Governance Proposal for Change Request and Control of National ELR Flat File

Objective of proposal: 
The fast-paced nature of COVID-19 response has resulted in the creation of various shared resources and tools that serve to some degree as unofficial standards. One example of such resource is the National ELR Flat File and the accompanying file package, developed by APHL with input from CSTE members.
The ongoing use of these resources necessitates a governance process that oversees the updating of existing resources as new technical requirements surface, while maintaining the ability to reach a member consensus for changes rather than producing several modified versions of the same tool as a reaction to incoming requests. 
This document outlines a governance process for addressing change requests to the National ELR Flat File and its accompanying tools. While currently focused on the National Flat File, this process may be adapted to provide oversight to additional member-sourced, standardized resources in the future. 

I. Change Request
Ticket submission process:
· Anyone may submit a request for consideration. In order to systematically capture requests and track key governance decisions, individuals should submit request to a centralized Smartsheet ticket system. 
· A Smartsheet form will be developed for ticket submissions to capture relevant information for evaluating the request and following up with the requestor. Fields in the form will include:
· Requestor Full Name (text)
· Requestor Email (text)
· Requestor Agency/Affiliation (text)
· Ticket Submission Date (date)
· Resource (dropdown):
· National ELR Flat File
· Request Type (dropdown):
· Troubleshooting request – APHL use regular Help Desk 
· Update existing field or data element.
· Create a new field or data element
· Mapping assistance or expanding the value set
· Other
· If requesting a new field or data element, does the requested field already exist in ELR? (checkbox)
· Priority Level (dropdown):
· High – Needed immediately
· Medium – Evaluated quarterly
· Low – Evaluated quarterly
· Summary of Requested Change(s) (text)
· Rationale and Impact of Requested Change(s) (text)
· CSTE and APHL staff will have access to the Smartsheet. 

II. Change Control
Specifying a small governance group to initially evaluate ticket submissions:
· CSTE will convene a small governance body to evaluate if incoming ticket submissions should move forward for larger community discussion and voting. The governance group will be comprised of:
· CSTE staff
· APHL staff
· Labs
· EDX/ELR community 
· CSTE staff will notify the governance body via email as tickets are received. If there is an urgent change request that needs immediate action, CSTE may convene the governance body in an adhoc meeting. 
· Populate ‘Ticket Triaged By:’ field in Smartsheet
· Initial evaluation of received requests should be conducted over email if possible; if additional discussion is needed, the governance body will be convened to discuss the request. 
· Populate ‘Reviewer Notes’ in Smartsheet as necessary
· If the request moves forward, the following fields in the Smartsheet should be populated:
· Move Request Forward (dropdown):
· Yes, no need for community discussion  Move forward to implement
· Yes, need for community discussion  Move forward to discussion
· Hold  More information needed from Requestor to evaluate 
· No  Add comments within the Smartsheet and staff communicate back to Requestor.
· APHL technical staff will develop “Implementation Solution and Impact Analysis’ field for requests that move forward. 
· The field will outline what technical solutions would be needed to implement the request, if approved, and the anticipated impact/level of effort of implementing the solution within the flat file and accompanying tools (e.g., HL7 generator). 
· Identified Discussion Date (date)
· Requests that the governance body moves forward will be batch discussed on a quarterly basis. Ticket submission cutoff timelines will be widely promoted on the CSTE National ELR Workgroup calls and the APHL Open ELR calls.	Comment by Brooke Beaulieu: Batch requests, or address as requests come in?
· Requests received after stipulated submission cutoff timeline will be carried over into the next evaluation cycle. 
· If no change requests received by stipulated cutoff timeline, there is no need to convene the governance body or coordinate batch discussion.


Coordinating discussion:
· If there are multiple requests that move forward, CSTE will host a standalone webinar to batch discuss the requested changes and solicit community feedback. The webinar will be convened 2-3 weeks after the submission cutoff.	Comment by Brooke Beaulieu: If we decide to batch and institute a cut-off for submitting requests for batch evaluation. 
· CSTE will send notice of webinar and summary of requested changes: 2 weeks before webinar.
· If there is only one request to discuss, CSTE may leverage an existing call if timely (e.g., ELR workgroup call) instead of scheduling a standalone webinar. 
· On the webinar, the original Requestor(s) will present a high-level overview of their requested changes. APHL technical staff may weigh in if there are technical aspects that need to be discussed to implement the request.
· Discussions will be recorded and CSTE will compile verbal comments from the webinar. 
· Recording and comments will be attached in the Smartsheet. 

Coordinating a voting process:

· Following the webinar, CSTE staff will distribute an electronic ballot to voting members to gain consensus on each presented change request. 
· Voting members will be comprised of the groups: 1) CSTE ELR points of contact (1 vote per jurisdiction), 2) points of contact from national labs (Mayo, LabCorp, Quest, and ARUP)(1 vote per lab), and 3) appointed APHL technical staff (1 vote per contact) 
· The ballot will stay open for (1-2) weeks.
· Accept
· Oppose
· Abstain
· Comments allowed
· Once the voting period has closed, the governance body will assess if enough feedback has been provided to reflect a member consensus. 
· Consensus will not be a fixed point, rather a contextual evaluation up to the discretion of the governance group. For example: for those that voted, if 60% of ELR points of contacts approve, 50% of national labs approve, and 75% of APHL technical staff approve, the request would be approved. If there is discordance in approving the request between states, labs, and technical staff, the governance body will evaluate the reasoning for that discordance and reach an executive decision.  
· If the governance body cannot make an informed decision based on the voting results, additional discussions with relevant stakeholders will be coordinated. 
· If consensus is reached, populate ‘Decision’ field within Smartsheet:
· Accept as proposed and implement  Move forward with implementation.
· Accept with revisions and implement  Coordinate with original Requestor to revise and move forward with implementation.
· Do not accept  Communicate decision to original Requestor and close out ticket. 
· Any votes for “Do not accept” will require a rationale for opposing or an alternate solution.	Comment by Brooke Beaulieu: Seems like suggestion is not popular.
· For each decision, use “Decision Notes/Rationale” field in the Smartsheet to document reasoning.


III. Implementation:

· Following voting, APHL technical staff will implement the accepted requests within the flat file and the accompanying file package.
· Populate ‘Implementation Triaged To:’ field in Smartsheet.
· If additional discussions are needed to facilitate implementation, those discussions can be triaged to the CSTE National ELR Workgroup call and/or the weekly APHL ELR open call.
· Once fully implemented, populate ‘Date Implemented’ field in Smartsheet.
· Versioning:
· Each package version will be denoted by the release date.
· APHL and CSTE will post the updated flat file package suite on the APHL CELR Resource Library and the CSTE website.
· Attach finalized zip file in Smartsheet Attachments column
· Check ‘Package Update Posted’ checkbox in Smartsheet.
· Check ‘Close Out Ticket’ checkbox in Smartsheet.
· The ‘Additional Notes” field and comment functionality in Smartsheet may be utilized at any point in the change control process.
