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GOVERNANCE



DATA GOVERNANCE & 
MANAGEMENT SERIES

• 6/24/20 – Now More Than Ever: Data 
Governance During a Pandemic

• 7/22/20 – Margin, Mission and Data 
Strategy: The Role of Data Governance
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Provide refresher on data governance and how 
to leverage a data-driven organization during a 
pandemic

Take stock of MPCA data governance journey 
and introduce tools and resources to consolidate 
wins and “get to the next level”

LEARNING SERIES 
OBJECTIVES
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Apply best practices in data governance and build 
a data strategy to improve patient and financial 
outcomes
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FACULTY

SA Kushinka, MBA

Jerry Lassa, MS
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16 attendees from 10 centers 

6/24 Webinar #1 Attendees

1 Bucksport Regional 

2 East Grand

3 Eastport Health Care

4 Greater Portland Health

5 Harrington Family

6 HealthReach Health Center

7 Nasson Health

8 Pines Health 

9 Regional Medical at Lubec

10 Sacopee Valley Health

Did you attend the 
webinar or watch 
the recording?

Chat # 1

Roles represented:
9 CEO/CFO Administration

3 QI/Data Specialist

1 IT/EMR Staff

3 Other



Today’s Topics
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DG Fundamentals 
Recap

Building a Data 
Strategy

MCPA’s DG Journey

Discussion / Q & A Next Steps
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Data is the new 
organizational currency
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ORGANIZATIONAL
ASSETS

• Capital

• Human Resources

• Technology

• Brand

• Facilities

• Data
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Data Governance:  
The people, processes and technology orchestrated 

to  

DATA GOVERNANCE:

The people, processes 
& technology 

orchestrated to 
maximize the value of 

data to an organization.
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1. Improve Data Quality

2. Increase Data Literacy

3. Maximize Data Access

The “Triple Aim” of Data Governance



People
• Senior Leader 

Sponsorship

• Data Stewardship

• Clinical and Business 
Analysts

• Data Driven Culture

Process
• Data Strategy

• Data Governance

• Performance 
Measurement

• Data Quality 

• Analysis of Data

• Acting on Results

Technology

• IT Tools and 
Support for 
Analytics

• Integration

• Self Service 
Analytics

Factors to consider in harnessing data and building 
analytics capability



DATA 
STEWARDS

Good communication, coordination and 
negotiation skills.

Work with other stewards as part of data 
governance team.

Help to set priorities for data analysis and 
report requests within their domain.

Sound business knowledge or expertise in a 
department, domain or special project.

Role or function, not a “title”.
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• New data elements to collect and report
• Insure everyone understands data definitions, 

where to document 
• Virtual visits, COVID-19 testing, PPE supplies, 

etc.
• Ensure current P4P and quality bonuses are 

maximized

DATA STEWARDS: ESSENTIAL 
FOR DATA QUALITY



What are some things that a DG Committee does?

• Allocating scarce resources for analytics, setting priorities and communicating those 
priorities to staff

• Deciding who can make changes in EHR settings

• Organize and resource data quality improvement projects

• Aligning data strategy with organizational strategy and monitoring progress

• Act as the “Supreme Court” for the Data Services department (or function) in an 
organization



MPCA DATA & ANALYTICS TOOLS

16

Many Internal & External Data 
Stakeholders

HCCN Funding Driving HIT & 
Analytic Tool Investment

COVID-19 Data & Analytic Tool 
Approach

Process to Determine Data 
Management Priorities

Power BI Analytics Tool 
Implementation



What we 
learned 

from “chat”

• Data governance occurring in at 
least some organizational forum

• Many challenges, including lack 
of resources, specifically around 
data quality, measure 
definition/harmonization and 
data mapping

• Access to data and data tools is 
a challenge
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MPCA DATA 
GOVERNANCE JOURNEY –
WHAT NEXT?

• Take stock 
• Identify opportunity areas
• Narrow focus



DATA GOVERNANCE JOURNEY
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May take the long 
way around

May have to 
navigate through 
some tight spots 

Sometimes there’s a 
curve ball…
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KNOW WHERE YOU’RE AT

Take stock and “Jump 
Start” DG function:

1) Compile status of all data-
related efforts

2) Convene team to focus on 
improving data quality, data 
literacy, data use

3) Complete Data Issues 
Worksheet and Analytics 
Capability Assessment; 
Identify priority capabilities to 
develop

4) Prioritize 1-3 measures: 
Establish a Data Steward(s); 
Use Data Strategy Worksheet 
to define plan of action 

?
We’re just 
beginning

Y

Systematize and enhance 
DG function:  

1) Consolidate oversight of all 
VBC data-related efforts into 
single forum

2) Establish data management 
request system 

3) Prioritize 1-2 data 
management initiatives aimed 
at improving measures of 
focus and/or a data capability

4) Expand data steward role to 
other functional areas 

5) Establish an analytics 
platform with self-service 

We’re 
inter-

mediate

Y

N

Optimize DG function:

1) Senior leaders actively 
sponsor initiatives to ensure 
healthy data and analytics 
efforts and maximize data as a 
strategic asset

2) Data steward community 
actively informs data priorities 
and resource allocation   

3) Data management initiatives 
are routinely prioritized and 
managed based on cost-
benefit impact and measure 
performance 

We’re 
advanced

Y

N

Today Today



REINFORCE TEAM ROLES & RESPONSIBILITIES

IT: I’ll assess and 
support tech-

related resources 
for the data 

management 
project.

QI/Data Analyst: I’ll 
analyze potential 
clin/ops/financial 

impact and help track 
achievement.

Finance: I’ll identify
payer/ reimburse. 

opportunities where 
data management can 

have the biggest 
impact 

Clinical/Operations 
Manager:  I’ll ensure 
we implement the 

project and achieve the 
intended impact. 

CEO:  I’ll help prioritize 
and sponsor data 

projects that will help us 
achieve our strategic 

goals.
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PRIORITIZE DATA MANAGEMENT EFFORTS 
TO ACHIEVE ROI

Ensure multi-program Alignment 

(HCCN, UDS, ACO, COVID):

1. Financial 

2. Patient safety/quality

3. Clinical practice / health outcomes 

4. Business growth and access

5. Efficiency/productivity 

6. Patient/family/team member experience
Stanford Children’s Health Data Leadership and 
Governance Wisdom, Healthcare Innovation 2019

Stanford Data Governance 
Committee Members rank their 

top two for a particular 
data management project. 
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ASSESS COST-BENEFIT

• DG approaches and tools are low cost 
yet can have high impact 

• Gaining senior leadership sponsorship 
for DG can be challenging

− Important to convey potential 
financial impact of data 
management projects using Cost-
Benefit (ROI) analysis

• Increasingly important for Value Based 
Care-focus Cost-Benefit Analysis



COST/BENEFIT
2019 HRSA QUALITY IMPROVEMENT AWARDS

24

Maine:
$1.5 million

in 2019
(Average $83,333/center)



DEFINING A DATA 
STRATEGY

• Alignment with Organizational 
Strategy

• Components and Tools

• Achieving Mission and Margin 
through Strategy
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Where does a data strategy fit in?

Data Strategy

• How will progress be 
measured?

• What data is needed?
• Who will measure?
• How often?
• Do we have a data 

acquisition plan?

Strategic 
Plan & 
Goals

Objectives
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DATA STRATEGY 
WORKSHEET



1

2

3

4

5

6

Aligns goals with the data 
needed to measure and 
achieve it.

Applies a standard set of 
questions to each data set.

“Scrub” key measures to 
ensure accuracy, reliability, 
timeliness and security.

Find where the weaknesses 
and gaps are in your data –
and fix them.

Build responsibility for data 
and identify data stewards 
internally and with partners.

Inspires confidence in the 
data among your end users 
and partners.

Why Use the Data Strategy Worksheet?



DATA STRATEGY WORKSHEET (DSW)
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DATA REQUIREMENTS

What core data elements are needed to start?

Which ones will you need in the future?

What are the sources of that data?



DATA REQUIREMENTS



MPCA MEASURES PRIORITIZED DURING PANDEMIC 

Measures of Focus:

• Face-to-face 
encounters (onsite)

• eVisit encounters 
(patient portal)

• Telehealth encounters 
(telecom systems)

• Patient portal 
enrollment and use

New Visit Volume & Financial Impact Reporting Tool



DATA GOVERNANCE

Who owns the data element(s)?

Who defines meanings and valid values?

What is the division of responsibilities between admin, 
clinical, and IT?



DATA GOVERNANCE



Maine 
COVID-19 

DG Response

• Who “owns” the priority  measures? 
✓ Health center leaders identified and 

prioritized the new measures 
collaboratively as a network in

• What is the division of responsibilities? 
✓ Health center leaders sponsor efforts 

to capture and manage the new 
measures; Operational and financial 
staff implement them

• Who defines meanings and valid values? 
✓ Defined collaboratively in the Volume 

& Financial Reporting tool, but will 
likely be refined and adapted by 
individual centers
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DATA QUALITY

What validity issues are there with the required data?

Availability, accuracy, consistency, timeliness?

What data fixes are required?



DATA QUALITY
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DATA QUALITY IN CONTEXT OF HCCN GOALS

• What validity issues are 
there with the priority 
measures?

➢Limitations on tracking 
virtual care: 

oHCCN Goal A1: Patient 
access to portal 

oHCCN Goal A2: Patients 
engaging with portal



PATIENT ACCESS & ENGAGEMENT

• Availability, 
accuracy, 
completeness, 
timeliness?
➢Portal enrollment 

improving but low 
utilization

PE and Access Capabilities (VVI)
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Chat #2
Data Stewards for Priority 

Pandemic Measures

Have you implemented a Data Steward for one or 
more of these priority measures?  

Chat in all that apply (use letter): 

A. Face-to-face encounters (onsite) 

B. Visit encounters (patient portal)

C. Telehealth encounters (telecom systems)

D. Patient portal enrollment and use

E. All of the above

F. None of the above



GRANULARITY

What level of detail do you need?

Does the data need to be at different levels of detail 
for different uses?



GRANULARITY



VISIT TYPE BY SERVICE LINE & PAYER MIX

What level of information do 
you need?

➢ Volume by service line and payer

Does the data need to be at 
different levels of detail for 
different users?

➢ Care team – clinical 

➢ Operational – access to care

➢ Financial – payer mix



INTEGRATION

How do you get the data?

Does it need to be reformatted for consistency?

Does it need to feed back to other systems?



INTEGRATION



HRSA HCCN FY19-22 Objective A:
Enhance the Patient and Provider Experience

PORTAL INTEGRATION & UTILIZATION VARY BY EHR 

• How do you get the data?  
➢ EHR and patient portal integration

• Does it need to be normalized?  
➢ At the network level, yes, since 

centers have different EHRs and 
workflows

• Does it need to feed back to other 
systems?  
➢ Yes, eVisits and portal engagement 

should feed back into EHR and 
analytics platform



STAGE AND STORE

What is your data architecture, specifically where is 
the data held?

Will you have a central repository or data 
warehouse?



ANALYSIS

What information is required to perform the analysis?

What skills are required to understand the data? 

What actions will result from the analysis?

What are the criteria for those actions?



ANALYSIS



MONITORING VISIT VOLUME RECOVERY 

• What data is required to perform 
analysis?
➢Actual face-to-face and virtual visit 

growth

• What actions will result from the 
analysis?
➢Steps to improve patient services 

growth and quality of care via 
optimal mix of F-to-F and virtual 
visits 

• What is the criteria for those 
actions? 
➢In-process, learning day by day

H80 COVID-19 Data Collection to HRSA



PRIVACY

Are there any sensitive data elements? 

What are the HIPAA compliance requirements?

Will this data be shared with third-parties and what 
risks does that create?



PRIVACY



REPORTING

Do you have a need to report your data to others?

Do you need to alter the data to properly 
graph/report it?

Who needs access and how will they get it?



REPORTING



POWER BI REPORTING

• Is there a need to report measures to 
others?
➢Internally at network and center levels
➢Externally to funder, payer and other 

partners

• Do you need to alter the data to 
properly graph/report it?
➢Need to ensure data is reported in a 

consistent way across all centers 

• Who needs to access the report and 
how will they get it? 
➢Network and center super users, 

leadership, committees
➢Online access 

MPCA Power BI Analytics Platform



ACCESS

What are the requirements to make the right 
data available to the right people at the right 
time?



ACCESS



VERSIONING AND RETENTION

If data is regularly updated, what data changes do you 
need to capture?

How do you track what version you are using?

How long do you keep data? When do you archive it?
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Chat #3
Your data strategy 

experience:   

Which component(s) present the biggest challenge? 

DSW Components

Data Requirements

Data Governance

Data Quality

Granularity

Integration

Stage and Store

Reporting

Privacy 

Access

Versioning and Retention



“You can’t make good decisions with 
bad data.”

62



63

KEY TAKEAWAYS

▪ Data needs to be managed like any other key 
organizational asset.  

▪ It’s important to have a forum to 
establish/enforce accountability and set priorities.

▪ Data governance at a network level supports 
multi-program alignment (HCCN, focus area A1 
and A2, now doing better on both of these)

▪ Data stewards – the best investment you can 
make in data quality!

▪ Leverage analytics tool in support of data access 
and use (i.e., data literacy among all staff).
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Chat #4 
Data Governance 
support needs:   

Our health center could benefit from the 
following to help us advance our Data 
Governance efforts:

o None

o Data Governance / Data Strategy 
coaching

o Analytic and/or technical tool support 
(e.g., Power BI, EHR data)

o Virtual Care Measures / Electronic 
Patient Engagement
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NEXT STEPS

▪ Review chats from both webinars and 
identify Data Governance and 
data/analytics tool support needs

▪ Share your Data Governance journey with 
the Advisory Committee



Discussion and Questions  



RESOURCES 
& TOOLS

WWW.DATADRIVENCULTURE.ORG

• Assessments and Worksheets
• Policies and Procedures
• Job Descriptions
• Agendas, Checklists
• Case Studies



CONNECTIVE TISSUE
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