Driving Acquisition Through IT Innovation

In Home Healthcare

2 Executive Summary

The client was a software provider for home healthcare agencies, offering a platform designed to manage in-home health visits.
The software’s primary functionalities included Electronic Visit Verification (EVV) for timekeeping during home visits and billing
capabilities for agency invoicing. As the healthcare industry evolved, the client faced increasing pressure to address system
stability and performance issues while expanding their software to include additional functionality, such as scheduling,
messaging, and real-time dashboards. The primary objective of the software owners was to revamp and significantly improve
the product, boosting its market appeal and preparing it for acquisition.

Total Transformation Capital Cost: $500K over two years

@ Role and Objective

| was hired as an outsourced CIO, tasked with designing a comprehensive IT transformation roadmap to rebuild and modernize
the software. My primary objectives included stabilizing the platform, enabling new functionality, and aligning the technology
with industry standards to maximize the software’s appeal to prospective buyers.

. Challenges

The client’s existing platform was struggling to meet the demands of its user base due to several critical challenges:

e System Crashes: Frequent system outages severely impacted service reliability and frustrated users.

e Performance Issues: The system’s architecture was ill-equipped to handle high call volumes, resulting in poor
performance, particularly with the EVV feature.

o Customer Attrition: Due to these performance issues, the software was losing clients, which threatened revenue and
the product’'s market viability.

With new funding secured, the software owners sought an expert to lead a complete technological overhaul that would
address these pain points, introduce essential new features, and prepare the platform for eventual sale.

1 Strategic Solutions And Actions

~] Platform And Technology Selection

e Modern, Compliant Technology Stack: Recognizing the need for a scalable, secure, and cost- effective solution,
| selected a LAMP (Linux, Apache, MySQL, PHP) open-source stack. This stack minimized software costs while providing
flexible development environment.

e HIPAA-Compliant Cloud Solution: Since the software served the healthcare industry, HIPAA compliance was
critical. | chose Firehost (now Armor), a cloud solution known for its security capabilities, to ensure compliance with
healthcare privacy regulations.

—] Building A Development Team And Establishing Agile Processes

e Qutsourced Development: To balance costs and bring in specialized skills, | engaged a skilled development team
based in India. This decision allowed us to accelerate development timelines and manage budgets effectively.

* Product Ownership and Agile Roadmap: I took on the role of Product Owner, collaborating closely with the
software owners to develop an Agile roadmap that supported iterative feature delivery and allowed for regular feedback
and course correction. This Agile approach was essential for maintaining momentum and ensuring each release
aligned with user needs.

~] Key Technical Enhancements:

e Enhanced EVV Capabilities: To improve the reliability of the EVV feature, we integrated Twilio’s API for phone-
based check-ins and check-outs. This telephony solution ensured consistent performance during peak usage times.

e Responsive Design: To avoid the costs and complexity of a separate mobile app, we implemented a responsive
design for the web platform. This approach allowed users to access the software seamlessly on mobile devices,
enhancing usability without a separate development effort.

—~] Implementation Of New Features And Functional Expansion:

e Scheduling and Billing Improvements: To better support healthcare agency operations, we developed
advanced scheduling tools, enhanced billing and reporting capabilities, and introduced a streamlined, integrated user
experience.

e Messaging and Third-Party Integrations: We added secure in-app messaging for real-time communication
and integrated with third-party claims management systems, providing a robust, all-in-one solution for healthcare
agencies.

~] Migration To The New Platform:

e C(Client Migration Leadership: Once the software reached sufficient maturity, | led a six-month migration process
to transition existing clients to the new platform. This involved coordinating data migration, training, and support efforts
to ensure a seamless transition with minimal disruption to client operations.

=~ Results And Outcomes

e Enhanced System Reliability and Performance: The revamped platform eliminated previous stability issues,
allowing the system to handle high-volume call loads without crashing. This stability restored client confidence and
established a foundation for further growth.

e Expanded Market Reach and Client Retention: With new features like scheduling, enhanced billing, and
integration with third-party claims systems, the platform became a competitive and comprehensive solution, attracting
new clients while retaining existing ones.

e Achieving the Sale Goal: By the end of the third year, the software reached its full intended maturity. With its
improved performance, modern architecture, and expanded features, the software was successfully sold to a larger
industry player, fulfilling the owners’ objective of an acquisition.

< Reflection And Key Takeaways

This project underscored the value of strategic IT leadership in transforming legacy systems. Key insights from this
engagement included:

e Selecting the Right Technology Platform: Choosing a secure, scalable, and cost-effective technology stack
aligned with industry standards was crucial for reducing costs and ensuring compliance.

e Leveraging Agile Methodologies: An Agile approach enabled continuous feedback, adaptability, and feature
enhancement, making the platform more responsive to evolving client needs.

e Effective Stakeholder Engagement: Acting as Product Owner and migration lead, | maintained close
communication with stakeholders to ensure alignment and facilitate change management.

Through this project, | demonstrated the ability to navigate complex technical challenges and lead an end-to-end
transformation, from initial strategic planning to successful acquisition. This experience highlights my capacity to drive
significant improvements in IT infrastructure, user experience, and overall business value, making it a powerful addition
to my professional portfolio.



