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THE GAME 
PLAN

There comes a time in every 
healthcare executive’s career 

when he or she is staring down  
a system conversion. 



No matter the reason behind 
them, conversions are a risky 

undertaking and have the potential 
to incur significant unforeseen 
financial costs and disruptions  

in the patient experience.

It takes foresight from leadership 
and the right game plan to complete 
a system conversion that does not 
make a permanent dent in your revenue, 
considerably increase your aged A/R days 
or result in a drain on staff productivity. As 
with any long-term project, the team you 
put in place to carry it out will determine 
your success or failure. In this playbook, 
Conifer Health addresses the four critical 
elements that are frequently overlooked  
by hospital leaders that can lead to loss  
of revenue.



CHOOSE A 
SOLID TEAM 
CAPTAIN

CRITICAL ELEMENT #1



Thinking that a conversion will reside 
solely on the shoulders of the IT 
department, without the strong guidance 
of healthcare leaders providing clinical 
and financial oversight, is a recipe for 
disaster. IT operations will play a strong 
role, but this is a multi-disciplinary project 
and key stakeholders in all areas should 
be involved from the start to identify 
strategic outcomes.



In fact, the most critical consideration 
of any system implementation is not 
technical at all – it has to do with your 
team members and how they accept and 
adopt the new system and processes. 
Staff buy-in has the potential to make or 
break the entire project, and this should 
be a top consideration when choosing 
your project leader. You need a project 
leader with the ability and presence to 
effectively convey the importance of this 
project to clinical and business office 
staff, as well as provide examples and 
reports that relate to all of them. 

CHOOSE A SOLID TEAM CAPTAIN



Your project lead will be in 
charge of ensuring every 
stakeholder knows why  

you are transitioning.

During a conversion there is an increase 
in workload. Even in departments with 
the best culture and attitudes, there 
will be pushback and potential burnout 
and turnover. Your project lead will be in 
charge of confirming every stakeholder 
knows why you are transitioning, what 
the changes will mean for them, and the 
importance of their complete cooperation 
during the process. 

CHOOSE A SOLID TEAM CAPTAIN



CRITICAL ELEMENT #2

BUILD YOUR 
DEPTH 
CHART



Leaders also have to show that they 
will provide support to pick up the extra 
workload, especially in the business office 
where your revenue depends on staff and 
systems to run smoothly. Additional or 
temporary staff is an upfront cost that 
many times administrators hope to avoid 
or think they can re-evaluate as the project 
progresses, which is almost guaranteed to 
have a negative financial impact.



System conversions will 
increase workloads and 
non-productive hours.

Just to keep your A/R at baseline you  
will need to budget for overtime hours, 
not to mention the hours it will take to 
work down your legacy accounts as you 
convert to a new system. One of the best 
approaches is to think of additional A/R 
support as a lever that you dial up as 
training increases closer to Go-Live, and 
can dial back down as your legacy A/R 
workdown is complete and you are ready 
to terminate your old system. 

BUILD YOUR DEPTH CHART



Your staff training/working in new system

Additional patient accounting support working 
legacy A/R

Your staff working legacy system accounts

BUILD YOUR DEPTH CHART
You need ENOUGH STAFF  

to do the work

YOUR 
STAFF

ADDITIONAL 
SUPPORT

4 months  
prior

3 months  
prior

2 months  
prior

1 month  
prior

GO-LIVE

1 month  
after

2 months  
after

3 months  
after

4 months  
after



This is also a good time to evaluate  
your billing and collection practices as  
a whole. Your business office staff  
should focus on identifying issues that 
lead to backlogs in the first place,  
and work with the conversion team to 
make sure the issues don’t carry over  
into the new system.

BUILD YOUR DEPTH CHART



PRACTICE, 
PRACTICE, 
PRACTICE

CRITICAL ELEMENT #3



In best-case scenarios, organizations 
work through the conversion and then 
are able to fine-tune the new system for 
optimization. In poorly-run conversions, 
large amounts of time and money are 
spent post-conversion to fix issues that 
should have been realized during the set-
up, training and testing phases.



Testing the system 
against the organization’s 

business processes  
is almost always rushed 

or overlooked.

Whether it is excitement to get the new 
system running or over-confidence in the 
vendor’s setup capabilities, testing the 
system against the organization’s business 
processes is often rushed or overlooked 
from a business alignment perspective. If 
an organization has done testing, it is rarer 
still that they have allotted time to actually 
fix the root cause in the system and train 
the team on the new process. 

PRACTICE, PRACTICE, PRACTICE



Your team is going to know your operations 
inside and out, and the vendor is an expert 
in the functionality of their platform, but 
the two don’t always speak the same 
language and frequently have different 
priorities. Having experienced, dedicated 
resources to facilitate collaboration, 
standardize and improve processes, run 
robust testing scenarios and incorporate 
stakeholder feedback is crucial before 
game day.

PRACTICE, PRACTICE, PRACTICE



CRITICAL ELEMENT #4

THE BEST 
DEFENSE 
IS A GOOD 
OFFENSE



After so much planning, testing and 
preparation, the hope is that Go-Live will be 
anticlimactic, but it is still time for diligence; 
most organizations see a short-term dip in 
revenue collected immediately after Go-Live. 
At the end of the day, quality registration is 
the key to getting a clean claim out the door. 



Charges and admits should be carefully 
reconciled in the days and even months 
following Go-Live to identify and address 
discrepancies, as that temporary dip in 
revenue can quickly become permanent if 
admissions and billing complications due to 
unresolved system and process issues begin 
to snowball. 

THE BEST DEFENSE IS A GOOD OFFENSE



THE BEST DEFENSE IS A GOOD OFFENSE

Typical Post-Conversion  
Revenue Challenges:

A/R DAYS  
INCREASE

DNFB  
INCREASE

LATE  
CHARGES  
INCREASE

$$$



THE 
WINNING 

STRATEGY
With the complexities of a 

system conversion, there is no 
standard playbook to guarantee 

that your conversion will go 
perfectly, but there are plenty of 

ways to do things wrong. 



The most glaring of errors is not 
forecasting enough budget or support 
for staff during the planning phase 
of Go-Live under the guise of being 
fiscally conservative. By choosing the 
right leaders, emphasizing education, 
effectively setting up workflows and 
carefully monitoring charges after  
Go-Live, you will be starting off with 
a winning strategy. Your success also 
depends on having a good depth chart  
in your business office.



Conifer Health Solutions’ experts can 
help give you an advantage by providing 
a targeted A/R recovery and resolution 
solution so you and your teams can focus 
on every stage of your system conversion. 
We provide the competitive edge you 
need to optimize your new system, while 
bolstering revenue cycle performance. 
Our teams have worked with large and 
small hospitals and physician groups —
each with its own unique and customized 
EHR platforms and challenges, all while 
achieving A/R account resolution rates 
averaging 95% or higher.

≥95%

A/R ACCOUNT
RESOLUTION
RATES AVERAGE



Learn how Conifer Health 
can help you achieve 
performance goals, while 
focusing your resources 
strategically during your 
system conversion.
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