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Agenda

• Welcome and Introductions

• CHOC Children’s Overview

• Phase Gates at CHOC
• Basics

• In-Depth

• Phase Gate Process Demo

• Why are Phase Gates successful at CHOC?

• Questions
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CHOC Children’s Overview

• Founded in 1964. Walt Disney and Walter Knott had a concept for a 
Children’s Hospital in Orange County

• 2 Hospitals
• CHOC Children’s Hospital (Orange) - 312 Bed Facility

• CHOC Children’s at Mission Hospital – 50 Bed Facility 

• Opened Bill Holmes Tower in 2013 that contains Surgery, Radiology, 
Laboratory, and ER Departments.
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CHOC Children’s Overview 

• Numerous Outpatient Primary and Specialty Clinics

• CHOC Children’s is affiliated with UCI Medical School as well as 
SOCPA, SeaView, Los Alamitos Pediatric Medical Group, Pediatric and 
Adult Medicine Inc., Pomona Valley Hospital, and PIH in Whittier.

• Number of visits in 2018
• Inpatient = 12293

• Outpatient = 237,734

• ED = 89013
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CHOC Information Services Growth

• 12 employees in 2001

• 50+ employees in 2007

• 110+ employees in 2019

• 286 Applications Supported

• CHOC PMO Evolution
• 2 PMs in 2007

• 8 PMs in 2019

• All CHOC PMs have PMPs
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P h a s e  G a t e s  a t  C H O C
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Phase Gates at CHOC - Basics

• What is the definition of Phase Gates in Healthcare Projects?
• This is to verify that the project is going through each of the phases of the 

project lifecycle.

• Why does this process occur?
• CHOC PMs are responsible for providing the required project 

documentation

• CHOC ISD (Information Services Department) management has basic 
knowledge of every project going on in the PMO portfolio.

• Ensure project resource availability
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Phase Gates at CHOC - Basics

• Established formal process in June 2018 

• The PMO manager leads the Phase Gate meeting

• CHOC ISD Leadership meets once a week for a ½ hour.

• Project Manager has to submit required documentation 1 week in advance.

• The participants are as follows:
• Chief Technical Officer
• Associate Chief Technical Officer
• Chief Information Security Officer
• Clinical Informatics Exec. Director and Supervisor
• Revenue Cycle Supervisor
• Business Intelligence Director and Manager
• Operations Support Supervisor
• Technical Services Managers
• ISD Customer Service Director
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Phase Gates at CHOC – In Depth

• Phase Gate consists of 6 phases:
• Phase 1 – Planning

• Phase 2 – Design

• Phase 3 – Build/Unit Testing

• Phase 4 – Integrated Testing

• Phase 5 – Deployment Go-Live

• Phase 6 – Project Closure
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Phase 1 – Requirements for Planning Phase
Control Activity Control Description

Conceptual Technical Design 

Agreement
Sign off by ARC team

Budget Estimate (High Level) Non Due Diligence Budget Estimate

Resource Assigned Slotted through Intake process

Signed Legal Contract Signed contract with BAA

Signed Charter Charter with Scope of Work

Project Plan (Preliminary)
Develop Preliminary Project Plan and 

Publish to Clarizen

Stakeholder Analysis
Individuals who are invested in the 

project

Kick Off Hold Kickoff Meeting

Governance/Project Meetings Scheduled Governance Meetings

Project Team Meetings Scheduled Project Team Meetings

Project Resources Available
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Shareholder Analysis Example
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Phase 1I – Requirements for Design Phase

Control Activity Control Description

Project Plan - Baselined Baselined Project Plan

Detailed Budget Budget Estimate and Resource Worksheet

RACI Chart
Responsible, Accountable, Consulted, 

Informed

Develop Testing Strategy Testing strategy developed by project team

Develop Training Strategy
Training strategy developed by project 

team

Project Resources Available
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Project Plan in Clarizen
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Project Plan in Clarizen
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Budget Example
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Budget Example
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Phase III – Requirements for Build/Unit 
Testing

Control Activity Control Description

Detailed Technical Design Sign Off Approved by Leadership

Application Design Sign Off Approved by Leadership

Project Resources Available
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Phase IV – Requirements for Integrated 
Testing

Control Activity Control Description

Execute Detailed Technical Design Approved by Leadership

Execute Application Design - Includes 

workflow testing
Approved by Leadership

Project Resources Available
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Phase V – Requirements for Deployment/Go-
Live

Control Activity Control Description

Execute Test Plan
Test plan/script for application or system -

Testing completion Approved

Issue Tracking Log Document and resolve issues in the Issue Log

Execute Training Strategy Training completed

Go-Live Planning
Describe Steps pertaining to Go-Live – Cutover 

plan, Go-No Go

Operational Support Plan Dept Support/ISD Turnover Document Sign Off

Submit Change Control Submit Change Control in Service Now

Project Resources Available for Go Live
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Cutover Plan
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Cutover Plan
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Cutover Plan
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Phase VI – Requirements for Project Closure

Control Activity Control Description

Go-Live Announcement Go-Live email

Execute Go Live Plan Go-Live email

Lessons Learned

Positive feedback and Learning 

opportunities that occurred during the 

project

Final Closed Budget
Project budget actuals - Notification to 

Finance

Transition to support Release of project resources
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P h a s e  G a t e  P r o c e s s  D e m o
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W hy  i s  P h a s e  G a t e  S u c c e s s f u l ?
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Why is Phase Gate Successful at CHOC?

• ISD Leadership project awareness 

• A greater number of projects are done on time

• Project Documentation is done in a more timely manner

• ISD Leadership has knowledge of resources.

• To date 100+ Phase Gates have been done.
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Q u e s t i o n s
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T h a n k  Yo u


