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Introduction

As a Regional Extension Center applicant, have you thought 

about how you are going to meet sustainability requirements 

when your federal funding drops to 10%?

You only have two years to do what most non-profit and for-

profit businesses do in five! 

What are other Regional Extension Centers (REC) doing to 

meet sustainability requirements?

What steps can I take to ensure sustainability for my REC ?



Sustainability Challenges

No “sliver bullet” to guarantee success

Sustainability is the most difficult challenge in building your 

REC

You need multiple strategies for growing, thriving, and 

delivering significant value

Fast start-up leave little time for business planning

Multiple stakeholders, tasks, types of providers/practices and 

vendor products make this a very complex project
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Presentation Notes
Definition: The ability to sustain or continue over time.
Building, maintaining, and refining infrastructure to support the organizational mission and stakeholder expectations




What are other Regional Extension Centers 
Doing Along the Lines of Sustainability?

Require payments from provider Medicaid/Medicare incentive 
money

– How will providers view this?

– What portion of this money will RECs require?

– Incentives for providers to pay?

Establish fees for core and/or value-added services

– Will providers see this as “double dipping”?

– Takes time to identify and develop other value-added services 
related to your mission and objectives
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Federal funding is a “jump start”
Establishing Financial Committees

Assessments, training, technical services, implementation services, 
Delivery of educational services
Contributions from chosen vendors
Community or state bonds
Meaningful use incentive payments
Third party payers
Collaborative services with RHIOs
IT services



What are other Regional Extension Centers 
Doing Along the Lines of Sustainability?

Create collaborative agreements with Federally-funded State 
HIE projects

– Shared funding 

– Complimentary services

– Strong relationships and networks build business success

– Potential benefits for achieving meaningful use 

Identify services for local and regional health information 
organizations

– LHIOs and RHIOs are in varying stages of development and 
may need REC services to expand and support their  business 
mission 



What are other Regional Extension Centers 
Doing Along the Lines of Sustainability?

Services to LHIOs and RHIOs  (continued)

– Complimentary and beneficial to both RECs and State HIE 
projects.

– Speeds up REC tasks by working with established groups

Expecting partners to provide In-kind services

– Partners are looking for a share of REC funds

– Must be dedicated to REC purpose if not getting a share of the 
funds.

Identify other federal and foundation grants

– Takes time, concentration of effort and isn’t a sure thing.



What are Potential Issues that may 
Impact REC Sustainability?

What is your stage of development? Partners?

Initial funding gives a false sense of security.

Scarlet O’Hara syndrome

Significant funding drop in Year Three!  90% to 10%

Complexity of the project – multiple partners, tasks and 

responsibilities

Must be “shovel ready” when you receive the funding.
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Presentation Notes
Stages of Development: Vision, Growth, Establishment, Extension and Rebooting 
Most REC applicants are past the visioning stage and moving into the growth and/or establishment stages. 
The sustainability challenges and opportunities vary with your stage of development.

Early in development, you have clear goals, high energy and plenty of funding.  As you begin to grow, you need some early “wins” to produce recognizable value.  
Do you have a roadmap for growth?  Federal grants typically focus on one year of funding and planning even though they be multi-year projects.
The Scarlett O’Hara syndrome says “I will worry about that tomorrow,” but tomorrow will be here before you know it!

Independent evaluators will be looking at your project successes by year 2.  Those RECs who are not successful in implementing EHRs and helping providers achieve meaningful use will not receive any funding in Year 3.

You are tasked with being shovel ready which means you are planning for the “right now.” In the flurry of being prepared for what you must do as soon as you receive your funding, don’t forget to plan for the future by having that sustainable business plan.




How do I make sure my REC is 
sustainable?

Remember that value is at the core.

– RECs are being founded to deliver value to the HIT process.

– What do your stakeholders/partners/providers value?

– Do a needs assessment of your partners and the providers you 

will serve.  Find out what they expect, their needs, and their 

attitudes toward your mission or value.

– Based on your assessment, create a value proposition.

Presenter
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Value:  What motivates your partners to participate in the REC project?  What motivates providers to participate?  Taking time to assess the needs and attitudes of your partners and the providers you will serve will provide critical insight into the expectations of stakeholders that influence your strategic planning and sustainability.




Ensuring REC Sustainability cont.

Value Proposition

– Contributions to improved services, benefits, knowledge

– New ways to share, compare and apply health care data

– New business opportunities 

• Improved access for patients

• Reduced cost to serve

• Improved pricing for revenues,

• Insights into new products and services

– New ways to share information to a broader audience which 

could create new revenue generation

– New benefits through participation, i.e. knowledge sharing, 

networking, etc.



Best Practices in Establishing 
Sustainability

Understand and be Responsive to Your Provider Circumstances

Maintain Effective Leadership

Achieve Balance and Participation Among Stakeholders

Delivering Tangible Value

Communicating Proactively

Establishing a Transparent Management Style

Employing Rigorous Prioritization
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1. Responding to your market – What are the challenges in your region? And How are you best suited to address them?  Some issues are gaps in quality, escalating costs, challenging business climates with high competition
2. Effective leadership. Do you have the right mix of talent and energy to deliver results?  Do your leaders have broad, established and trusted networks who can contribute support, ideas and resources?  You may want to capitalize on these networks to improve strategies, find support and solutions.  Use them as a “brain trust” of ideas and as a sounding board for opportunities, new funding, etc.
3. Balance among stakeholders – Because you have multiple stakeholders, you must balance perspectives, skills and work efforts on multiple levels.  Make sure you have a disciplined method of developing teams, tracking work efforts, facilitating collaboration, and achieving productivity over time.
4. Delivering Value – Do you deliver results and tangible value to your providers?  Do you understand what your market wants and needs? How are you tracking success?  
5. Communications – How well are you known in your market?  What are you known for? Are you leveraging the right channels and approach to reach all your potential customers?
6. Transparent management style – Are you modeling the behavior you want your participants to have?  Are you transparent about your activities?  Do you share data and information? Are you benchmarking? Are you creating reports and sharing them? Are you seamless with your providers and vendors.
7.Prioritization – Your stakeholder partners may have strong opinions about what you should do and how you should carry out your project.  Key questions to answer in building your sustainability are: Do you know what your stakeholders and providers value most?  Are your stakeholders clear on project priorities? Do you have an agreed upon methodology for evaluating your progress? Do you have sufficient resources to deliver on your priorities?



Your Sustainability “To Do” List
Evaluate your REC application to make sure you are following 

the best practices for sustainability.

Talk with other established non-profits to see how they are 

managing sustainability efforts – experience is the best teacher

Survey your stakeholders to ensure alignment and commitment 

with your mission and objectives.

Collaborate with other organizations who can bring benefit, 

potential revenue and value to your efforts, for example, the 

HIEs.

Establish your financial committee and begin defining or refining 

your sustainability plan.



Sustainability To Do List

Make sure you have a way of tracking your “anchor” or core 

funding to ensure its use is tied directly to your mission and 

priorities – “Use of Funds” chart.

Diversify your financial portfolio with multiple funding sources.

− Fees

− Grants

− Contracts, Services/Consultation

− Products/business ventures

− Collaboration
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Fees – provider fees from incentive money, participation fees from partners and/or vendors,
Grants – start looking now for other opportunities.  Hiring a grants consultant to identify and secure additional funding may provide significant value and save you time
Contracts, services – What services can you provide other HIT entities that could help you develop revenue; hiring out can provide substantial revenue but also detract from your mission
Products – Are their business products you could spin off from your core activities?
Collaboration- What products and services can you provide to State HIEs, LHIOs or RHIOs they might pay for?  Share the funding with State HIEs and consolidate activities.  Your money will last longer.



In Summary, …
Understand and validate your life cycle or phase of 

development,

Survey your stakeholders and target market to confirm 

expectations,

Be aware of the forces affecting your development and apply 

best practices to deal with those forces,

Identify the gaps and opportunities in your current approach,

Define a clear plan of action to integrate themes of 

sustainability into strategic planning as well as daily activities,

Don’t forget to plan for the future while you are working on 

achieving success in the present.



Linda J. Pepper, Ph.D.
Pepper Consulting Services, LLC
662-779-2294 (Office)
662-769-0840 (Mobile)
drlindapepper@gmail.com

Contact Information

mailto:drlindapepper@gmail.com


Justin Barnes BIO

Vice President with Greenway Medical Technologies

Chairman of the HIMSS Electronic Health Record (EHR) 

Association 

Addressed and/ or testified before Congress as well as both 

Presidential Administrations on twelve occasions between 

2005 and 2009 with statements relating to EHR meaningful 

use, EHR certification, healthcare privacy, security, 

confidentiality, compliance, standards, interoperability, health 

IT adoption incentives, health IT return on investment (ROI) 

and the globalization of healthcare.

http://greenwaymedical.com/?utm_campaign=referral&utm_medium=employee&utm_source=jbarnes&utm_content=home


ENSURING EHR 
MEANINGFUL USE 
IN YOUR STATE

Justin Barnes

Chairman – EHR Association 

Vice President – Greenway Medical Technologies



What is Meaningful Use?

Meaningful use has not officially been defined by the Office of 

the National Coordinator yet but that initial definition is 

expected around December 18th.

There is agreement at all levels of healthcare and industry 

that the  adoption and meaningful use of health information 

technology (IT) , specifically, certified electronic health records 

(EHRs) is integral to the transformation of the health care 

system and to the improvement of health outcomes.



American Recovery and Reinvestment Act 
(ARRA)

To receive incentives, eligible professionals must 

meaningfully use a certified EHR:
Further…

– (i) Use electronic prescribing

– (ii) Information Exchange (interoperability)

– (iii) Reporting on (clinical quality) measures using EHR



Incentives for Meaningful Use

Over $30B (and up to $45B) of direct adoption incentives for 

“meaningful use” of certified EHRs. Specifically, $17.7B in 

Medicare incentives and $12.4B in Medicaid incentives

Under ARRA, eligible professionals can receive up to $44,000 

under Medicare or $63,730 under Medicaid in Stimulus 

incentives and hospitals are eligible for millions in incentives 

when demonstrating “meaningful use” using a certified EHR.



Without a clear definition, how do we 
move forward now

CCHIT 08 ~ www.cchit.org

EHR Product Listing ~ http://www.cchit.org/products/stark

KLAS Rankings ~ http://www.klasresearch.com/
– KLAS EMR Reports from current day for your facility size

Has the company applied for the CCHIT 2011 

Certification Program?
– Yes/ No answer  ______________

http://www.cchit.org/
http://www.cchit.org/products/stark
http://www.klasresearch.com/


Primary Care Reference Sites in your 
State

To qualify as a reference site, these criteria must be met

– Located in state 

– Primary care practice 

– A majority of care providers/ eligible professionals in the 

“referencable” practice utilize EHR at the point-of-care with 

patients

Reference site examples

– Family Practice 

– FQHC

– Pediatrics

– OB/GYN



In Summary, …

The improvements in patient care, safety and lower costs, 

combined with incentives mandated by ARRA, make a 

compelling case for health care providers and hospitals to 

adopt certified EHRs.

Certified EHRs should be implemented with an eye toward 

usability, functionality, interoperability and quality.  

The quality of the certified EHR product and the support 

behind it are critical for ensuring success and achieving its 

promise of improving the overall quality of healthcare.



Contact Information

Justin T. Barnes
Chairman, EHR Association
678-839-4316 (Office)
404-664-4470 (Mobile)
Justin@GreenwayMedical.com

mailto:Justin@GreenwayMedical.com


QUESTIONS…

EMAIL: REC@GREENWAYMEDICAL.COM
PHONE:  866.242.3805

mailto:rec@greenwaymedical.com
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