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Case Presentation – Describe the leadership challenge you face. (5 minutes)

What is the challenge or problem you’re facing?  Gap you’re trying to narrow?
The Surveillance and Evaluation Team took on this health informatics project to improve the administration, data cleaning, analysis, and reporting processes of one of our Section’s key surveillance systems, the Youth Risk Behavior Surveillance System (YRBSS). The primary component of this project includes the rebuilding of 3 relational databases that together enable survey administration, data management, and data analysis for the YRBSS. Our challenge is sustaining and standardizing project efforts despite frequent turnover of key program personnel. Since the start of this AITT opportunity, our project lead and head data analyst for the YRBSS resigned. Within the past year, a YRBSS Coordinator also resigned, and a veteran public health data analyst retired. Historically, we have had a new YRBSS team every other year. This quality improvement project is long overdue, but we are concerned about staffing capacity and project integrity as we shift through personnel losses and gains.

Who are the major players?  What are their conflicting perspectives and interests?
The major players include:
· YRBSS Coordinator 
· YRBSS Data Manager/Analyst
· Surveillance and Evaluation Team
· IT

What actions have you taken or are thinking about taking?
Actions we have taken include:
· Reprioritizing YRBSS program tasks
· Reevaluating the goals and timelines for this QI project
· Shifting work responsibilities among other Section staff to cover some of the gaps created by the loss of the YRBSS Data Manager/Analyst
· Documenting old and new processes in an effort to increase consistency and standard operating procedures
· Meeting with another Section in our Division that has undertaken similar database rebuild projects to learn from their experience
· Collaborating with another Section to 
· Work with IT on migrating our databases to our Division’s SQL server
· Pool resources to hire a contractor to help us create database standards
 
What are your stakes and interests?  Any hidden issues?
Continuing to operate the YRBSS program with the current databases promotes inefficient use of staff time, increased likelihood of disseminating inaccurate data outputs, and reliance on an archaic platform. 

Hidden Issues
· Staff turnover is the biggest hidden issue that consistently delays migration to a more effective platform. Our Section has had substantial challenges in recruiting (and keeping) personnel, especially those who relocate from out-of-state. We have vacancies beyond the YRBSS program as well that put strain on the entire Section. 
· [bookmark: _GoBack]The disarray of the databases has also delayed database rebuild and migration. Program staff have been hesitant to rebuild and migrate these databases because the databases are not documented and are so cluttered that the task is daunting.  
· Microsoft Access (our current database tool) is unsupported by IT. Program staff have also been hesitant to work with IT on database migration because the process is cumbersome and unclear, and historically, working with IT has been difficult. 

What do you want to be advised on by your group?
We would like to hear what other groups have done to keep health informatics projects moving forward in the midst of staffing shortages. We would also like to know how to maintain standard operating procedures in a health informatics project as it changes hands from one project lead to another. 
