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Introduction
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The intended audience of the CSTE Data Standardization Workgroup project management plan is all project stakeholders, including CSTE Surveillance and Informatics Program leadership, Workgroup Co-chairs, Workgroup members and JMC consultant team.
[bookmark: _Toc508043910][bookmark: _Toc106079198][bookmark: _Toc106079523][bookmark: _Toc106079792][bookmark: _Toc107027566][bookmark: _Toc107027776]Executive Summary of Project Charter
The Data Standardization Workgroup project seeks to convene epidemiologists and informaticians to develop consensus on common definitions for core surveillance data elements to address jurisdictional variation. The initial Workgroup collaboration will take place from 3/1/2018 through 6/30/2018, culminating in a final presentation on Workgroup achievements at the 2018 CSTE Annual Conference Surveillance/Informatics Workshop. Following this presentation, Workgroup activities will transition to a long-term roadmap toward data standardization. As such, initial activities leading up to the workshop will be designed with sustainable, repeatable procedures as a key priority. 
The objective of the Data Standardization Workgroup is to improve data quality through the development and application of consensus definitions for the core data elements for general communicable disease surveillance. The CSTE Data Standardization WG Charter and Governance document outlines the requirements of the project, governance process, and project roles and responsibilities. At the culmination of this initial phase of the project taking place through 6/30/2018, a standardized, repeatable consensus process will be in place and piloted on a set of data elements starting with MMWR week dates. 
[bookmark: _Toc508043911]Assumptions/Constraints
· It is assumed that Data Standardization Workgroup members have the time allocated to actively participate in Workgroup activities.
· It is assumed that the Lead Facilitator and Project Coordinator have access to collaboration tools to facilitate Workgroup activities.
· This project must establish an innovative method to design a repeatable consensus process with shared input from a large group of contributors.
· This first phase of the project requires a rapid timeline to develop and pilot a consensus process in time for the June 2018 CSTE Annual Conference Surveillance/Informatics Workshop.
[bookmark: _Toc508043912]Scope Management
3/1/2018 through 6/30/2018 includes the first phase of the CSTE Data Standardization Workgroup. The scope of this phase includes:
· Developing a standardized, repeatable process for gaining consensus on data element definitions
· Workgroup collaboration through biweekly conference calls
· Assessment of current state of consensus on data definitions at the jurisdiction level
· Creation of subgroups and subgroup collaboration through conference calls
· Documentation of meetings and all meeting logistics
· Workgroup member consensus definition feedback on data elements addressed during this first phase
· Updates on Workgroup activities
· Presentation at June 2018 CSTE Annual Conference Surveillance/Informatics workshop
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1. Planning/Initiation
· Develop project plan
· Develop draft charter and governance plan
· Create Box folder for Co-chairs and JMC
· Prepare branding templates for project
· Decide on online collaboration tools for project
2. Logistics
· Send out bi-weekly Workgroup meeting invitations
· Send out off-week meeting invitations for Co-chairs and JMC
· Prepare meeting agendas and distribute in advance of meetings
· Take meeting minutes and document decisions
· Distribute meeting minutes
3. Assessment to Develop Data Definition Consensus Roadmap
· Determine survey tool to use
· Develop survey questions
· Distribute survey to Workgroup members
· Collect and analyze survey results
· Prepare final report of survey results to develop roadmap going forward
4. Consensus Tool
· Draft consensus-gathering tool
· Obtain feedback on tool from Workgroup members
· Build consensus-gathering tool in online collaboration tool
· Pilot consensus-gathering tool with first data element up for definition
5. Data Element Consensus (Data Element 1; To be Repeated for Subsequent data elements)
· DSWG Call 1
· Offline Between Calls – summarize, commenting, send to Workgroup
· DSWG Call 2
· Draft Workgroup consensus 
· SPIS Call 1
· Revised based on SPIS feedback
· S/I Steering review
· Post for CSTE comment
6. Updates and Final Presentation
· Prepare bi-weekly updates for distribution
· Provide Workgroup updates on broader CSTE calls
· Prepare draft final presentation for CSTE Annual Conference Surveillance/Informatics Workshop
· Obtain approval on final presentation
· Present at CSTE Annual Conference Surveillance/Informatics Workshop
7. Project Transition and Close
· Debrief meeting with CSTE Surveillance and Informatics Program leadership, Workgroup Co-chairs and JMC team on lessons learned and wins
· Transition final documents to CSTE Surveillance and Informatics Program leadership and workgroup Co-chairs
· Provide close-out report and transition document to CSTE Surveillance and Informatics Program leadership and Workgroup Co-chairs
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The table below lists the milestones for this project, along with their estimated completion timeframe.
	Milestones 
	Estimated Completion Timeframe

	Complete planning and initiation
	3/15/18

	Send meeting invites for bi-weekly workgroup meetings
	Complete prior to 3/1/18 project start

	Have consensus tool ready to pilot
	4/6/18

	Complete Workgroup consensus on first data element
	4/24/18

	Complete data assessment roadmap report
	5/18/18

	Present at CSTE Annual Conference Surveillance/Informatics Workshop
	Week of 6/10/18

	Project close activities
	6/30/18


[bookmark: _Toc508043916]Project Schedule
Project schedule is maintained in the CSTE Data Standardization Workgroup workspace in Smartsheet. Access the schedule: https://app.smartsheet.com/b/publish?EQBCT=e3b00aee2d0f4f298af7941128e1bce9
[bookmark: _Toc508043917]Communications Management
The JMC Project Coordinator will facilitate communications for the project. Workgroup members will participate remotely from different geographic areas. As such, emphasis will be placed on virtual participation and online collaboration. 
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Communications will be implemented as follows for the Workgroup stakeholders.
	Stakeholder
	Vehicles

	CSTE Surveillance and Informatics Program Leadership
	· Email
· Webex/phone
· On-site

	Workgroup Co-chairs
	· Email
· Bi-weekly Webex/phone meetings
· Document collaboration in Box and Smartsheet

	Workgroup members
	· Email
· Biweekly Webex/phone meetings
· Subgroup Webex/phone meetings
· Document collaboration in Box
· Consensus input in Smartsheet
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[bookmark: _Toc112036053][bookmark: _Toc112036062][bookmark: _Toc112036071][bookmark: _Toc112036080][bookmark: _Toc112036082][bookmark: _Toc112036084][bookmark: _Toc112036086][bookmark: _Toc112036088][bookmark: _Toc112036090]The JMC Project Coordinator will lead the risk mitigation plan, with regular report-outs to the Workgroup Co-chairs and JMC lead facilitator. If the need is not immediate or the risk is not high, the Project Coordinator will report on risks at the bi-weekly calls with the Co-chairs on weeks when the Workgroup is not meeting. Risks will be identified for current description, impact and mitigation strategy. 
Current potential risks include:
	Risk
Description
	Risk Impact
	Response Mitigation Strategy

	Schedule – Phase 1 is on a rapid schedule culminating in June. 
	· Missed deadlines
· Not enough progress to celebrate at workshop
	· Ensure rapid implementation of project management artifacts
· Ensure continued great collaboration among all team members
· Each Co-chair may act on behalf of the other if an absence or quick approval are required

	Not being able to achieve consensus
	· Inability to proceed with consensus definitions if a consensus “vote” cannot be obtained on a data element
	· Develop an innovative governance, commenting tool to facilitate transparency of feedback and increased chance of obtaining consensus
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A risk log will be developed and implemented in the Smartsheet workspace for the project. Link: https://app.smartsheet.com/b/publish?EQBCT=9678ebed76d148b2a9ae3489c76b2bea 
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[bookmark: _GoBack]The JMC Project Coordinator will lead issue management, with regular report-outs to the Workgroup Co-chairs and JMC lead facilitator. If the need is not immediate, the Project Coordinator will report on issues at the bi-weekly calls with the Co-chairs on weeks when the Workgroup is not meeting. 
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An issue log will be developed and implemented in the Smartsheet workspace for the project. Link:
https://app.smartsheet.com/b/publish?EQBCT=28451929528e4594a583fb38d325898a 
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