to determine whether users indicate a need for communication.

(	This description will contribute to L4-4 and L4-3, an external deliverable which provides a consolidated validation report for the CoCo project.

(	This description will support work in L2-2 on BPR, as well as facilitating local process re-design or business re-engineering activities.

Description of Service Organisation

This will document the atomic activities which make up the service delivery to develop a process map or activity list.  For example:



Step 19�Laboratory clinical staff scrutinise results��Step 20�Laboratory clerical staff print reports��Step 21�Laboratory clerical staff sort reports��Step 22�Laboratory clerical staff give reports to post room��

This map or list is very useful in supporting further work including:

Supporting the re-organisation, re-design or re-engineering of services. For those pilots including BPR, this description should be synchronised with that detailed in the process analysis section of the ‘Business Process Re�engineering Guide for CoCo Regions’.

Testing the business case for improved communication by quantifying savings in the steps that electronic communication removes.

Links to other activities

(	This description will support work in L2-2 on BPR, as well as facilitating local process redesign or business re-engineering activities.

(	This description will support further work in the Validation package where the costs and benefits of the piloted systems are reviewed.

Technical Description

This activity will identify the information flows, as well as the applications and networks used to transfer and process the data.  These two products will support the development of regional message profiles and enable the accurate planning  of systems integration activities.  Hence the information model will not only need to record what data items are stored on an application, but the format of those data items eg. free text, coded, is this data item mandatory, what is its length, can it be verified for example through calculation of a check digit etc. 

Links to other activities

(	Activity L1-2 will provide a framework for describing the technical infrastructure.

(	This description will be used to support later work to define a regional message profile.

Prioritise Objectives

With more detailed information about the regional environment it will then be possible to refine the scope of the project plans.  This will consider:

Which objectives are most important to the user community

Which objectives are easiest to achieve

Which objectives carry the largest risks

The available technical, managerial and financial resources

The commitment of users, suppliers and senior management

Project Control

This also provides a natural checkpoint for project control, to determine if work is being achieved within time and budget, and to the required level of quality.

User Feedback

By its nature, this stage will involve considerable interaction with users. However it is important that this is not a one sided exchange and that the results of this work are fed back to users in preparation for further work. 

Links to other activities

(	For feedback on a wider scale, the regional pilot should link with work package L5, external co-operation, which is responsible for the broader dissemination of results by workshops, conferences and publications, and for contact with the European standardisation bodies.



�FUNCTIONAL SPECIFICATION

The activities in this area will produce a functional specification for:

(	EDIFACT message profiles

(	Multimedia messages

(	Network services

(	Changes to applications

(	Interchange agreements

There are some themes such as security and testing which are common to all the above areas.

Message Profiles

With knowledge of the data which can be stored by each end application, it should be possible to define a dataset which represents the information which needs to be exchanged to support a particular action, such as a GP referral. This data set will include mandatory items, such as a patient identifier, but also may include items which are optional and dependent on the context of the referral. These data items will then need to be mapped to an appropriate EDIFACT message. This will require decisions about whether data is carried as text or as a type of code, or, in the case of a multi-media exchange, as binary data.

Links to other activities

(	Activity L1-3 provides further detail about the work required in this area, in the form of a messaging guide.

(	Activity L1-4 provides deals with the multi-media aspects in the form of a multi-media messaging guide.

(	Activities in L1-10 will provide the CoCo Message Implementation Guidelines (MIGs) for each of the European messages.  The regional profile will be a direct subset of these.

Multimedia Messages

This will define the content of the multimedia messages.

Links to other activities

(	Activity L1-4 provides a multi-media messaging guide.

Network Services

This will define the communication service profile that is required to support the electronic data exchange.  This will be an X.400 profile for the EDIFACT messaging and will include the definition of further communication profiles for those piloting multimedia exchanges.

Links to other activities

(	Activity L1-2 provides further information in this area, in the form of a technical communications guide.

Application Changes

This specification will include descriptions of the work required to:

(	Provide additional functionality within an application.

(	Provide an application program interface (API) to allow data to be extracted from or merged with, an application database.

(	To allow data to be sent to and from an EDIFACT translator.

(	To allow messages to be sent to and from X.400 user agent.

(	To provide reports and control over the translation and exchange of EDI messages.

Links to other activities

(	Activities L1-2 and L1-3 provide messaging and communications guides which cover the areas of network and translator integration.

(	Activity L1-6 will provide tools to assist changes to applications.

Interchange Agreements

An interchange agreement documents the responsibilities of the sender and recipient. This includes defining typical operational schedules, determining actions which will be taken should errors occur etc.

Links to other activities

(	Activity L1-3 includes a sample interchange agreement within the messaging guide.

Security Specification

This will define the measures which are to be implemented to secure the data exchange.  These will be dependent on the user requirements and may impact all parts of the specification.  For example, EDIFACT messages may carry only an identification number and no text based identification details; messages may be encrypted whilst being carried across the network; applications may require changes to support the entry of digital signature.



Links to other activities

(	Activity L1.5 provides further information in this area, in the form of a security guide.

Plans for Verification (Testing)

Regional plans will need to be drawn up to test:

The functionality of the system components.

The functionality of the integrated system.

The operational procedures for managing the system and dealing with problems.

Links to other activities

(	Plans should aim to use the range of tools available from packages L1.6 and L1.11.  These provide an EDIFACT translator and a simulator to test messages, and the complete EDI process, respectively

(	The guidelines from the L4 Verification work should be used to support the development of  the testing plans, as these provide pointers to the critical areas which will be formally evaluated later in the project.

Working with Suppliers

System suppliers have a lot of expertise and experience which can be used to add considerable value to a functional specification.  Involving suppliers at an earlier stage can:

Allow feedback on the specification of components, and the contents of ‘shopping lists’.

Allow the regional project to gain prior knowledge of interoperability problems.

Give the supplier time to develop a plan for delivering components to the demonstrator.

Allow the supplier time to effectively support roll-out of the demonstrator.

Assist the supplier in exploiting similar market opportunities outside CoCo.

Links to other activities

(	Activity L1.7 provides a description of CoCo orientated to meet potential suppliers needs.

Procurement

If a formal procurement process is required to purchase equipment and services, it should begin early to avoid project delays. Many of the documents describing user needs and the functional specification can contribute directly to a summary of need or draft contract. This will avoid any duplication of effort and should facilitate a timely procurement.

Project Planning

Again completion of this work provides a natural checkpoint for project control,  to determine if work is meeting the appropriate time, budget, and quality targets.



�BUILDING A DEMONSTRATOR

This activity is the implementation of the functional specification described in the previous section.

This activity is a development phase only.  It leads on to the Verification where an experimental setup is used to test the system, typically in a one-to-one pilot involving each supplier.  This in turn leads to roll-out, evaluation  and eventually to the stable, everyday use of the system.

Training and Education

Training and education will be required to assist users, technicians and managers to build the demonstrator.

Links to other activities

(	L1.9 provides training material for both technical and non-technical users.







�VERIFICATION

This stage undertakes a technical verification of the developed EDI solution achieved in the demonstrator. The scope for this work will draw heavily on the L4 Validation work package.

Links to other activities

(	L4.2 provides guidelines to assist regions in determining whether their electronic communication works technically.

(	Deliverables from L4.2 and L1.2  provide a framework for describing the technical solution that has been implemented.

Project Planning

The results of the validation will directly support the refinement of project plans ahead of roll-out.  

User Feedback

This stage can generate a lot of information which should be available to assist users for the subsequent roll-out stage.

�DEMONSTRATION (Roll-Out)

This is the implementation of the verified demonstrator to build an electronically linked community.  In some regions this may also include work to re-design or re-engineer healthcare services to exploit the growing use of electronic links.

Links to other activities

(	L2 provides guidelines for healthcare process re-design and business re-engineering activities. For those pilots including BPR, the roll-out of the electronic links will need to be carefully synchronised with the implementation new business processes.

Training and Education

Training and education will be required to facilitate a successful roll-out.

Links to other activities

(	L1.9 provides training material for both technical and non-technical users.

Parallel Working

A rapid roll-out may require work to be undertaken in a number of parallel strands, for example with  individual GP suppliers implementing solutions to their individually agreed implementation plans. This can build a linked community very quickly and allow the early realisation of benefits, although care should be taken that project controls are still adhered to, despite the rapid progress.



�EVALUATION

This seeks to assess whether the larger scale objectives and anticipated benefits, have been achieved. This will draw heavily on the L4 Validation work.

Links to other activities

(	L4-3 provides a framework for this activity covering topics including costs, user satisfaction, patient related consequences etc.



�PREPARATION FOR EXPLOITATION

This stage looks beyond CoCo to plan how the experience and expertise accumulated in CoCo, can be rolled out and used to further improve health care service provision. Again this may include further process re-design and business re-engineering work.

Project Sign Off

The project board and assurance team will need to close the regional project in an orderly and structured manner.  This process should have the objectives of:

Confirm that all activities are complete.

Confirm that all action lists and technical exception documents are closed.

Confirm all documentation necessary to operate and maintain the live system is available, referenced and filed.

Confirm that all acceptance letters have been signed.
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�APPENDIX A - Sample Project Initiation Document

A draft of the UK Consortium PID is included in the following pages.

�1	Introduction



1.1	Preface



This document forms the basis of the Ipswich Hospital NHS Trust, Kettering Hospital NHS Trust and the CSC Oxford Consortiums participation in regards to the CoCo Project Programme. It will act as the reference document for the UK Consortium members throughout the project and will require formal change notification so that no major changes can take place without the approval of the CoCo project partners.



	The overall purpose of this document is to bring together the key information  needed to start and manage the Co-ordination and Continuity in Primary Health Care (CoCo) GP Links project. In addition to this document each of the UK partners has developed an organisational project initiation document for internal project control. 



	The objectives of this document can be summarised as:

	

	i	Setting the main objectives and boundaries for the project;



	ii	Setting out the project timetable and resource requirements;



	iii	Defining the project management control and reporting 

		arrangements;



	iv	Outline roles and responsibilities for those involved in the project;

�

2.	Scope of Project



The UK Consortium project work will follow the agreed CoCo Project structure and will be 	based upon its participation in both regional and link  workpackages. Within the Regional 	Workpackages R1 to R5 the UK project will concentrate on the use of the following 	Electronic Data Interchange(EDI) Messaging types :	

	

	Pathology Results Reporting - MEDRPT

	Referrals - MEDREF

	Discharges - MEDDIS

	



Primarily Ipswich Hospital will commence with MEDRPT with Kettering Hospital commencing with MEDREF and MEDDIS although both sites will work on all three messaging types. Ipswich Hospital user base will initially be across 8 GP practices with Kettering Hospital working with 6 GP practices.

	

	A detailed list of GP Practices can be found in Appendix B. 	



2.1	Regional Workpackages No R1 - R5 	

	

The funding allocated to the UK Consortium for provision of Regional Activities is 143,000KECU for Ipswich Hospital NHS Trust and 57,000KECU for Kettering Hospital NHS Trust.



Timescales for this phase of the project and partners involved can be found in Appendix A of this document.

	



	2.1.1	Workpackage R1 - User Requirements 

	

	This phase will involve the development of a standardised a description of all 

	regional participants and their needs in terms of information to be exchanged.



	2.1.2	Workpackage R2 - Functional specifications

	

	This phase will be developed from the user needs identified in Workpackage R1. It will involve the production of functional specifications for messages and services, network solutions and the end-user applications.

	

	These specifications will be presented as a regional implementation guides for 	EDIFACT Messages including MEDRPT, MEDREF and MEDDIS. This activity will build upon general messages and methods developed by the Link Activities.





	2.1.3	Workpackage R3 - Demonstrator



	The Demonstrator phase will be based upon adjustments of existing Ipswich Hospital and 	Kettering Hospital end-user applications and some new development. These applications will be used to implement those regional standards from R2. It will also demonstrate working networks for EDI.



	To support this development work, some tools and solutions will be provided by the 	CoCo project link activities.



	2.1.4 	Workpackage R4A & B - Validation and Evaluation



	The Validation phase of this project consists of the verification of the above  systems and 	networks, verification of messages and service, and an evaluation of effects and impact on 	the Ipswich and Kettering Hospital’s, General Practices and their system  users. This phase will involve the complete end to end system interoperability testing for each message type undertaken.



	2.1.5 	Workpackage R5 - Exploitation



	This phase will build upon the work done in those workpackages R1- R4 with the aim to expand the extent of the user base and services offered by both the Ipswich and Kettering Hospital’s NHS Trusts.





2.2	Link Activities

	

	In addition to the regional activities in which the Trusts have a significant role, the CoCo project also consists of link activities. Three (in bold type) of the following five link activity 	work packages are directed towards providing tools and solutions for the Regional activities 	R1- R5 above :



	L1 - The EDI Link

	L2 - Primary Care Link

	L3 - Multi- Media Link

	L4 - Validation and Evaluation Model

	L5 - External Co-operation



	2.2.1	Workpackage L1 - The EDI Link

	

	The CSC Oxford Consortium will be working on this link activity which attracts a total of 160 KECU of which CSC OC receives a funding contribution of 80KECU. ThisWorkpackage will deliver the EDI project management guidelines, EDI tools and messaging guidelines for the overall project. 	

�

	Those deliverables in which CSC OC will have a management lead in are:

	

Deliverable�Partner�Month�Funds��L1-1 - Project organisation guide�OC,NL,DK�5�10KECU��L1-2 - Technical communication guide�OC,SP,DK�8�10KECU��L1-7 - Software supplier guide�OC,DK�7�15KECU��



	Those deliverables in which CS OC will make a contribution to are :



Deliverable�Partner�Month�Funds��L1-3 - EDIFACT messaging guide�DK,NL,OC�7�5KECU��L1-10- EDIFACT standards guide�DK,OC,NL,NO�12�40KECU��	

	2.2.2	Workpackage L2 - Primary Care Link



	The UK Consortium have been allocated 20,000 KECU for its involvement in this workpackage which focuses on the requirements for communication between a wide range 	of participants in the primary care sector, and specifically analyse the needs for 	organisational redesign or ‘Business Process Re-engineering’. All funds allocated to the UK 	Consortium will be divided equally between Ipswich, Oxford CSC and Kettering.



	The work to be carried by the UK Consortium will be led by the Ipswich Hospital NHS 	Trust, the internal activities involved are :



Deliverable�Partner�Month�Funds��L2.1 - Business process re-engineering analysis.�IT,NI,EI,NL,CA,UK�6�14KECU��L2.6 - Report on impact of link and re-engineering.�NL,NI,EI,CA,UK�26�6KECU��	

	2.2.3	Workpackage L4 - Validation and Evaluation Model



	The UK Consortium have been allocated 20,000 KECU for its involvement in this 	workpackage which focuses on developing a model for the regional validation process. The guidelines produced will identify important parameters to analyse before and after implementation of the network. All funding received by the UK Consortium will be distributed as follows: 

	

50% to Oxford CSC, 25% each to Ipswich and Kettering.



	The work carried out by the UK Consortium will be led by CSC Oxford Consortium, the deliverable the UK Consortium will be involved in is :

	

Deliverable�Partner�Month�Funds��L4.2 - Guidelines for regional validation�UK,NL,DK�20�20KECU��

	 		

3.	Objectives



3.1	UK Partners Objectives



To assess the existing  process involved and benefits to be gained of establishing structured messaging  for the following processes using European Standards for EDIFACT :

			( Pathology Results Reporting

			( Referrals  

			( Discharges



To enhance existing services by developing integrated information systems that will be attractive to General Practices and which satisfy their needs for improved patient care. 



To complete all its deliverables within the CoCo project on time and within the allocated budget.



To develop and implement an EDI links pilot incorporating :



			( Ipswich Hospital NHS Trust and  8  GP Practices

			( Kettering Hospital NHS Trust and 6  GPFH Practices



To understand, plan and perform the activities necessary to achieve the deliverables of the CoCo project.



To encourage GP System Suppliers to work in tandem with the project.



To respond to General Practitioners requirements by providing structured electronic data interchange.



To report out enabling others to benefit from the UK Consortiums findings.





3.2	CoCo Project Objectives



To improve the co-ordination and continuity of health care and social services.



To stimulate the development of a European market for telematics



	By: 



Establishing Community Health Information Networks.



�

4.	Expected Benefits



	The following benefits provide a starting point but may be built upon following input from a detailed identification of the users needs and work provided from within the Link Activity workpackages :



Improved Patient Care.



Improved relationship with healthcare partners.



Realisation of cost savings/containment.



Standardised method of data transfer.



Quicker data transmission over other transaction methods.



Reduction of manual transcription errors/improved accuracy.



Improved security of patient related data.



Expansion of skill base following information exchange and shared working with CoCo partners.





5.	Project Management and Control



5.1	Project Management



	UK Consortium

	

	Contractor 		- Mr Andrew Riley 	- Ipswich Hospital NHS Trust

	Associate Contractors	- Mr Mike Turner	- CSC Oxford

				- Mr Mick Prezytupa 	- Kettering Hospital NHS Trust



	Regional Workpackage Co-ordinators- R1-R5



	Mr Michael Meers - CoCo Project Manager - Ipswich Hospital NHS Trust

	Mr Byron Bernhard - Information Technology Manager - Kettering Hospital

 NHS Trust



5.2	Management Reports



	The UK consortium will submit a bimonthly  management report to the CoCo Project  Co-ordinator. 



	Each UK partner will submit information for the following :



Bi-monthly management report,  supplied the the CoCo Project Manager at Ipswich to co-ordinate and forward to the European Project  Managers with 10 days of each time period end.



progress reports, including a financial summary required at 6,18, and 30 months after the project start date of 1 April 1996.



the annual review report.



as requested to consertation meetings. These are held four times per year to ensure co-ordination between complimentary Fourth Framework projects. 



the final programme conference.





	All information for management reports and cost statements will be completed on a per partner basis and co-ordinated for submission by the CoCo Project Manager at Ipswich 	Hospital NHS Trust.



	All project reports must conform to the requirements laid out in the ‘Organisation and Procedures for the Project CoCo’ ref. IM2.1.



	An electronic library of all formal project documents will be held by the CoCo Project Manager for Ipswich Hospital NHS Trust. 

	

	The UK Consortium will  meet on an ad-hoc basis as and when requested by one or all of the partners. 



5.3	Project Communication



	Where possible all project communication will carried out by the use of E-Mail for the 	purposes of distribution of large documents these should be stored using the Project FTP 	server.



	Electronic contacts are as follows:

Mr Andrew Riley - IHNHST  	- Email :- 101645,746@compuserve.com

	

Mr Michael Meers - IHNHST 	- Email :- 101645,745@ccmpuserve.com

	

Mr Mike Turner - CSC Oxford	- Email :- 100114,773@compuserve.com



Mr Mick Pryzstupa - KHNHST 	- Email :- 106034.1357@compuserve.com

	

Mr Byron Bernard- KHNHST 	- Email :- 106034.1357@compuserve.com

�

6.	Financial Summary



	The UK Consortium has been allocated a total of 322,000KECU. All CoCo payments will 	initially be transferred to Ipswich Hospital NHS Trust as Contractor for ht UK Consortium who will in turn distribute make payments to the other UK partners.



	The funding will be allocated as follows KECU’s:



	

Total�Ipswich�Kettering�CSC Oxford�BPR Workpackage �Validation

Workpackage��321,000�143,000�57,000�81,100�20,000�20,000��

	

Payment �Total Payment to Ipswich�Ipswich To Retain�Kettering to receive �OC to receive��1�180.99�60.29�31.04�89.66��2�108�77.22�30.78�0��3�32.11�17.16�6.84�8.11��



	Payments will be made as follows  :



	1.	6 months after project start - 45% of total funding.

	2.	24 months after project start - 45% of total funding.

	3.	12 months after project end - 10% of total funding.





	Each partner will be responsible for expenditure against their own budget allocation, with all three partners controlling expenditure against the Workpackage budgets.

	

	All expenditure must be recorded and submitted to the CoCo Project Co-ordinator on a bi-monthly cost statement as detailed in the ‘Organisation and procedures for the project CoCo’ ref. IM2.1.



�

7.	Critical Success Factors



	The following are seen as critical success factors for the UK Consortium’s participation in the CoCo Project :



Successful interworking of the all CoCo partners

Timely delivery of all link workpackage activities

Successful interworking with Information Management Group Projects

Successful participation of  healthcare system providers

Maintaining interest and project impetus

Determining accurate capital and revenue costs.



	The  following are contributions that are critical to the success of the project : 



EC/COCO�-�to oversee the overall project, part funding, guidelines, and co-ordination with other European countries.��������Ipswich Hospital	 NHS Trust�- �UK partner in developing standards,  main contractor in the UK with COCO.��������CSC Oxford Consortium�-�UK partner in developing EDI standards and documentation, EDI contractor with COCO.��������Kettering Hospital NHS Trust�- �UK partner in developing EDI standards and documentation, EDI contractor with COCO.��������GP’s�-�to help define user requirements, user awareness, user training, resource and internal procedures and protocols.��������Local Health Authorities�-�Funding for establishing  IT infrastructure with  the selected GP practices, oversee standard, procedures and protocols within practices.��������Suppliers of GP Applications�-�Establish the specification of 	existing GP applications, carry out necessary developments to application, expertise in GP systems.��������A&O LCMG�-�Expertise in NHS Wide network standards, and EDI network connectivity����

8.	Project Plan 



An outline Gantt chart has been produced, outlining activities of this project. (Appendix A)



	The project is broken down into the following stages, which provide the framework within which progress can be monitored against the planned time scale and resource.  	

	The stages are as follow:-



Production of PID



Identification of user Needs



Development of a Functional Specification



Development of Demonstrator 



Evaluation of Demonstrator



Implementation/roll-out to selected practices



Validation/Audit Implementation.





�

Appendix A - Project Deliverables Gantt Chart



Please refer to chart on following page.

�

Appendix B - GP Practice Information



Kettering Hospital NHS Trust - Practice Community Information



Practice Name�Practice Location�Practice Contact�Practice System��Redwall Medical Centre�Wellingborough�David Winter�VAMP��Gold Street�Well (Dr Kownacki)�Glynis Buckle�VAMP��Gold Street�Well (Dr Bent)�Mr M Smith�VAMP��Headland�Kettering�Jackie Steel�MCS��Linden Ave. Medical Centre�Kettering�Dorothy Corvesor�EMIS��Brook Street�Raunds�Avril Bond�EMIS��



Ipswich Hospital NHS Trust - Practice Community Information



Practice Name�Practice Location�Practice Contact�Practice System��Haven Health�Felixstowe�Dr T Reed�EMIS��Health Centre�Stowmarket�Dr Hall�EMIS��Norwich Road Surgery�Ipswich�Michael Pearce�EMIS��Deben Road Surgery�Ipswich�Mrs Robinson�VAMP��Newlands�Ipswich�Dr Bradshaw�VAMP��Richardsons Road Surgery�East Bergholt�Cathy Eldred�VAMP��Walton Surgery�Felixstowe�Dr Mckee�MEDITEL��Derby Road�Ipswich�Dr Hague�MEDITEL��



�APPENDIX B - Contact Names for Work Package Activities





Package�Contact �Organisation��L1 - EDI Link�Knut Bernstein�MEDCOM (DK)��L1-0 CoCo Project Overview�Knut Bernstein�MEDCOM (DK)��L1-1 Regional Project Guide�Mike Turner�CSC OC (UK)��L1-2 Technical Communication Guide�Mike Turner�CSC OC (UK)��L1-3 EDIFACT Messaging Guide�Knut Bernstein�MEDCOM (DK)��L1-4 Multimedia Messaging Guide�Helmer Rahms�GBT (SP)��L1-5 Security Messaging Guide�Astrid Vik�KITH (NO)��L1-6 Standardisation Tools Guide�Astrid Vik�KITH (NO)��L1-7 Software Supplier Guide�Mike Turner�CSC OC (UK)��L1-8 Porject Handbook�Knut Bernstein�MEDCOM (DK)��L1-9 Courses�Ib Johansen�FYNCOM (DK)��L1-10 Message Implementation Guides�Knut Bernstein�MEDCOM (DK)��L1-11 EDIFACT Messaging Guide�Jose Gonzalez�TELEFONICA (SP)��L2 - Primary Care Link�Lesley Boydell�EAST BELFAST  (NI)��L3 - Multimedia Link�Helmer Rahms�GBT (SP)��L4 - Validation�Peter Moorman�ERASMUS (NL)��L5 - External Cooperation�Carmen Ceinos�CHC (SP)��
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