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AMGA 2023 – Technology & Innovation
Front Desk of the Future

Paperless Clinic:
• Reduce Paper
• Consistent Form Use
• Streamline Work
• Stellar Patient Experience

Learning Objectives:
❑ Understand strategy for organizing, planning, and 

executing an enterprise-wide project through 
engagement of all stakeholders

❑ Identify opportunities to leverage technology that 
improves patient experience and streamlines clinic 
operations 

❑ Develop structure and governance to navigate 
challenges in creating and sustaining significant 
operational change and investment in technology

Hunter Nichols
Vanderbilt University Medical Center

Senior Associate – Adult Ambulatory Operations
Associate Operating Officer – Hearing & Speech Sciences

Executive Summary



DRAFTED 2018

My Health at Vanderbilt (MHAV)
- ‘Opt out’ functionality  

Online Scheduling
- Expand functionality

Co-Pay Collection Enhancements

Consents
- Complete administrative consents 

electronically

Medication Reconciliation

Review of Systems
- Integrate ROS to questionnaire 

Patient Reported Outcomes
(PROMS)

WayFinder App

Live Chat
- Feature with Access re: appt scheduling

Save My Spot
- Same day appt scheduling 

for walk in clinics

Pre-Visit Enhancements
- Patient questionnaires via MHAV

Virtual Check-in
- Registration through check-in

Conceptualizing a ‘Front Desk of the Future’
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Overview of Paperless Clinics

Reduce paper at clinic check in1

2

3

4

Consistency of forms

Streamline workflows

Provide a stellar patient experience



Scope of 
Paperless Clinics



Patient Experience Guiding Principles

MY HEALTH AT VANDERBILT

You have questionnaires 
available to complete before 
your upcoming appointment.

Questionnaires available 

72 HOURS
before appointment

Limit Questionnaire to 

30 Questions or Less

Reduce Question Redundancies

Patient Entered 
Information is ‘sticky’

Assign Questionnaires by 

Visit Type

Utilize

Branching Logic

Pre-populated
Carried forward
Both



Organizing Stakeholders
Responsible Accountable Supportive Consulted Informed

VP Adult Ambulatory

HealthIT Executive 
Director

PROMS Medical Director

EVP Adult Ambulatory

CIO

Hunter Nichols

HealthIT Project Lead
HealthIT Project Manager

PROMS Project Manager

PCC Leadership Team
(ANO, AOO, Executive 

Medical Director, 
Physician Leader)

HealthIT Governance

Director MyHealth
Epic builder

Local Clinic Leadership

Patient & Family 
Advisory Councils

PSS Advisory Board
.Nursing Informatics
Physician Support 

(HealthIT)
eStar Training & Delivery

Technical Support 
Desktop Support

VUMC Executive Leadership

Service Line Leadership

Managers & Professional Homes

Operations Governance

HealthIT Governance

Project Team

ROADSHOW



Proof of Concept Location

One Hundred Oaks

11
Unique Adult 

Clinics



Service Line Kick-off 
Meeting

11/19 – 12/19

End User Acceptance
Form Approval
12/9/19 – 1/3/20

11/19 – 12/19

Ongoing stakeholder 
feedback & form build

1/6/20 – 1/20/20

Go-Live
Form Replacement 

(Downtime)

11/31

Content Submitted

Proof of Concept Design



COVID as a ‘Catalyst’



Proof of Concept Takeaways

Consistent methodology

Improvements in 
displaying information

Proof of Concept
January 2020 - September 2020

Proposed expansion pro 
forma



Average Number of Devices Per Clinic 12                  

Total Number of Front Desks 250               

HARDWARE COSTS (per unit)

Tablets 355$             

3 Yr Warranty 135$             

Otter Box Case 90$               

Cable/Charging Box 50$               

Charging Cabinet 1,400$          

TOTAL COST PER CLINIC 8,960$          

TOTAL HARDWARE BUDGET 2,240,000$  

LABOR (HealthIT) COSTS*

IT resource cost per form 8,800$          

Estimated # of remaining forms 100               

TOTAL ESTIMATED LABOR COSTS 880,000$     

PAPERLESS EXPANSION TOTAL 3,120,000$ 

Proposed Expansion Pro Forma

RISKS



Project Workstreams

HARDWARE CONTENT BUILD

OPERATIONS

Check-In Intake Providers

TRAINING



Project Workstreams

HARDWARE

Products Identified

Storage, Security, 
Charging

Tablet Configuration & 
Functionality



Project Workstreams

CONTENT

Existing Questionnaire 
Inventory

Review with Service Line 
Stakeholders

Hand off to Build Team



Project Workstreams

BUILD

Build Questionnaire

Test Questionnaire 
Functionality

Ensure appropriate 
mapping

*Heartburn *Abdominal Pain

*Constipation *Blood in Stool

*Blood in Urine

*Back pain

*Easy bruising/Easy bleeding

*Excessive thirst

NoYes

NoYes

NoYes

NoYes



Project Workstreams

OPERATIONS

Check-In Intake Providers Workflow Change 
Assessment

SOP Creation

Structure for ongoing 
governance



Project Workstreams

TRAINING

Revisit existing tip sheets

‘At the elbow’ support & 
virtual options

Conduct/Disseminate 
training broadly



Project Timeline

2020

Proof of Concept at 
One Hundred Oaks

January - September

Expansion Pro Forma 
Approved

October

Expand Paperless Clinic across all 
Ambulatory sites

January - October

2021



Revisiting Pro Forma
BUDGET ACTUAL VARIANCE

Average Number of Devices Per Clinic 12                  6                    6                      

Total Number of Front Desks 250               210               40                   

HARDWARE COSTS (per unit)

Tablets 355$             355$             -                  

3 Yr Warranty 135$             135$             -                  

Otter Box Case 90$               90$               -                  

Cable/Charging Box 50$               50$               -                  

Charging Cabinet 1,400$          350$             1,050$            

TOTAL COST PER CLINIC 8,960$          4,130$          4,830$            

TOTAL HARDWARE BUDGET 2,240,000$  867,300$     1,372,700$   

LABOR (HealthIT) COSTS*

IT resource cost per form 8,800$          8,800$          -                  

 # of remaining forms 100               65                  35                   

TOTAL ESTIMATED LABOR COSTS 880,000$     572,000$     308,000$      

PAPERLESS EXPANSION TOTAL 3,120,000$ 1,439,300$ 1,680,700$   



Sustaining Operational Change

Integration with 
existing Forms 

Committee

Position specific 
learning modules

Streamline 
troubleshooting

Operational 
playbook

‘Secret Shopper’ 
and Executive 

Rounding

‘At the elbow’ 
support for clinic 

specific needs

Leveraging 
physician builders

‘Clean up’ in areas 
that need 

additional support



KPI of Paperless Clinics

73% 
of all questionnaires are 

completed via MHAV
(n=704,189)

9 min.
Average time to complete 
questionnaire via tablet

(New patient)

Data from CY2022



Patient Feedback 

“The check in staff member was 
excellent! she described the 
self-check in tablet process 
clearly with patience and 

grace. One of the best I have 
ever encountered at 

Vanderbilt!”
- Orthopaedics

“Immaculate procedures in 
place from front desk tablet, 

seating area to office 
equipment. Everything is 

signed or cleaned after any 
contact. Impressive and 

reassuring.”
- Eye Institute

“Check in experience could 
not be better. By the time I 

had completed the 
questionnaire, I was called 

by the nurse.”
- Internal Medicine



Patient Feedback 

84.8%
Press Ganey 

Medical Practice Survey
Top Box Percentile Rank



QUESTIONS



Thank you!
Hunter Nichols

hunter.a.nichols@vumc.org
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