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Case Presentation – Describe the leadership challenge you face.

What is the challenge or problem you’re facing?  Gap you’re trying to narrow?
Our agency created the public health data interoperability project so our agency could make better use of our limited IT resources and eliminate process redundancies inside our surveillance system business areas. The agency planned to use business process mapping (BPM) on each of the surveillance systems as part of this project. Our challenge is that the agency has not made a decision on the standards we should follow when executing BPM. We created this project to push the agency’s interoperability project forward, but now we are concerned our actions will not support our agency’s interoperability goals. How do we make this project align with the agency’s goals when the agency doesn’t know what they are?

Who are the major players?  What are their conflicting perspectives and interests?
The major players are our agency IT leadership, program staff and program front-line management, and the IT project manager tasked with performing agency-wide BPM.

What action have you taken or are thinking about taking?
· Our team met with the IT project manager and IT leadership for the agency-wide data interoperability project to understand the agency’s expectations of BPM and receive guidance on how they want us to proceed with performing BPM. During this meeting, they were unable to provide us with specific guidance, documents, aims, or metrics. They referred us outside the agency to trainings on PHII and to explore the CRDM model, since they will be using pieces of it. They have not settled on an official process at this time, only thoughts of what they may do going forward. They expressed an interest in using our deliverables to help them develop their future training documents, but could make no promises that they would align with the future approach to BPM for the agency. Teams who receive BPM through the AITT project will have to complete it again once the agency has completed its BPM design.
· Our team received a short training from the IT leadership trainer.  We also plan to interview a team who has performed BPM with the current proposed agency process. We will document any decisions/practices/documentation choices for the agency interoperability BPM team but are concerned that our work will sit on a shelf instead of being useful and may result in the business areas undergoing BPM twice, wasting their time, and burning goodwill towards our team/informatics.  While we are onboard with testing out the BPM process and developing training materials and documentation, we are concerned with the lack of certainty and support at the agency level.

What are your stakes and interests?  Any hidden issues?
· Performing BPM is intended to capture crucial data for the agency’s different programs, but we also want to support the agency’s data interoperability project. Our challenge is that we designed a project to support the agency’s goal of creating consistency and reducing waste but the agency is changing its thoughts and practices on how this goal should be achieved.
· Our plan is to perform BPM with two business areas of our AITT members. These team members have a vested interest in performing the BPM process to improve their work efficiency. BPM is time-consuming and complex. If the agency requires these areas to repeat the BPM process, but with modifications, there is a direct impact to our personal work areas. 
· The relationship between our IT leadership and division leadership and business areas within our agency is delicate and difficult to balance. We are concerned about upsetting the balance or creating feelings of ill will among the key stakeholders. 
· The role of informatics is within the agency is poorly understood and we would like to use this project to present a friendly unified face to program staff. We want them to enjoy working with us and feel that we provide value for the time we ask them to spend on this work. 

What do you want to be advised on by your group?
· We need to be advised on how to approach BPM in a way that we can use it successfully to:
· promote the necessity and increase the visibility of informatics in our agency, 
· to successfully grow/learn individually and as an informatics group, and
· to inform the IT interoperability process without furthering the disconnect and prior problems between business areas and IT. 
