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Highly Complex 
System and Data 
Migration

Data Agility 
managed 
Eastern Health’s 
complex 
migration of PAS 
data, including 
refactoring 
38 connected 
systems and 
creating a new 
single view of 
patient. 

Overview
Eastern Health is one of Melbourne’s largest 
metropolitan public health services, with over 65 
facilities in 21 locations, including seven major 
sites and three emergency departments. 

Eastern Health provides emergency, surgical, 
medical and general healthcare services to diverse 
communities in Melbourne’s Eastern suburbs, 
Yarra Valley and Dandenong Ranges. 

Data Agility was engaged to help Eastern Health 
move from an end-of-life patient administration 
system (PAS) called HOMER, to a new patient 
administration system called iPM. iPM is part of 
the state-wide footprint and is hosted by Health 
Technology Solutions within the Department of 
Health. 
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Challenge
Eastern Health had five HOMER instances 
covering seven facilities. As patient 
instances are siloed in the HOMER patient 
administration system, a patient could 
be represented five times across the 
organisation. 

Data Agility’s mission was to move each of 
the HOMER instances into one instance in 
iPM and create a single view of patient. 

From the technical perspective, there were 
two key challenges. 

One was the data migration and producing 
the single view of patient. 

The second was the fact that the patient 
administration system is not a standalone 
system. It connects to multiple other 
systems across Eastern Health. So 38 other 
systems are connected to the PAS, mostly 
by HL7 messaging. Those 38 other systems 
were set up to understand messages from 
HOMER. The challenge was to refactor the 
systems to understand messages from iPM 
and the different code sets that would come 
out of iPM. Data Agility had to engage with 
all vendors of the other systems to get 
them to do that work. 

The other complexity around the 38 
integrated systems was that those systems 
only understood the old Eastern Health 
Unit Record numbers (URNs) from the five 
HOMERS. 

Data Agility also had to work with all 
vendors to remedy this issue. Vendors had 
to update their databases to move from 
multiple instances of an individual patient 
to one instance of that patient and a new 
unique URN for all patients. 

In addition to the innate challenges of the 
project, the Melbourne-based team was in 
and out of lockdown due to the COVID-19 
pandemic. At least half of the project 
was completed remotely, involving many 
hours of video conferencing and precise 
communications with vendors and other 
project stakeholders. 

Solution
Eastern Health appointed Data Agility 
with confidence. Data Agility was the 
standout market leader with proven 
success in migrating data from old patient 
administration systems to one new system. 
Previous specific experience included 
migrating Alfred Health from three HOMER 
instances into a single version of iPM. 
Not only was Data Agility experienced 
in complex migrations, Data Agility also 
understands how to undertake complex 
integration upgrades.

The project team was a combination of 
Eastern Health staff and Data Agility staff, 
plus the vendor of the new PAS. Other 
project participants were vendors of 
products to which the PAS is connected. 

Drawing from the Alfred project, Data 
Agility used proven methods and 
approaches to address the project 
requirements. Data Agility was able to 
leverage off tools designed and built by 
Data Agility specifically for data migrations 
in hospitals. The Data Agility code set 
mapping tool was particularly helpful in 
getting Eastern Health’s subject matter 
experts involved in the mapping of all the 
code sets. 

Data Agility also used the Talend ETL suite 
to assist with driving the migration. 
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Deduplication was a major part of the 
program of work. Data Agility extracted 
patient data out of the five HOMERS and went 
through a process of linking those together 
to identify a single instance of patient. This 
single view of patient included the latest and 
best set of demographics for that patient, and 
all the activity data for that patient. 

The quality of the data from five old patient 
administration systems, that had been in use 
for approximately 25 years, needed to be 
fixed. Part of Data Agility’s role was to help 
Eastern Health identify data quality issues 
and propose rectification actions, to make 
sure that only data of sufficient quality was 
moved across.

Data Agility had to work with every vendor 
of the connected systems to ensure the 
systems were updated to understand the 
new messaging from iPM, and that all the 
new identifiers for the patients would be 
processed correctly.

Data Agility was not only responsible for 
the data migration to the new PAS and the 
downstream systems. Data Agility was also 
responsible for re-architecting and then 
rebuilding the integration layer for all 38 
connected systems, to work with the new iPM 
messaging and code sets.

Data Agility was also involved in supporting 
the Test Manager to plan and deliver the 
significant testing activities that were 
required throughout the project lifecycle 
to ensure that the functional configuration, 
data migration, and systems integration 
were completed successfully, and that the 
integrated system would support Eastern 
Health operations at Go Live. 

Substantial planning went into preparing for 
the cutover to the new PAS. 

Cutover took place over a weekend to 
minimise disruption to the Health Service. 
It was critical that the transition to the 
new patient administration system and the 
updates to all connected systems occurred in 
a time-frame that the Health Services could 
support as a significant number of systems 
would be off-line during the process. It was 
also important that when the new PAS and 
all connected systems came back on-line, 
there would be minimum disruption for the 
hospitals moving forward. 

Cutover started at 4pm on a Friday afternoon, 
and all systems were up and running by 
1.30pm Sunday afternoon.
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Results
Data Agility successfully managed Eastern 
Health’s data migration to iPM, improving 
data quality and adding value to technology 
vendor relationships in the process. 
 

 3 5 siloed HOMER PAS instances 
migrated to a new single instance of 
iPM PAS. 

 3 Single view of patient across all 
its sites, supporting patient safety 
improvements across Eastern Health.

 3 The single view of patient 
containing the latest and best set of 
demographics for that patient, and all 
the activity data for that patient. 
 
 

 
 

 3 38 connected systems successfully 
integrated and updated with the new 
single view of patient.

 3 1.8 million unique patients that 
can now be viewed by anyone with 
secure access to i.PM. This number 
is down from the 2.5 million unique 
patients previously on record across 
the 5 HOMERS, many of which were 
duplicated across campuses.

 3 Improved data quality.

 3 Cutover completed successfully over 
one weekend.

 3 Project delivered to schedule despite 
COVID-19 pandemic.

ROBERT MEEHAN
Head of Health Products and Services

T: +61 3 8646 3333 
E: robert_meehan@dataagility.com

About Data Agility
Data Agility are specialists in Data Analytics 
and Information Management. We support our 
clients to improve performance and resolve 
business issues through the effective application 
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