When we get a “Yes” from a hospital –
· Hold a preliminary planning call with the hospital’s project champion to ask some initial questions and plan for the kick-off meeting 
· Review Hospital Readiness Checklist
· Kickoff in-person or virtual? Strong preference for in-person and combine it with a site visit/walkthrough 
· Plan for an on-site event within the hospital facility (plan for 2 to 3 hrs?)
· Using the list from the Readiness Checklist doc, discuss who will be needed on the hospital’s implementation team. Make sure these resources are identified by the project champion and that they are invited and can attend the kick-off.
· Ask for “as-is” documentation describing their existing NBS processes. (Forward a list of questions from the site visit below.)
· IT specific planning questions: can hospital provide complete HL7 order or ADT only or a hybrid? Do they need LWP form to complete collection info? connectivity of hospital and LWP with HIE, ADT/HL7 order messages flowing into the portal, results back, any notification/follow-up tasks


· Hold Kick-off Meeting (1 hr)
· Introductions: important to identify main POC from the hospital, PM? Define project team members
· Kickoff PowerPoint should include:
· Define the goals for the day 
· Highlight the importance/significance of timeliness and quality of data in Newborn Screening 
· Provide project goals/objectives 
· Introduce PHL support team; iConnect and the LWP 
· Describe data flow and overview of the implementation process
· Define role of an early adopter (provide feedback, gather before/after data, etc)
· Discuss Next Steps 
· Get a walk-through of current NBS processes while on-site
· Review current “as-is” documentation (if previously provided) OR Capture current “as-is” process
· Gather Site requirements, based on organizational structure and site feedback. 
· Find out – 
· Who creates the order?
· Who collects the samples?
· Who releases the sample and preps samples for courier pickup?
· What action is currently taken when results are delivered to the hospital?
· Who is watching for/responsible for taking some type of action when the results are returned?
· Ask staff how they think current manual processes could be improved or steps eliminated through automation
· Discuss next steps
· Discuss the timeline for the creation, distribution and editing of site requirements documentation 
· Establish communication plan - begin joint technical calls – preferably weekly for 30 minutes only 
· Establish project plan – PM from PHL side to work with PM from the hospital; discuss overall timeline
· Discuss capturing hospital stats related to the current manual processes (to be compared to the “after” data - to demonstrate the quality improvements and efficiencies gained)
