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1.0 Who should read this Guide 
 
For those who may be formally managing a project for the first time, this 
guide aims to help you understand the basic components that are 
important to your project success. For those who have been involved in 
project management before, you might find this guide useful as a 
reminder of the basic principles or as a tool that you can provide to other 
project team members to ensure everyone has the same understanding 
of the project, project management in general, and the keys to success. 
 

1.1 Overview 
 
Whether you are buying a new car, renovating a room in your house, or 
finally getting around to taking that ‘once in a lifetime vacation,’ there 
are certain activities you will undertake to ensure your venture is as 
successful as possible.  You will know what you’re starting with, and 
you’ll have a pretty good idea of where you want to go or what you want 
the end result to be.  You’ll create plans, and you’ll anticipate potential 
pitfalls or problems.  You will decide who you need to help you, and how 
much you want to spend.  In short, you will be managing a project.  Each 
new set of activities, solution or program that you integrate into your 
organization can also be considered a project.  
 
A project may involve only one person (e.g. a solo-practice physician), or 
thousands (e.g. all hospital employees). It may last several days, or many 
years. It may be undertaken by a single organization (e.g. a family health 
team), or by an alliance of several stakeholders (e.g. AOHC,  Community 
Health Centres, eHealth Ontario).   
 
Regardless of the size or complexity of the project, the experts agree on 
the following: 

 A Project is defined as any work that happens only once, has a 
clear beginning and end, and is intended to create a unique 
product or knowledge.   

 All successful projects share five distinct characteristics: 
 

1. Clear objectives and controlled project scope 
2. Sound project planning 
3. Managed risks and issues 
4. Effective communication and stakeholder support 
5. Continuous tracking and monitoring 

 
These characteristics are fully described in this guide, along with 
information on how to achieve them, and how they contribute to the 
project’s success.  Also included are links to tools, templates and 
additional materials.   
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1.2 Project Management Basics 
 

1. Clear Objectives and a Controlled Scope  
 
Every project needs clearly defined objectives and scope.  Numerous 
ideas and concerns will come up throughout the project, and not all of 
them will contribute to the overall objectives. It is important to stay 
focused on the priorities, and not waste time or attention on questions 
or concerns that are outside of your defined scope. 
 
Start by ensuring that all project team members as well as anyone else 
affected by the outcomes of the project understand what is being done 
and why.  Ask yourself the following questions and document your 
answers: 
 

 What do we want to accomplish? 

 Why do we want to do this?  

 How will it benefit the clinical staff in our practice? Administrative 

staff? 

 How will it benefit our clients? 

 What clinical outcomes are we trying to improve? 

 Are there other stakeholders to be considered? 

 Who will be involved in this project? What will be their roles and 

responsibilities? (See  Guide to Roles and Responsibilities)  

 Who will lead this project? 

 Who will manage the project?  

 Does the project have ‘Executive Sponsorship?’  

 What resources do we have? 

 How much time does it take? 

 When can we start? 

 
This will form the basis for your Project Outline – a clearly written 
statement of the purpose, goals, stakeholders, scope and expected 
outcomes.  You should share this project outline with your team 
members so they have a clear understanding of what the project is 
about, what it is going to achieve, who is doing what, how to achieve 
them and any  limitations.  This will also give your team members a 
chance to provide their feedback or concerns to you.  You can then 
incorporate their views to form a project plan later.  Common goals and 
understanding among team members will reduce conflict and 
uncertainty during the project implementation and contribute to the 
overall project success. 
 

TOOLS & TEMPLATES  Project Outline Template 
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A controlled scope comes from a good project plan.  Your project plan 
will help you stay focused and control the scope or deal with any 
changes that might occur (and they will occur!).  Many issues will come 
to light when you begin examining your processes and planning to 
integrate new processes and technology, and it’s easy to get sidetracked 
by trying to solve everything at once.  Make a note of any new, unrelated 
items you may have uncovered, and revisit them later.  Stay focused on 
your priorities and refer back to the documented objectives as often as 
necessary to ensure time and energy are not wasted on items that will 
not contribute to the overall success of this particular project.   
 
 

2. Sound Project Planning 
 

A carefully thought-out plan serves two purposes.  First, it allows 
everyone involved to understand and perform their part in the 
project. It shows who is responsible for what and estimates how 
much money, people, equipment and time will be required to 
complete the project. Second, it serves as a monitoring tool, 
allowing you to take early action if things go wrong. 

A Project Plan is nothing more than a step-by-step breakdown of 
the work that needs to be done to accomplish your goals.  It will 
identify who is responsible for completing each task, when each 
task needs to be completed and show any dependencies between 
tasks.  A dependency exists when one particular task cannot be 
performed or completed until a prior task is complete.   

Most projects will have several phases (e.g. the AOHC EMR 
project has three main phases:  Readiness, Deployment,  and 
Adoption & maintenance) and each of these phases will require 
some planning.   

 

TOOLS & TEMPLATES  EMR Implementation Work Plan  
 

 

As  you plan your project, it is important to consider the 
following components as they all contribute to a good project 
plan and the project success: 

 

Building your Project Team  

Every project needs an Executive Sponsor.   The Executive 
Sponsor is accountable for the overall success of the project, has 
the authority and enthusiasm to lead the organization through 
the project and the associated changes, and ensures that 



 

 

AOHC EMR Implementation Toolkit | Project Management Basics – Version 1.0 

 

PROJECT MANAGEMENT BASICS 

AOHC EMR Implementation Toolkit 

s 

 

6 
 

sufficient human and financial resources are allocated to the 
project.  The Executive Sponsor is also responsible for assigning 
the Project Manager.     

The implementation of a new EMR will bring change to your 
CHC.  A good sponsor understands and supports the need to 
change, and displays a strong personal commitment to change.  
As necessary, the sponsor will engage staff and patients to 
confirm the practice’s support for change.   

 

The Project Manager is typically a senior manager experienced in 
leading multi-faceted implementation teams.  The project 
manager makes EMR implementation decisions on behalf of the 
CHC, and is responsible for day-to-day management of the EMR 
implementation for the duration of the project.   

Characteristics of a good project manager include attention to 
detail, organized, an ability to lead and inspire others.  Good 
project managers support knowledge sharing and coordinate 
change management activities to ensure staff are supported in 
successfully using and adopting the new solution in their daily 
work. 

Together, the executive sponsor and project manager identify 
other members of the CHC project team, who will work on all 
aspects of EMR implementation focusing on the following areas: 

 Budget/agreement management 

 Business change  

 Information technology management 

 Privacy and security 

 Communications  

 Data migration  

 Training  

 Reporting. 

 
More details on project specific resources, roles and 
responsibilities are available in the Guide to Roles and 
Responsibilities. 

 

Decision Making Process 

If you do not already have a clearly defined decision making 
process in place, you might take this opportunity to create one.  If 
you do have one, it is a good idea to confirm how decisions will 
be made and issues be escalated and resolved if necessary. Most 
centres will have a governance model in place, but you may want 
to look at project specific processes.  

Depending on resource 
availability and EMR 
implementation 
complexity, one person 
may fulfill multiple roles. 
The key consideration is 
the time and effort each 
role requires to ensure 
overall project success. 
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 Will decisions be made by an individual or a group? 

 Will there be different levels of decision making authority within a 

group? 

 Will decisions be made according to existing policy or the 

circumstances  at the time? 

 What level of decision-making authority does the project manager 

have? 

 Who will make the decisions that the project manager cannot 

make? 

 

A Calendar of Activities 

Your plan should include a calendar of activities – one of the 
most important tools for a project manager.  Dividing the project 
into the individual tasks required to complete it will provide a 
detailed view of the project’s scope, and allow you to: 

 Assign responsibility for specific tasks to team members 

 Monitor what has been completed and what remains to be done 

 Track labour, time and costs for each task 

          

A Budget Plan 

You may already have the computer equipment and internet 
connectivity required for the new EMR.  You may want to 
upgrade existing equipment or you may need to purchase all of 
the necessary equipment.  These costs will need to be factored 
into your budget.   

Even if you do not need to purchase any new equipment or 
materials, you need to spend time to assign people to the project 
and prepare for dedicated time for training, data cleansing and 
validation, and other business readiness activities related to the 
project.  

A Budget Template will be provided, which will also inform your 
AOHC EMR Project Funding Agreement.   

 

TOOLS & TEMPLATES  Budget Template  
 

 

 

 

 

 

 
Don’t underestimate the 
amount of time your 
project will take.  All 
stakeholders will have 
their own schedules to 
keep, and will continue to 
have regular tasks and 
priorities outside of this 
project that they are 
committed to. 
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3. Risk Management 
Your project plan will help you control and measure your 
progress.  Early identification of problems and a mitigation of 
risks associated with the problems will give you more 
opportunity to manage them before they affect the entire project.  
Your project team will also appreciate being able to see the 
progress made. 

 

What is Risk? 

In project management terms, ‘risk’ refers to an uncertain event 
or condition that has a cause and, that if it occurs, has an effect 
(positive or negative) on a project’s objectives, and a 
consequence on project cost, schedule or quality.   

Example: 

 Risk – classroom with networked computers is required but 

internet connection may be delayed or classroom may not be 

available for the anticipated start date. 

 Effect – cannot meet objective of providing EMR  training to staff. 

 Consequence – you must locate another classroom or delay project 

activities. 

Risk is present in all projects, but you can minimize the 
probability and the potential consequences by anticipating 
potential risks and developing a response or mitigation plan in 
advance.   

 

What is Risk Mitigation? 

The first step is to identify potential risks.  Try a ‘brainstorming’ 
session involving the project manager, key staff and 
stakeholders.  Refer to the project outline, calendar of activities 
and budget to identify potential risks.  Members of the project 
team can often identify risks based on experience.  Ask ‘What 
if…?’ questions.  Common sources of risk in projects include: 

 Technical Risks – such as unproven technology.   

 Project Management Risks – such as poor allocation of time or 

resources. 

 Organizational Risks – such as resource conflicts with other 

activities. 

 External Risks – such as changing priorities in partner 

organizations. 

You cannot anticipate or prepare for all possible risks, but those 
with high probability and high impact are likely to require 
immediate action.  Effective planning and risk mitigation 
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strategies will reduce the overall risk to your projects objectives.  
Not all risks will be evident at the outset, so periodic risk review 
sessions should be scheduled throughout the project.  Risks that 
do occur should be documented, along with your responses.  
Your lessons learned may be useful for others or on future 
projects.  

 

Issue Management 

A risk that is realized becomes an issue. In addition, some 
problems arise which were not anticipated. Your project 
manager may not be in a position to make all of the decisions 
necessary when issues arise, but you should make sure that the 
path to the decision maker(s) is clearly documented.  To save 
time and unnecessary stress during the project, you should 
outline your decision making process during the planning stages.  
See Section on Decision Making above.  

It is important that issues are recorded and addressed in a timely 
fashion.  Include any mitigating factors and activities 
contributing to the resolution for future reference.  We have 
included a simple template in this guide to help you with Risk 
and Issue Management.   

 

TOOLS & TEMPLATES  Risk & Issue Management Template  
 

 

4. Effective Communications and Stakeholder Support  
 

Easily one of the most important aspects of project management 
and at the same time one of the most often overlooked, 
communication is critical to keeping everyone informed and on 
the right track.   Strive for clear and frequent communications 
throughout the life of the project.   
 
 Projects typically involve several stakeholders, who invest time 
and resources in the project. It is important to identify all of your 
stakeholders and maintain stakeholder support throughout the 
project, so the project team can meet its objectives. 
 

Communications must flow in all directions and between all 
stakeholders.  Your stakeholders can make or break your project 
so be sure to identify them before you start your project, and 
involve them early and often.  You need to understand what the 
project means to them and how it affects them.   



 

 

AOHC EMR Implementation Toolkit | Project Management Basics – Version 1.0 

 

PROJECT MANAGEMENT BASICS 

AOHC EMR Implementation Toolkit 

s 

 

10 
 

We have built communications tasks into the project plan 
template, and have also created the Communications and 
Stakeholder Engagement Guide.   

 

TOOLS & TEMPLATES  Communications and Stakeholder Engagement 
Guide  
 

 

 

5. Continuous Tracking and Monitoring 
Tracking and monitoring the status of individual tasks, 
timeframes, labour and costs provides a view to the project’s 
progress and status at any point in time.  Vigilance here can 
provide early warning signals of potential risks or issues. 
   
Early warning of incomplete tasks, especially if there are 
dependencies involved means earlier intervention and 
mitigation and less risk of not meeting the schedule.  Set aside 
time every week, at a minimum, to review the plan, the schedule 
and the associated tasks, speak with or assist other project team 
members, update stakeholders and address any  questions, 
concerns, risks or issues.  Keep your documentation current and 
your project plan up to date.  

Colour coding the line items or tasks on your plan can be helpful 
in quickly identifying the status of each one.  Green for on-track 
or complete, yellow to warn of potential problems that need to 
be closely monitored, and red for those items that are past due or 
have escalated into issues and need immediate attention.              

 

 

1.3  Lessons Learned 
This is exactly what you would expect it to be – the things you 
learn through the course of one project can be used to help you 
apply and improve upon the things that worked, and avoid 
repeating the same problems and pitfalls on future projects.  It is 
important to informally document your lessons learned as they 
occur to avoid losing track of useful information.  Shortly after 
go-live, you should hold a formal Lessons Learned session for all 
of the project team members.  This is an opportunity to identify 
what went well, what did not go well, and any emerging issues. 

This session should be inclusive and non-threatening so you can 
gather the maximum amount of information from the team.  All 
of your findings should be documented, along with an action plan 
for addressing immediate concerns or requirements.   
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1.4  The Work Plan 
 
Use this template as the base for your project planning.  Make it 
your own by adding tasks, assigning responsibilities and 
determining task completion dates that suite your goals and 
objectives and reflect your particular circumstances.  Detailed 
instructions and links to supplementary information are 
included.   
 
 

TOOLS & TEMPLATES  EMR Implementation Work Plan 
 

 
 
 
 


