
 

 

 

 

Project Management Plan 

Development and Validation of a Machine Learning Model for Medical Diagnosis 
Assistance  

 

AIML 500 Assignment 5.3 

Robert McCoy 

Online Indiana Wesleyan University 
 

Dr. George Anderson 

 
April 7, 2025 

 

  



Development and Validation of a Machine Learning Model for Medical Diagnosis 
Assistance  

 

Executive Summary  
Project Title: City Hospitals: Development and Validation of a Machine Learning Model for 
Medical Diagnosis Assistance  
Project Manager: Robert McCoy  
AI Collaboration: Developed in partnership with an AI Consultant (AIConsultant - LLM) 
providing drafting and structuring assistance under the Project Manager's guidance.  

1. Problem Statement & Opportunity:  
City Hospitals seeks to enhance diagnostic capabilities for a specific medical condition 
(Condition X). Clinicians face complex scenarios involving numerous data points, 
presenting an opportunity to leverage Machine Learning (ML) to potentially improve the 
speed and accuracy of diagnosis, supporting better patient outcomes.  

2. Proposed Solution:  
This project plan outlines the development, validation, and deployment planning for an ML 
model to serve as a Clinical Decision Support (CDS) tool. Utilizing patient data (symptoms, 
medical history, test results), the model will provide a probabilistic prediction (Condition 
Present/Absent) to assist clinicians, not replace their judgment.  

3. Key Objectives:  

Develop a robust and reliable ML model (binary classification).  

Achieve high performance, prioritizing Sensitivity (minimizing missed diagnoses) 
and Specificity (minimizing false alarms), with targets defined by clinical experts.  

Ensure adherence to the highest ethical standards, including patient privacy (HIPAA), 
fairness, and bias mitigation.  

Rigorously validate the model using both quantitative metrics (cross-validation, 
independent test set) and qualitative clinical review.  

Establish a clear plan for ongoing monitoring and maintenance post-deployment.  

4. Approach & Methodology:  



Collaboration: A partnership model involving City Hospitals' internal stakeholders (Clinical 
SMEs, IT, Leadership, Project Management) and a specialized external AI/ML vendor 
selected based on expertise in healthcare ML and ethical AI.  

Data Management: Emphasis on data quality assurance, preprocessing (including handling 
missing data and class imbalance using techniques like SMOTE), and appropriate data 
splitting (Train/Validation/Test).  

Model Development: Following evaluation of candidates (SVM, NN, Logistic Regression, 
GBM), a Gradient Boosting Machine (GBM) model was selected based on its strong balance 
of predictive performance (Sensitivity/Specificity) and acceptable interpretability (feature 
importance) in hypothetical cross-validation results. Robust training includes k-fold cross-
validation and hyperparameter tuning.  

Evaluation & V&V: Comprehensive evaluation using metrics relevant to clinical diagnosis 
(Sensitivity, Specificity, F1, AUC-ROC/PR). Verification and Validation (V&V) integrates 
quantitative results with essential clinical SME review to ensure safety and utility.  

Ethical Framework: Proactive assessment and mitigation of bias across patient subgroups, 
strict data privacy protocols, transparency considerations, and clear accountability 
structures, overseen by the IRB/Ethics Committee.  

5. Governance & Oversight:  
The project will operate under strict adherence to HIPAA regulations, City Hospitals' data 
governance policies, and ethical guidelines approved by the IRB/Ethics Committee. 
Contractual agreements with the external partner will enforce these standards.  

6. Expected Outcomes:  
This project phase aims to deliver a fully documented project plan, a validated ML model 
prototype meeting clinically relevant performance standards, a comprehensive evaluation 
report detailing performance and limitations (including fairness analysis), and a robust 
plan for post-deployment monitoring and maintenance.  

7. Conclusion:  
By combining advanced ML techniques with rigorous validation, ethical oversight, and 
strong clinical collaboration, this project aims to deliver a valuable decision support tool 
that can potentially enhance diagnostic accuracy and patient care at City Hospitals.  

  

  

  



 

1. Introduction & Project Definition  
This section outlines the foundational elements of the project, including its purpose, 
scope, key participants, performance aspirations, governing principles, and intended 
outputs.  

1.1. Problem Statement & Objectives  
Problem: Healthcare providers require timely and accurate diagnostic information. While 
clinical expertise is paramount, complex cases involving numerous patient data points 
(symptoms, medical history, test results) can benefit from analytical support.  

Objective: To develop and validate a machine learning (ML) model that assists healthcare 
providers by predicting the likelihood of a specific medical condition based on available 
patient data. This involves a binary classification task (Condition Present / Condition 
Absent).  

Intended Benefit: To provide clinicians with a reliable, data-driven tool to aid their 
diagnostic process, potentially leading to earlier detection, more informed decision-
making, and improved patient outcomes. The model is intended as a decision support tool, 
not a replacement for clinical judgment.  

1.2. Scope  
Inputs: The model will utilize structured and potentially unstructured patient data typically 
available in electronic health records (EHR), including patient demographics, reported 
symptoms, relevant medical history, and results from specified diagnostic tests.  

Outputs: The primary output will be a probabilistic prediction indicating the likelihood of 
the target medical condition being present. This may be presented alongside factors 
contributing to the prediction, where feasible, to aid interpretability.  

In Scope: Data preprocessing, model selection and training, rigorous validation using 
appropriate metrics, ethical considerations assessment, development of a post-
deployment monitoring strategy.  

Out of Scope: Development of new diagnostic tests, real-time integration into specific EHR 
systems (though conceptual integration will be considered), autonomous diagnosis, 
treatment recommendations.  



1.3. Key Stakeholders, Roles, and Collaboration Plan  -Internal 
Stakeholders (Healthcare Provider):  
Clinical Subject Matter Experts (SMEs): Physicians, nurses, specialists relevant to the 
target condition. Role: Provide essential clinical context, validate data relevance, interpret 
results, define acceptable risk (FN/FP), ensure clinical utility.  

IT Department: Role: Facilitate secure data access, advise on infrastructure compatibility, 
support potential integration pathways.  

Hospital Administration / Clinical Leadership: Role: Provide project sponsorship, ensure 
alignment with strategic goals, oversee budget and resources.  

Institutional Review Board (IRB) / Ethics Committee: Role: Provide ethical oversight and 
formal approval for data usage and study protocol.  

Internal Project Manager/Liaison: Role: Coordinate internal resources, manage 
communication with the external partner, ensure project milestones are met.  

External Partner (To be Contracted):  

Specialized AI/ML Vendor or Expert Team: Possessing demonstrable experience in 
healthcare ML, data privacy (HIPAA compliance), and model validation.  

Required Vendor Roles: Data Scientists, Data Engineers, ML Engineers (MLOps), Clinical 
Liaisons (optional, but beneficial), Project Manager.  

Collaboration Plan: Effective collaboration between internal stakeholders and the external 
partner is crucial. This involves:  

Clearly defined communication channels and regular progress reviews.  

Joint workshops for requirements gathering, data understanding, and defining performance 
targets.  

Formal processes for internal SME review and feedback on data analysis, model 
performance, and ethical considerations.  

Clear delineation of responsibilities and deliverables within the contractual agreement.  

  

1.4. High-Level Performance Goals  
Primary Metrics: Due to the critical nature of medical diagnosis, evaluation will prioritize:  



Sensitivity (Recall for Positive Class): Maximize the identification of patients who do have 
the condition (minimize False Negatives).  

Specificity: Maximize the identification of patients who do not have the condition 
(minimize False Positives).  

Target Setting: Specific numerical targets for sensitivity and specificity will be 
determined in close consultation with clinical SMEs. This requires balancing the clinical 
consequences of a missed diagnosis (FN) versus those of a false alarm (FP), considering 
the specific condition's severity, prognosis, and the risks/costs of follow-up procedures. 
The F1-score and AUC-ROC will also be tracked as overall performance indicators.  

Risk Tolerance: The acceptable tolerance for FN and FP errors is a clinical decision, guided 
by the principle of "do no harm," and will be formally documented.  

1.5. Governance & Ethical Framework  
Data Privacy: Strict adherence to patient confidentiality and data security regulations (e.g., 
HIPAA or relevant local equivalents) is mandatory. Data will be anonymized or de-identified 
wherever possible, and access will be restricted to authorized personnel.  

Ethical Oversight: The project protocol will be submitted for review and approval by the 
relevant IRB or Ethics Committee.  

Bias & Fairness: Proactive measures will be taken to assess potential biases in the source 
data (e.g., demographic representation) and evaluate model performance across different 
patient subgroups (e.g., age, gender, ethnicity) to ensure fairness and equity. Mitigation 
strategies will be implemented if significant biases are detected.  

Transparency: Efforts will be made to ensure the model's decision-making process is as 
transparent as possible (within the limits of the chosen algorithm), providing clinicians with 
insights into the factors driving predictions.  

Vendor Agreement: The contract with the external partner will include stringent clauses 
covering:  

Compliance with all relevant data privacy and security regulations (e.g., execution of a 
HIPAA Business Associate Agreement - BAA).  

Adherence to the hospital's ethical guidelines and IRB requirements.  

Data usage limitations, intellectual property rights, and confidentiality.  

Requirements for documentation, code quality, and model validation procedures.  



•   

1.6. Deliverables  

The primary deliverables for this project phase are:  

This Project Plan Document: Outlining the strategy, methods, and considerations for 
model development and validation.  

Validated Model Prototype (Conceptual): The trained and tested ML model, 
demonstrating performance against defined metrics (code/model object not required for 
this assignment, but conceptually it's a deliverable).  

Evaluation Results Report: Detailed analysis of the model's performance on the test 
dataset, including confusion matrix, sensitivity, specificity, F1-score, AUC-ROC, and 
subgroup analyses.  

Post-Deployment Monitoring Plan: A strategy document outlining how the model's 
performance and relevance will be tracked and maintained after initial deployment 
(detailed in Section 7).  

1.7. Required Expertise and Technology Considerations   

Expertise Requirement: The selected external partner must demonstrate deep expertise 
in:  

Machine learning algorithms suitable for classification tasks (e.g., SVM, Neural Networks, 
Ensemble Methods).  

Data preprocessing techniques, including handling missing/noisy medical data and class 
imbalance.  

Robust model validation methodologies (cross-validation, independent test sets).  

Evaluation metrics relevant to clinical diagnosis (Sensitivity, Specificity, AUC-ROC, etc.).  

Ethical AI principles, including bias detection and mitigation in healthcare contexts.  

Software development best practices (version control, testing, documentation).  

(Optional but preferred) MLOps practices for potential future deployment and monitoring.  

Typical Technology Stack: While specific tools may vary, the project anticipates the use of 
industry-standard technologies commonly employed in ML development, such as:  

Programming Languages: Python (preferred standard for ML).  



Core Libraries: Scikit-learn, TensorFlow/PyTorch, Pandas, NumPy.  

Development Environments: Collaborative platforms (e.g., Jupyter Notebooks).  

Infrastructure: Secure cloud platforms (AWS, Azure, GCP) or secure on-premise 
environments, depending on hospital policy and data sensitivity.  

Version Control: Git-based repositories (e.g., GitHub, GitLab, Bitbucket).  

Tool Selection: The final tool selection will be determined in collaboration with the 
selected partner, ensuring alignment with hospital IT policies, security requirements, and 
project needs. The potential use of vetted AutoML tools by the expert team for specific, 
efficiency-gaining sub-tasks (e.g., initial algorithm exploration, hyperparameter tuning) 
under human oversight may be considered but is not the primary development strategy.  

   

2. Data Management Plan  
This section details the approach for handling the patient data, from initial description to 
preparation for model training, ensuring data integrity and suitability. Execution of these 
tasks will be the responsibility of the contracted AI/ML partner, with oversight and clinical 
validation input from internal stakeholders.  

2.1. Data Acquisition & Description  
Source: The primary data source will be de-identified or anonymized patient records 
obtained from the hospital's EHR system, subject to IRB approval and strict adherence to 
the Data Use Agreement.  

Scope: Data will encompass relevant features identified in collaboration with clinical 
SMEs, potentially including:  

Demographics: Age, Gender (coded appropriately).  

Symptoms: Presence/absence, severity scores, duration (e.g., Fever_YesNo, 
Cough_Severity_1-5).  

Medical History: Pre-existing conditions (e.g., Diabetes_YesNo, Hypertension_YesNo).  

Test Results: Numeric values (e.g., Blood_Test_Value), categorical findings (e.g., 
Imaging_Result_Category), potentially processed text from clinical notes (requires 
specialized NLP techniques if included).  



Target Variable: Confirmed diagnosis of the condition (Condition_Present / 
Condition_Absent), established through a reliable 'gold standard' diagnostic process 
defined by clinical SMEs.  

Data Dictionary: A comprehensive data dictionary will be created and maintained, 
defining each variable, its type, units, expected range, and clinical relevance.  

2.2. Data Quality Assurance & Preprocessing Strategy  
Objective: To transform the raw data into a high-quality, consistent dataset suitable for ML 
model training. This is a critical step to ensure model reliability and prevent errors 
stemming from poor data foundation.  

Responsibility: The external partner will execute the preprocessing steps using agreed-
upon methodologies, with outputs reviewed by internal SMEs.  

2.2.1. Validation of Completeness & Consistency:  

Requirement: Implement automated checks and manual review protocols to identify and 
handle missing data, outliers, impossible values, inconsistencies, and potential coding 
errors.  

Methodology: Strategies for handling missing data (e.g., imputation based on non-missing 
features, statistical methods, or flagging for exclusion if critical data is absent) must be 
documented and justified. Outlier detection methods (e.g., statistical thresholds, visual 
inspection) will be applied. All data cleaning decisions and transformations must be logged 
for reproducibility and auditability. Clinical SMEs will be consulted for ambiguous cases.  

2.2.2. Addressing Class Imbalance:  

Assessment: The distribution of the target variable (Condition_Present vs. 
Condition_Absent) will be quantified. Significant imbalance is anticipated in diagnostic 
datasets.  

Requirement: If significant imbalance exists, implement techniques to mitigate its impact 
on model training, ensuring the model learns to identify the minority class effectively.  

Methodology: The preferred technique is anticipated to be SMOTE (Synthetic Minority 
Over-sampling Technique) or a variant, as it generates synthetic minority samples rather 
than simply duplicating data (oversampling) or discarding potentially valuable majority 
data (undersampling). The choice and its parameters will be justified. Alternative methods 
(e.g., cost-sensitive learning) may also be considered.  



2.2.3. Feature Engineering & Selection (Optional but likely):  

Consideration: Based on initial analysis and clinical SME input, new features might be 
derived from existing ones (e.g., combining symptoms, calculating ratios). Feature 
selection techniques may be employed to identify the most predictive variables, potentially 
simplifying the model and improving performance. Any such steps require clinical 
validation for relevance.  

2.3. Data Splitting Strategy  
Purpose: To ensure unbiased evaluation of model performance and generalization ability.  

Methodology: The preprocessed dataset will be split into three distinct, non-overlapping 
sets:  

Training Set (~70%): Used to train the ML model, allowing it to learn patterns from the 
data.  

Validation Set (~15%): Used during development to tune model hyperparameters (e.g., 
complexity settings) and compare different algorithms, guiding model selection without 
"contaminating" the final test evaluation.  

Test Set (~15%): Held aside and used only once after the final model is chosen and 
trained. This provides the most realistic estimate of how the model will perform on new, 
unseen patient data.  

Considerations: The split will be stratified to ensure similar class proportions (Condition 
Present/Absent) across all three sets. If the data has a temporal component (e.g., collected 
over time), the split will respect this to avoid training on future data and testing on past 
data. The exact percentages may be adjusted based on dataset size.  

  
 

 

 



3. Model Development Plan  
This section outlines the strategy for selecting, training, and tuning the machine learning 
model. The goal is to develop a model that is not only accurate according to the defined 
metrics but also robust and reliable for the intended clinical support task.   

3.1. Model Selection Rationale  
Candidate Algorithms: Based on the binary classification nature of the problem and 
the typical characteristics of clinical data (potentially mixed data types, non-linear 
relationships), several candidate algorithm families were considered by the external 
partner. These included: Support Vector Machines (SVM), Neural Networks (NN), 
Ensemble Methods (specifically Gradient Boosting Machines - GBM), and Logistic 
Regression.  

Selection Criteria: The primary criteria for model selection were performance on the 
validation set (prioritizing Sensitivity and Specificity), interpretability (for clinical 
acceptance), robustness, and scalability, aligned with the goals defined in Section 
1.4.  

Selection Process & Justification (Hypothetical Outcome):  

During the development phase, candidate models were trained and evaluated using k-
fold cross-validation on the Training+Validation dataset partition (ref Section 3.2.3).  

Hypothetical Results: The Gradient Boosting Machine (GBM) model demonstrated the 
most favorable balance of performance characteristics critical for this diagnostic 
task. It achieved high Sensitivity (e.g., hypothetically 92%) and high Specificity (e.g., 
hypothetically 88%) on average across the cross-validation folds.  

Comparison: While a Neural Network showed marginally higher Sensitivity (e.g., 93%), 
its Specificity was lower (e.g., 84%), and its inherent "black-box" nature posed 
challenges for clinical interpretability. SVM achieved good balance (e.g., Sensitivity 
89%, Specificity 90%) but was slightly outperformed by GBM overall. Logistic 
Regression provided a good baseline (e.g., Sensitivity 85%, Specificity 85%) with high 
interpretability but lacked the predictive power for this complex task.  

Interpretability Advantage: GBMs also offer mechanisms to estimate feature 
importance, providing some level of transparency into which patient factors are most 
influential in the model's predictions, which is valuable for clinical review.  

Selected Model: Based on this comparative evaluation demonstrating superior 
balanced performance (Sensitivity/Specificity) and acceptable interpretability via 



feature importance, the Gradient Boosting Machine (GBM) was selected by the expert 
team for final training on the full Training+Validation set and subsequent evaluation on 
the independent Test set.  

(Conceptual AutoML Note): While the primary approach involved expert-driven model 
selection, the partner may utilize AutoML tools internally for efficient exploration, but 
the final selection and justification remain a human expert responsibility guided by 
the project's specific clinical requirements.  

3.2. Training Methodology  

3.2.1. Algorithm Implementation: Standard, well-vetted implementations of the 
chosen algorithm(s) will be used from established libraries (e.g., Scikit-learn, TensorFlow, 
PyTorch) within the agreed technology stack. All code will adhere to software development 
best practices, including version control.  

3.2.2. Leveraging Prior Art & Best Practices: (New Point Added) The development 
process will incorporate a review of published case studies, relevant research papers, and 
established best practices for ML in medical diagnosis. Where feasible and appropriate, 
consultation with external, non-competing experts or groups who have undertaken similar 
projects may be pursued to proactively identify potential challenges and solutions (subject 
to confidentiality agreements). This informs the selection of techniques and helps mitigate 
risks.  

3.2.3. Cross-Validation Plan:  

Purpose: To obtain a reliable estimate of the model's generalization performance and tune 
hyperparameters without overfitting to the validation set.  

Methodology: k-fold Cross-Validation (e.g., k=5 or 10) will be employed on the combined 
Training + Validation dataset partition. Performance metrics (Sensitivity, Specificity, F1, 
AUC) are averaged across folds.  

Hyperparameter Tuning: Cross-validation will guide techniques like Grid Search or 
Randomized Search to find optimal hyperparameter settings.  

3.2.4. Final Model Training: Once the best model type and hyperparameters are 
identified, the final model will be trained on the entire Training + Validation dataset partition 
before evaluation on the unseen Test set.  

 

 



4. Model Evaluation Plan  
This section defines the metrics and procedures that will be used to rigorously evaluate the 
performance of the selected and trained machine learning model. The evaluation focuses 
on the model's ability to accurately and reliably assist in the diagnosis of the target medical 
condition, with specific attention to the clinical consequences of different types of errors.  

4.1. Key Performance Metrics  
Context: Standard accuracy (overall correct predictions) is insufficient for medical 
diagnosis, especially with imbalanced datasets, as it can mask poor performance on the 
critical task of identifying the condition. Therefore, a suite of metrics providing deeper 
insights will be used.  

Primary Metrics (Clinically Driven):  

Sensitivity (Recall for Positive Class): Defined as True Positives / (True Positives + False 
Negatives). Measures the model's ability to correctly identify patients who actually 
have the condition. High sensitivity is paramount to minimize False Negatives (missed 
diagnoses), which can lead to delayed treatment and adverse patient outcomes.  

Specificity: Defined as True Negatives / (True Negatives + False Positives). Measures the 
model's ability to correctly identify patients who do not have the condition. High 
specificity is crucial to minimize False Positives (false alarms), which can lead to 
unnecessary anxiety, costly follow-up tests, and potentially inappropriate treatments.  

Supporting Metrics:  

Confusion Matrix: A table visualizing the model's predictions against the actual outcomes 
(TP, TN, FP, FN). This is fundamental for calculating other metrics and understanding 
the types of errors the model makes.  

F1-Score: Defined as 2 * (Precision * Recall) / (Precision + Recall). The harmonic mean of 
Precision and Recall, providing a single score that balances the trade-off between 
minimizing FNs (high Recall/Sensitivity) and minimizing FPs (related to Precision). Useful 
for comparing models, especially when sensitivity and specificity targets need to be 
balanced.  

Area Under the Receiver Operating Characteristic Curve (AUC-ROC): A single scalar 
value representing the model's ability to discriminate between the positive and negative 
classes across all possible classification thresholds. An AUC closer to 1 indicates better 
overall discriminatory power.  



Precision-Recall Curve (PR Curve) & AUC-PR: Particularly informative for imbalanced 
datasets, showing the trade-off between Precision and Recall (Sensitivity). High Area Under 
the PR Curve indicates good performance, especially in identifying the minority (positive) 
class.  

Rationale Summary: The focus on Sensitivity and Specificity, supported by the Confusion 
Matrix, F1-Score, and AUC metrics, provides a comprehensive view of the model's 
diagnostic assistance capability, directly addressing the clinical need to minimize both 
missed cases and false alarms.  

4.2. Interpretation of Metrics in Clinical Context  
False Negative (FN) Impact: A patient with the condition is incorrectly classified as 
negative. This is often the most critical error to minimize in diagnostics, as it represents a 
missed opportunity for potentially vital treatment. The acceptable FN rate will be 
determined with clinical SMEs based on disease severity and progression.  

False Positive (FP) Impact: A patient without the condition is incorrectly classified as 
positive. This leads to unnecessary follow-up procedures (cost, potential risks), patient 
anxiety, and potential healthcare system burden. The acceptable FP rate also requires 
clinical input.  

Trade-offs: There is often an inherent trade-off between Sensitivity and Specificity 
(adjusting the model's prediction threshold often increases one while decreasing the 
other). The evaluation will explicitly analyze this trade-off (e.g., using the ROC and PR 
curves) to find an operating point that aligns with the clinically determined acceptable 
balance between FN and FP risks.  

Threshold Setting: The final probability threshold used to classify a patient as positive or 
negative will be carefully selected based on the validation set performance and the defined 
clinical requirements for sensitivity and specificity, not just default values (e.g., 0.5).  

4.3. Evaluation Procedure  
Dataset: The final, definitive evaluation of the chosen model (with optimized 
hyperparameters) will be performed exclusively on the held-out Test Set (ref Section 2.3). 
This dataset was not used during training or tuning, providing an unbiased estimate of 
generalization performance on new data.  

Reporting: The external partner will generate a detailed evaluation report presenting all 
metrics (Sensitivity, Specificity, F1, AUC-ROC, AUC-PR), the Confusion Matrix, and 



visualizations (ROC curve, PR curve). Performance will also be analyzed across relevant 
patient subgroups (identified in Section 6.2) to check for fairness and potential biases.  

Review: The evaluation results will be formally reviewed by both the technical team and 
the clinical SMEs to determine if the model meets the pre-defined performance goals and 
risk tolerance levels.  

  

5. Verification & Validation (V&V) Strategy  
This section outlines the comprehensive strategy to verify that the developed model meets 
its intended requirements and to validate that it performs reliably and generalizes 
effectively to new data within the target clinical context. V&V provides the overarching 
assurance of the model's fitness for purpose.  

5.1. Overall Approach  
Multi-faceted Confirmation: The V&V strategy integrates insights from multiple stages of 
the development process:  

Cross-Validation Results (from Section 3): Provide evidence of model robustness and 
stability across different data subsets during development and hyperparameter tuning. 
Consistent performance across folds indicates a more reliable model.  

Independent Test Set Evaluation (from Section 4): Provides the primary, unbiased 
assessment of the final model's performance on completely unseen data. This is the 
cornerstone of validating generalization.  

Clinical SME Review: Incorporates qualitative assessment by domain experts to ensure 
the model's outputs are clinically meaningful and safe.  

Objective: To build confidence that the model functions as specified and is suitable for 
deployment as a decision support tool.  

5.2. Ensuring Generalization & Preventing Overfitting  
Definition: Generalization refers to the model's ability to maintain its performance level 
when applied to new, previously unseen data from the target patient population. Preventing 
overfitting (where the model learns the training data too well, including noise, but fails on 
new data) is critical for generalization.  

Verification Steps:  



Performance Monitoring during Training: The external partner will monitor performance 
metrics on both the training data and the validation data throughout the development 
cycle. A significant gap (high training performance, much lower validation performance) is a 
key indicator of overfitting that must be addressed (e.g., adjusting model complexity, 
regularization).  

Test Set Performance Analysis: The definitive check for generalization is the performance 
on the independent test set. This performance should be consistent with the performance 
observed during cross-validation and on the validation set. A significant drop in 
performance on the test set indicates potential overfitting or issues with the validation 
process itself.  

Model Robustness Checks: Techniques like analyzing feature importance (if applicable to 
the model) and sensitivity analysis (how predictions change with small input changes) can 
provide further confidence in the model's stability.  

5.3. Clinical Validation Input  
Rationale: Quantitative metrics alone do not guarantee clinical utility or safety. Validation 
by clinical SMEs is essential to bridge the gap between statistical performance and real-
world applicability.  

Activities:  

Case Reviews: Clinical SMEs will review selected predictions made by the model on the 
test set cases (including examples of TP, TN, FP, and FN). This helps assess if the model's 
correct predictions are clinically plausible and if its errors are understandable or indicative 
of systematic flaws.  

Error Analysis: Joint review (clinical and technical) of the types of errors (FN/FP) the model 
makes. Are there specific patient profiles or data characteristics associated with errors? 
This can inform potential model refinement or identify limitations.  

Usability Assessment: Feedback from clinicians on the clarity and usefulness of the 
model's output and how it might integrate into their workflow. Assessment of whether the 
model provides genuinely helpful support without being misleading or disruptive.  

Outcome: Qualitative assessment of the model's trustworthiness, safety, and practical 
value from the end-user perspective, complementing the quantitative evaluation.  



5.4. Requirements Traceability  
Confirmation: The V&V process culminates in confirming that the model, as evaluated 
quantitatively and reviewed qualitatively, meets the performance goals (Sensitivity, 
Specificity targets) and operates within the acceptable risk tolerances defined in Section 
1.4, in consultation with clinical SMEs. Any deviations or limitations will be clearly 
documented.  

  



6. Ethical Considerations & Mitigation Plan  
Developing and deploying an ML model for medical diagnosis carries significant ethical 
responsibilities. This section outlines the framework and specific actions planned to 
address key ethical considerations throughout the project lifecycle, ensuring the model is 
developed and used responsibly, fairly, and safely. Adherence to these principles is 
paramount and will be overseen by internal leadership and the IRB/Ethics Committee.  

6.1. Patient Privacy & Data Security  
Principle: Protecting patient confidentiality is non-negotiable.  

Mitigation Plan:  

Regulatory Compliance: Strict adherence to HIPAA (or relevant local regulations) and 
hospital data governance policies will be maintained. A formal Data Use Agreement and 
Business Associate Agreement (BAA) with the external partner will be executed.  

Data Minimization & De-identification: Only the minimum necessary data elements 
required for model development will be accessed. Data will be de-identified or anonymized 
prior to use by the external partner, removing direct identifiers (Name, MRN, DOB, etc.) 
according to safe harbor or expert determination methods.  

Secure Environment: All data handling, storage, and processing will occur within secure, 
access-controlled environments (ref Section 1.7), whether cloud-based or on-premise, 
meeting hospital security standards.  

Access Control: Role-based access controls will limit data access strictly to authorized 
project personnel (both internal and external). Audit trails for data access will be 
maintained.  

6.2. Bias Detection & Mitigation (Fairness)  
Principle: The model should perform equitably across different patient populations and 
not perpetuate or exacerbate existing health disparities. Fairness is a critical component of 
ethical AI in healthcare.  

Mitigation Plan:  

Data Bias Assessment: Analyze the training dataset for potential biases related to 
demographic subgroups (e.g., age, gender, race/ethnicity, socioeconomic status, 
geographic location, as available and appropriate). Identify any significant 
underrepresentation or historical disparities reflected in the data, in consultation with 
clinical SMEs and potentially bioethicists.  



Fairness Metrics Evaluation: Evaluate key performance metrics (Sensitivity, Specificity, 
FN Rate, FP Rate) separately for different relevant patient subgroups during the model 
evaluation phase (Section 4.3). Identify any clinically significant performance disparities 
between groups.  

Mitigation Strategies: If unacceptable performance gaps are identified, the external 
partner, in consultation with internal stakeholders, will explore mitigation techniques. 
These may include:  

Data-level interventions: Targeted data collection or augmentation for underrepresented 
groups (if feasible), re-sampling/re-weighting techniques.  

Algorithmic adjustments: Employing fairness-aware algorithms or adjusting model 
parameters (though this requires careful consideration of performance trade-offs).  

Transparency of Limitations: Any known performance disparities across subgroups, even 
after mitigation attempts, will be clearly documented and communicated to end-users to 
inform their interpretation of the model's output.  

6.3. Transparency & Interpretability  
Principle: Clinicians using the model as a decision support tool need to have confidence 
in its outputs. Understanding why a model makes a certain prediction (interpretability) 
enhances trust and allows for more critical assessment of the recommendation.  

Mitigation Plan:  

Model Selection Consideration: Interpretability will be a factor in model selection (ref 
Section 3.1). While highly complex models (like some NNs) might offer peak performance, 
simpler models (like Logistic Regression or tree-based ensembles) often provide more 
direct insights. The trade-off will be explicitly weighed.  

Explainability Techniques: Where complex models are chosen, techniques to provide 
post-hoc explanations (e.g., SHAP values, LIME) will be explored and implemented by the 
partner to highlight the key features driving individual predictions.  

Clinical Communication: Model outputs presented to clinicians should be clear, intuitive, 
and include uncertainty estimates or confidence scores where possible, rather than just a 
binary prediction. Training for clinicians will emphasize interpreting these outputs 
correctly.  



6.4. Accountability & Societal Impact  
Principle: The deployment of the model has real-world consequences for patient care. 
Clear lines of responsibility and mechanisms for addressing potential negative impacts are 
necessary.  

Mitigation Plan:  

Decision Support, Not Replacement: Continuously reinforce that the model is a tool 
to assist, not replace, the clinician's judgment. The final diagnostic decision and treatment 
plan remain the responsibility of the healthcare provider.  

Clear Use Protocols: Develop clear guidelines for clinicians on how and when to use the 
model, how to interpret its output (including limitations and potential biases), and how it 
fits into the overall diagnostic workflow.  

Error Reporting & Review: Establish a mechanism for clinicians to report suspected 
model errors or unexpected behavior. A process for investigating these reports, involving 
both clinical and technical teams, will be defined.  

Addressing Consequences: The potential impact of model errors (FN/FP consequences 
as discussed in Section 4.2) must be acknowledged. The V&V process (Section 5) and 
clinical oversight aim to minimize these risks before deployment. Post-deployment 
monitoring (Section 7) will track performance to catch emerging issues.  

6.5. Ongoing Ethical Review  
Commitment: Ethical considerations are not a one-time check. The project plan includes 
checkpoints for review with the IRB/Ethics Committee and internal stakeholders at key 
milestones (e.g., post-data analysis, post-model evaluation, pre-deployment).  

  

  



 

7. Deployment & Post-Deployment Monitoring Plan  
This section outlines the conceptual approach for integrating the validated model into the 
clinical workflow and the essential plan for continuous monitoring and maintenance to 
ensure its ongoing reliability, safety, and effectiveness.  

7.1. Conceptual Deployment Strategy  
Mode of Use: The model is intended as a Clinical Decision Support (CDS) tool.  

Integration (Conceptual): The optimal integration path will be determined in consultation 
with clinical SMEs and the IT department, considering workflow impact. Potential options 
include:  

Integration within the Electronic Health Record (EHR) system, potentially triggering alerts or 
displaying predictions contextually within the patient chart.  

A standalone web application accessible to authorized clinicians.  

Phased Rollout: Deployment would likely occur in phases, starting with a pilot group of 
clinicians to gather real-world usage feedback and address any workflow challenges before 
wider implementation.  

User Training: Comprehensive training will be provided to all clinical users covering:  

The model's intended use and limitations.  

How to interpret the predictions (including probabilities/confidence scores).  

Understanding potential biases (identified in Section 6.2).  

How the model fits into the existing diagnostic pathway.  

Procedures for providing feedback or reporting issues.  

7.2. Continuous Monitoring Strategy  
Rationale: Model performance can degrade over time due to changes in patient 
populations, clinical practices, testing methods, or the disease itself ('concept drift' or 
'data drift'). Continuous monitoring is crucial to detect and address such degradation.  

Metrics to Track:  



Model Performance: Regularly evaluate key metrics (Sensitivity, Specificity, F1, AUC) 
on newly collected, labeled patient data (using the established 'gold standard' diagnosis). 
Compare against baseline performance established during validation.  

Data Drift: Monitor the statistical properties (e.g., distribution, range) of incoming patient 
data features used by the model. Significant deviations from the training data distribution 
may indicate the model is operating outside its intended domain.  

Technical Performance: Track system metrics like model uptime, prediction latency, and 
error rates.  

Clinical Feedback: Collect qualitative feedback from end-users regarding model utility, 
usability, and unexpected behavior.  

Responsibility: Define clear responsibilities for monitoring (e.g., a dedicated MLOps team 
or function, potentially involving the external partner initially under a maintenance 
agreement).  

7.3. Model Retraining & Updating Triggers  
Objective: To maintain the model's accuracy and relevance over time.  

Triggers for Review/Retraining: Establish clear criteria that trigger a formal review and 
potential retraining or updating of the model. These include:  

Performance Degradation: Key performance metrics fall below pre-defined acceptable 
thresholds based on monitoring (7.2).  

Significant Data Drift: Statistical monitoring detects substantial changes in the input data 
characteristics.  

Changes in Clinical Practice: Updates to diagnostic guidelines, introduction of new tests, 
or changes in treatment protocols that affect the input data or the target condition.  

Scheduled Intervals: Periodic retraining (e.g., annually) regardless of performance 
triggers, to incorporate new data and potentially improved modeling techniques.  

Retraining Process: Retraining will follow a similar rigorous process as the initial 
development, including data preprocessing, cross-validation, evaluation, and V&V on 
newly held-out test data.  

7.4. Ongoing Validation Protocol  
Periodic Re-validation: Even between retraining cycles, periodic re-validation using 
curated sets of recent, labeled cases will be conducted to confirm ongoing performance.  



Clinical Outcome Correlation: Where feasible, attempt to correlate model predictions 
with actual long-term patient outcomes (beyond the initial diagnosis) to provide deeper 
validation of its clinical utility.  

Documentation: All monitoring results, retraining activities, and re-validation outcomes 
will be meticulously documented.  

  

  



8. AI Collaboration, Reflections, and Project Closure 
Considerations  
This concluding section addresses the collaborative process used in developing this 
project plan, reflects on key learnings regarding quality assurance, ethical practices, and 
performance metrics in the context of healthcare AI, and outlines essential considerations 
for project closure in a real-world implementation.  

8.1. Reflections on AI Partnership (Collaboration with Gemini 2.5 Pro 
Experimental 03-25  
Process: This project plan was developed in collaboration with an AI Large Language 
Model (LLM) assistant. The process involved:  

Providing the LLM with the full assignment instructions, scenario details, learning 
objectives, and background reading material.  

Engaging in a structured dialogue, using prompts to request assistance with:  

Structuring the project plan logically.  

Brainstorming approaches and content for each section based on the assignment 
requirements and the healthcare context.  

Drafting initial text for specific sections, focusing on a managerial/oversight perspective.  

Explaining and clarifying complex ML concepts (e.g., cross-validation, specific metrics, 
ethical considerations) in the context of the project.  

Refining the language and ensuring consistency throughout the document.  

Integrating feedback and specific requirements (like the external vendor perspective) into 
the plan.  

Benefits: The AI partner served as an effective tool for:  

Rapidly organizing complex information and structuring the report.  

Generating relevant first drafts, saving significant time.  

Articulating technical concepts clearly and applying them to the specific scenario.  

Ensuring all assignment requirements were systematically addressed.  

Facilitating exploration of different perspectives (e.g., managerial oversight).  



Limitations & Considerations: While highly beneficial, reliance on the AI required critical 
oversight. The user needed to:  

Guide the AI with specific prompts and context.  

Review generated content for accuracy, relevance, and alignment with the assignment's 
intent and the user's understanding.  

Actively integrate personal knowledge and the managerial perspective, rather than 
passively accepting generated text.  

Ensure the final output was coherent and reflected the user's own learning and 
conclusions.  
(Self-Correction Example during collaboration: Initially focused too technically, then 
adjusted prompts to emphasize the managerial perspective and project plan structure. 
Clarified the placement of concepts like the Confusion Matrix within the evaluation 
sections.)  

8.2. Key Takeaways: Quality Assurance & Validation  
Data Quality is Foundational: The assignment underscores that sophisticated models are 
useless, or even dangerous, if built on poor data. Rigorous data preprocessing, including 
handling missing/erroneous data and critically addressing class imbalance, is non-
negotiable in high-stakes applications like healthcare.  

Validation is Multi-faceted: Effective validation goes beyond simply calculating accuracy. 
It requires a robust strategy combining techniques like k-fold cross-validation (for stable 
performance estimation and tuning) and evaluation on a completely independent test set 
(for unbiased generalization assessment).  

V&V Requires Clinical Input: Quantitative metrics must be complemented by qualitative 
validation from clinical experts to ensure the model is not only statistically sound but also 
clinically relevant, safe, and trustworthy. Verification must trace back to the initially defined 
requirements.  

8.3. Key Takeaways: Ethical Practices  
Ethical considerations (privacy, bias, fairness, transparency, accountability) must be woven 
into the project lifecycle from the outset, not treated as an afterthought. A proactive ethical 
framework, including IRB oversight, is essential. The growing availability of specialized AI 
ethics audit firms and consultancies, particularly those focusing on healthcare, provides 
resources for independent verification and validation of ethical practices, including bias 
assessments.  



Bias is a Significant Risk: ML models can easily inherit and amplify biases present in 
historical data, potentially leading to health disparities. Proactive assessment of data and 
model performance across subgroups, along with mitigation strategies, is crucial for 
fairness.  

Transparency Builds Trust: While perfect interpretability isn't always possible, striving for 
transparency in how models work and communicating limitations clearly is vital for clinical 
acceptance and responsible use.  

8.4. Key Takeaways: Performance Metrics in Context  
Context Dictates Metrics: The choice of evaluation metrics must be driven by the specific 
problem and its associated risks. In medical diagnosis, sensitivity (minimizing FN) and 
specificity (minimizing FP) are often far more important than overall accuracy.  

Understanding Trade-offs: Metrics like sensitivity and specificity often have an inverse 
relationship. Understanding this trade-off (visualized by ROC/PR curves) and making 
conscious, clinically informed decisions about the acceptable balance is critical.  

Confusion Matrix is Key: The confusion matrix provides the essential breakdown of 
prediction outcomes (TP, TN, FP, FN), enabling the calculation of crucial metrics and a 
deeper understanding of how the model is succeeding or failing.  

8.5. Project Closure: Lessons Learned & Vendor Performance 
Assessment   
Rationale: In a real-world implementation following such a project plan, a formal closure 
phase is essential for continuous improvement and accountability.  

Activities: Upon completion of the model development and validation phase, a 
comprehensive review would be conducted, involving internal stakeholders and potentially 
the external partner. Key activities include:  

Performance Review: Comparing the final model's performance (on the test set and via 
clinical review) against the initial goals and requirements set out in Section 1.4.  

Process Review: Evaluating the efficiency and effectiveness of the project workflow, 
adherence to the plan, and management of scope, schedule, and budget.  

Vendor Performance Assessment: Measuring the contracted external partner's 
performance against agreed-upon deliverables, timelines, communication effectiveness, 
adherence to technical and ethical standards (including HIPAA compliance), and overall 
contribution to project success. This would inform future vendor selection.  



Documentation of Lessons Learned: Capturing key insights, challenges encountered, 
successful strategies, and areas for improvement across all aspects (data management, 
modeling, validation, ethics, collaboration, vendor management).  

Knowledge Transfer: Ensuring adequate handover of documentation, code (if applicable 
per contract), and operational knowledge from the vendor to the internal team responsible 
for ongoing monitoring or future development.  

Outcome: A documented record of project outcomes, vendor performance, and 
actionable lessons learned to inform future AI/ML initiatives within the healthcare provider 
organization, improving processes, refining requirements, and optimizing partner 
selection.  

 


