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�MANAGEMENT SUMMARY

This chapter provides a guide to CoCo for suppliers. 

The early sections of this document provide information about the strategic aims of CoCo and the project management structure. These are intended to give potential suppliers an understanding of the broader environment within which the EDI implementation is taking place in.

The following sections of the document then go in to more detail about the specific products and services that CoCo will use. This is intended to provide potential suppliers with some of the technical material they are likely to require.

It is anticipated that this information will assist suppliers in gaining a rapid understanding of the aims and activities of CoCo, and will allow CoCo to leverage each supplier’s range of technical skills and product knowledge.



�INTRODUCTION

Context

This chapter provides a guide to CoCo for suppliers.

Scope

This chapter provides an overview of the CoCo project along with  more detailed information about the products and services the project will utilise.

Background

This chapter makes reference to a number of other deliverables from within this  work package and to the other five work packages which make up CoCo.



�THE COCO PROJECT

Summary

This section describes the broad environment within which the CoCo project was conceived. Section three describes the project organisation and section four onwards provides more technical information.

Introduction

Twenty years ago, most patients were treated by their family doctor or in the local hospital, without the use of specialist knowledge and facilities in other parts of the health service. However this is not the case today.

Modern health care services are characterised by a high level of specialisation and division of labour. Without this specialisation it would not be possible to apply advanced techniques and the many distinct functions provided by consultants, diagnostics services etc. At the same time the patient requires a coherent service and expects that healthcare professionals have access to all relevant information. The health authorities demand efficiency and quality in treatment, care and rehabilitation, and health care professionals want to deliver an esteemed and cost effective service.

Communications

On average, each hour of general practitioner consultation results in at least one message to another part of the health care sector. This generate a large flow of routine messages, such as prescriptions, referral, examination requests, discharge letters and laboratory results. In the Netherlands 300 million messages are exchanged annually. When adding this to reimbursement communications, the total number of messages exceeds the volume in, for example, the finance sector.

Because of the specialisation and division of labour, there is a need for extensive communication between the participants involved in the healthcare sector, ie. communication of everyday routine messages such as prescriptions, referrals, discharge letters, and laboratory results. There is also a growing need for new information on home care, use of images, access to decision support tools etc.

The fast, accurate, and secure communication of information has become an essential component to delivering high quality, cost effective healthcare services. The common routine of printing data from one computer system, sending it by post, and finally keying it in to another system counteracts these goals.

The CoCo project addresses these challenges of the fragmented health sector by offering the widespread use of telematics simultaneously supported by re�engineering of business processes (BPR). To integrate the IT-systems in health care, CoCo is using existing technology and European standards for the messages most frequently used.

The objective of CoCo is to improve the coordination and continuity healthcare delivery. The approach taken is to is establish regional pilots in ten localities in eight European countries. In parallel with the technical implementation, business process re-engineering within and between key organisations is being guided and supported. Project ownership by the user community - the regions - is seen as a key element of CoCo. This is intended to ensure committed participation from users and a continuing focus on real user needs.

Once the regional pilots are established and their electronically linked healthcare communities have reached ‘critical mass’, further development is expected to continue under routine market conditions.

Added Value

The work of CoCo will deliver benefits in three important areas:

The implementation guidelines, handbooks, BPR guidelines, evaluation models and computer tools used and validated in CoCo, can be immediately applied to other implementation projects.

The emerging CEN-standards (and other standards) will be validated on a large scale, providing important feed-back to other European standardisation efforts.

The regional pilots are expected to enable the commercial exploitation of the associated technology and services thereby supporting the European market for health care telematics.

CoCo paves the way for other implementation projects and supports dissemination of associated technology throughout Europe. This helps to deliver better services for patients, enable higher professional standards and a more effective and efficient health care sector.

�Further Information

Reading the CoCo Project Overview is highly recommended. This provides further information about the project’s plans, activities and participants. This is available from:



Country�Contact�Phone��Denmark�Knut Bernstein, MedCom�+45 6613 5066��Northern Ireland�Leslie Boydell, South & East Belfast Trust�+44 1232 402 202��Ireland�Pat Dolan, North Western Health Board�+35 3725 5123��Spain�Carmen Ceinos, CHC�+34 3318 8137��Norway�Astri Vik, KITH�+47 7359 8600��Greece�Yannis Skalkidis, HOPE�+30 1725 3902��The Netherlands�Peter Moorman, Erasmus University�+31 1040 87050��Italy�Giorgio Orsi, TSD Projects�+39 2575 02157��England�Mike Turner, CSC Oxford�+44 1865 226945��Canada�Peter West, Prince Edward Island�+1 902 3686142��

�PROJECT ORGANISATION

Summary

This section describes the management structure of the CoCo project and its regional pilots. More detailed technical information about the products and services that these pilots will use is provided in section four onwards.

Supplier Relationships

Suppliers form a vital component in a successful EDI project, which can be considered as a partnership between users, managers and suppliers.
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Each party has objectives which can only be achieved by successful interworking.

Management set the strategic direction for the organisation and allocate resources to support the user community.  Once the corporate goals are translated into requirements for an IT infrastructure, suppliers need to market systems to meet those needs.

Users require the effective exchange of information to support their activities. This requires users to agree standards to ensure there is a common understanding of the data being exchanged and procure systems which support those standards.

Suppliers are aiming to meet customers needs, profitably. This means they need to work with management to ensure the availability of funding, and users to ensure their system design supports user needs.

Hence this document is intended to describe the main areas where external products and services are likely to be required, and to help ensure that the projects needs are satisfied in a timely and cost effective manner.

�Strategic Direction

By the nature of their involvement in CoCo, all pilot sites see the implementation of EDI as a vital part of implementation plans to meet their strategic objectives. Many of these sites have a form of information or business strategy which sets out the long term organisation goals. These strategies should be used by suppliers to gain an understanding of the strategic framework within which this EDI implementation is taking place.

Pilot Management

Each pilot typically has a management structure which covers four main areas:

Executive links to senior management within the organisation(s)

Senior users who represent the user community

Senior technical expertise

Assurance teams who support quality review procedures.

Each pilot has a published project initiation document which provides the contact names for the personnel who are filling these roles.

Project Initiation Documents

Like most projects, getting an EDI programme off to a good start requires investment in planning and the communication of objectives, responsibilities and authorities.  Hence to set the framework for the regional pilots, each project team has produced a project initiation document. These  describe the plans, controls, products and activities for each site and typically include details of the following:

The general approach to the project

The pilot project organisation

The number of stages the project will have

An agreed plan for the overall project

Major project products

The approach to quality and testing

An assessment of the risks and benefits associated with the project

�Project Plans

The pilot project plans follow the broad structure suggested for European projects and cover:

An assessment of user needs

Definition of a functional specification

Development of a demonstrator

Validation of the demonstrator

Roll-out of the demonstrator

Evaluation of the roll-out

Exploitation of the project work

The bullets marked in bold italics represent those areas in which it is anticipated that suppliers will be able to make a major contribution.

Definition of a Functional Specification

Although it is intended that this will be user-driven activity, it is recognised that suppliers have considerable experience that should be utilised. This should help to ensure that the resulting specification is of a high technical quality and provide an early indication of whether potential solutions are likely to meet any cost constraints.

Development of a Demonstrator

This implements the functional specification that has been produced from the previous  stage. For GP software suppliers, this stage typically occurs as a one-to-one pilot with each supplier.

Validation of the Demonstrator

This stage undertakes an evaluation of the demonstrator. The results are used to support system refinements ahead of roll-out. 

Roll-out of the Demonstrator

This is the implementation of the refined demonstrator. In some regions this may also include work to re-design or re-engineer healthcare services to exploit the growing use of electronic links.  The success of the roll-out will be heavily dependent on effectively utilising suppliers services.

Evaluation of the Roll-out

This validates the system across the entire linked community and assesses whether anticipated cost and quality targets have been met.

Prepare for Exploitation

This looks beyond CoCo, to plan how the experience and expertise gained can be used to further improve healthcare service provision.

At this point the project board and assurance team will close the regional project and:

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.

�TECHNICAL INFRASTRUCTURE

CoCo Messaging Technology

The technology centres on a regional mailbox system which is used to transfer standardised messages between individual IT systems already used in the region.

The mailbox system is the hub of the information system. It works in the same manner as a routine email system. From the mailbox, each participant (physician, laboratory, hospital) receives their personal mail, and from the same mailbox messages are sent to other parties.
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The mailbox system is typically expected to operate 24 hours a day, even if the recipient’s computer system is not active.

CoCo Multimedia Technology

To ensure that a range of user needs are provided for, CoCo also supports the development of multimedia links. 

These will be supporting applications which include:

Complementary exploration including ECG files

Dermatological images to support home care nursing

The exchange of standard EDI messages during ISDN video conferencing to support cooperative diagnosis

The transfer of booking information in proprietary formats

Medical images to accompany standard EDI messages.

EDI MESSAGING

Further Information

This section provides an overview of the EDI messaging that will be used within CoCo. A more detailed description is available in the CoCo Messaging Guide.

Message Syntax

All structured, character-based exchanges will use the UN/EDIFACT (ISO9735) standard. (Exchanges which involve binary data are dealt with in section 5.5).

European Messages

The EDIFACT messages used will be based on the pre-standards (ENVs) defined by CEN Technical Committee 251 to support exchanges for:

Referral

Discharge

Pathology test requests and results

Prescriptions

Implementation Profiles

The European messages are very comprehensive in their functional scope. However to aid implementation CoCo has defined a functional subset from which the pilot regions will define their implementation profiles. These define the range of codes and codelists to be used within in an implementation. Where possible the implementation will re-use any national work that has already been done in this area.
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The implementation profile will be included in a Message Implementation Guide (MIG).

New Messages

There are some areas where are no standards that have been established for data interchange. CoCo will be aiming to implement links in these areas along the established lines of best practice and will directly support any on-going standardisation effort.

Binary Data

This will be carried as defined in the recent extension to ISO 9735. This allows binary data to be encoded to support its inclusion as a text string within an EDIFACT message. 

Security

This area reviews the wide range of security requirements and details their implications for electronic links.

Multi-media

Work will be undertaken to implement a multimedia gateway which can support a range of data formats and transport protocols.
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VAN - Value Added Network

TI - Transfer Infrastructure

�NETWORKING SERVICES

Further Information

A more detailed description is available in the CoCo Communications Guide.

X.400 Message Handling Services

The majority of pilot work within CoCo will use X.400(88) store and forward Message Handling Services (MHS). 

The nature of these services are now well established. Where these services are not currently available it is likely that they will be contracted for, typically through a Service Level Agreement (SLA). This will cover:

Sites and delivery points

System requirements

Workload

System characteristics

Service requirements

Documentation and materials

Quality and standards

Service levels

Responsibilities

Timescales

Financial obligations

Change control



�PILOT WORK

Pilot Sites

The contact names for each pilot are listed in the table below:



Country�Locality�Communication�Contact��DK�Funen (1)�GP - Hospital

GP - Central Administration

Hospital - Nursing Home�Ib Johansen

hctele@inet.uni-c.dk���Funen (2)�GP - Pharmacy�Henrik Jensen

hctele@inet.uni-c.dk���Vejle�GP - Hospital�Henrik Jensen

hctele@inet.uni-c.dk��ENG�Ipswich�GP - Laboratory�Mike Meers

101645.745@compuserve.com���Kettering�GP - Hospital�Byron Bernard

106034.1357@compuserve.com��GR�Dodecanese�GP - Hospital�Yannis Skalkidis

helcohop@hol.gr��IE�Sligo & Donegal�GP - Laboratory�Pat Dolan

pat.dolan@nwhb.eirmail400.ie��IT�Lombardia�GP - Laboratory

GP - Hospital

GP - Booking Service�Giovanni Brembilla

gbrembilla.ussl12bg@ns.spm.it��NL�Rotterdam�GP - Hospital�Peter Moorman

coco@mi.fgg.eur.nl���Zwolle�GP - Hospital�Peter Moorman

coco@mi.fgg.eur.nl��NIR�South & East Belfast�Hospital - Nursing Home

GP - Physiotherapy�Leslie Boydell

100600.2766@compuserve.com��NO�Rogaland�GP - Hospital�Astr Vik

astri.vik@kith.no���Haugesund / Heukeland�GP - Laboratory�Astr Vik

astri.vik@kith.no��SP�Barcelona�GP - Hospital�Carmen Ceinos

ceinos@dial.eunet.es���Balear�GP - Hospital�Carmen Ceinos

ceinos@dial.eunet.es��

Technical Services Required

The technical services that are likely to be required by a pilot site are listed below. This list is not exhaustive and does not indicate that the pilot will necessarily open all these areas for tender.

�System Architecture

This role covers the overall design of the EDI-enabled application. This will need to cover, for example, how an incoming EDI message is collected, and routed to a translator etc. and how it uses the network, translation and application services available.

�

��

�

�

��

�

��

�

��

�

�



Application Development

Changes to the sending and receiving systems may include the following:

Development of an application interface to verify and integrate an EDI message dataset

Development of an application interface to create an EDI dataset and associated control files

Development of an EDI setup module which determines how and when an application exchanges information with the translator and communications system.

Development of a log which journals any EDI related activities.

Applications which may require changes would include GP systems, patient administration systems, laboratory systems etc.

Translator Acquisition

This covers the acquisition, setup and ongoing management of an EDI translator. Acquisition may cover the direct purchase of a translator or the use of a third party product.



�Network Services

Expertise will be required in two main areas:

For the design and development of internal data communication functions

In using external network services.

The first category might typically refer to the organisation and development of network services across a LAN. The second typically refers to the use of a third party network. These are likely to be required on a contract basis and delivered to comply with a Service Level Agreement. This defines the characteristics and performance levels of the service being purchased.

Business Services Required

Risk Analysis

Work will be required to analyse the business, technical and financial risks of moving to electronic links. Appropriate counter-measures will typically need to be integrated into an organisations disaster recovery plan.

Training and Education

Users, technicians and administrators are all likely to require training which will be delivered across a range of media eg courses, manuals, CBT etc.

Public Relations

The project will generate material to inform both those directly involved in the project and other external observers.

Business Re-engineering & Process Re-design

Many pilots are looking beyond the electronic replication of paper based exchanges and will require expertise to support the introduction of new working practices, which fully exploit the new electronic infrastructure.

Investment Appraisals 

All pilots are keen to measure the return on their investment and may require support in undertaking cost / benefit analyses, business cases, option appraisals etc.
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