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Sprint before you run—with InTegritySM

The proven process bringing new accountability and speed to Cerner implementations and upgrades

BY RODNEY BUFORD, S&P CONSULTANTS

ARTICLE

Agile project management is one of today’s more favored methodologies for accelerating complex IT implementations 

and its value is being demonstrated regularly. One of the practice’s hallmark innovations is the concept of project 

“sprints”—short bursts of intensive collaborative activity. These sprints are, deliberately iterative—meant to quickly 

stand up a well-defined segment of a larger project to trigger fast feedback and “proof of concept.”

It’s been said that “success has many fathers,” but as terminology like “agile” and “scrum” and “sprints” began 

attracting popular attention, our team at S&P recognized the dynamic as an approach we had been successfully 

embracing for the last decade. It’s also one that is integrally “baked in” to our S&P InTegrity implementation 

framework—which is fast becoming legendary for guiding healthcare organizations through complex implementations, 

upgrades, revenue cycle, and optimization projects.

S&P InTegrity a new approach to perennial challenges
At the end of 2017, our consultants and leadership met to brainstorm ways to capture and institutionalize at S&P 

some of the many best practices being successfully employed by our most successful teams. As we examined a 

variety of projects, project management techniques and client feedback, the skeleton of S&P InTegrity came together.

Leadership author John C. Maxwell likes to say “Fail early and often,” and this was one of the inspirations behind 

formalizing the use of “sprints” into the InTegrity framework.

Establishing sprints as a key element was really a matter of formalizing a process we’d been utilizing for many years—

small, nimble cycles of Design/Build/Educate/User Acceptance/Validate.

These deliberate iterative cycles deliver multiple benefits:

 • Bad ideas don’t go too far off track

 • Challenges surface sooner

 • “People issues” are addressed earlier in the process

 • Improved adoption & overall experience is realized

In the end, this all adds up to more efficient spending and better utilization of human capital.
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Formalized actions specific to our process include InTegrity Checks, InTegrity Markers and an InTegrity Cadence that 

provides clear direction around communications and expectation setting.

InTegrity

•  Provides strategic 
executional know-how 
by transcribing real-world 
insights, processes, and 
controls to provide for an 
agile solution to address 
your project’s specific 
complexities and risks

•  Delivers maximized return 
on investment while 
ensuring the success of  
an implementation

InTegrity Checks

•  Purpose: To measure 
successful completion of  
an “event”

•  Measurable checks 
designed to be tracked 
throughout “event”

InTegrity Markers

•  Purpose: To demonstrate 
the required progress 
towards the InTegrity 
Checks

•  Measurable markers  
that provide visibility to 
planned progress towards 
InTegrity Checks

InTegrity Cadence

•  Purpose: To organize  
and plan event 
communication consistently

•  Ability to provide clear 
direction/expectations  
for upcoming events

  8 WEEKS

Communicate Event

•  Share with the project team what 
events are on the horizon

• Create placeholders on calendars

•  Review attendees/workgroups  
to ensure appropriate audience

  4 WEEKS

Lock in Event

•  Solidify event with formal invite

•  Lock in locations  
(rooms, GTM, etc.)

•  Agenda’s should be being created 
and reviewed with project team

  1 WEEK

Identify Specific Needs 
(fine tune)

•  Identify any gaps with  
upcoming agenda

•  Be prepared to make any last 
minute agenda changes

•  Bring any issues/risks/barriers  
to the event

  2 WEEKS

Distribute Agenda 
(expectations)

•  Final agenda should be sent

•  Expectations should be set  
for upcoming event

•  Identify any focus groups that need 
to be called out

InTegrity Cadence
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Agile Project Management, the Scrum, and the Sprint
Dr. Jeff Sutherland and Ken Schwaber introduced the Scrum software development process at an industry 

conference (OOPSLA) in 1995. The two co-authored the Agile Manifesto in 2001.

  The principles were based on a 1986 article by Hirotaka Takeuchi and Ikujiro Nonaka in the Harvard 

Business Review, which outlined 30-day cycles of plan, build and monitor sprints. The name Scrum was 

chosen in reference to the rugby scrummage, as the system involves “a cross-functional team” who “huddle 

together to create a prioritized list.”1

Today, even the biggest EHR vendors are getting on the agile/scrum/sprint bandwagon. 

In a 2018 Case Study, published by CollabNet/VersionOne, the Director of Cerner Technology Services, Matt 

Anderson, cites the benefits of agile processes in reducing their time to market by 75% and reducing the turnaround 

time for resolving critical defects by 50%.2 In Cerner’s adaptation of “pragmatic agile” project management their 

quick-iteration practice also makes use of sprints, along with a “framework” that mimics the S&P approach quite 

strikingly—basically substituting the term “gateways” where S&P Consultants employs “checks.”

“A rose by any other name...”
To stressed IT organizations struggling to get the job done, perhaps 

it’s less important what a process is called, than finding a way to 

incorporate its benefits as quickly as possible.

A large mid-western health system with three hospitals and more 

than 7,000 employees has been implementing a Cerner revenue 

cycle solution in partnership with S&P Consultants. The use of agile 

principles layered into the respective processes of Cerner and S&P 

(via the InTegrity framework) has been instrumental in accelerating a 

successful clinically-driven revenue cycle initiative.

Over the past two years, murmurings about S&P InTegrity have even 

echoed in the halls of gatherings such as CHC in Kansas City, with 

one S&P client—CGH Medical Center—presenting a keynote that 

demonstrated the soundness of the approach.

From sprints to victory laps
CGH, a progressive acute care facility in Northern Illinois, employs 

over 1500 individuals, with 115 physicians specializing in 35 areas 

of medicine. In 2017, they completed an aggressive clinically-driven 

revenue cycle implementation with a minimum of disruption to their 

organization and cash flow.

“InTegrity allowed us to optimize everyone’s time—especially the 

clinicians,” recalls CGH Medical Center’s CFO and VP of Fiscal 

Services Ben Schaab. “People knew that if we called them into a 

meeting it was because we really needed them, so they would attend. 

Questions got answered in real time.”

1   Wikipedia contributors. “Scrum (software development)” Wikipedia, The Free Encyclopedia, Accessed 5/3/19.

2  CollabNet website. Accessed 5/8/19. https://resources.collab.net/case-study/cerner

InTegrity sprints are very 

iterative by nature and not 

every client is comfortable 

with that at the start. But 

by the time we’re at sprint 

number three, everyone 

understands how it works—

they’ve seen how effective  

it can be.

Mark Hoffmann
Manager of Adaptive PMO 

S&P Consulting



Today, S&P is building the “InTegrity Institute,” a virtual library of learnings and trainings that allow the company to 

leverage every bit of hard-won experience—and disseminate it among peer organizations undertaking similar exercises. 

This accumulated wisdom promises to be a growing repository of best practices that will allow our consultants to take 

those best practices from previous projects and be able to use that as the foundation for those upcoming projects. 

The “InTegrity Institute” will also provide a great training platform and professional development resource for 

consultants at S&P—and potentially others beyond our group.

Best practices: Don’t sprint alone!
At S&P Consultants, we take pains to match client-side resources to carefully-chosen counterparts within our team. 

This matching makes for “super pairs”—with in-depth knowledge about their subject focus—who can get right to 

work, speaking the same language, with a shared understanding and context. We match RevCycle stakeholders to 

RevCycle experts, clinicians to clinicians and coders to coders. The result is that these implementations are very well 

aligned with a client’s vision. Expectations are clear and a more efficient and effective engagement is achieved from 

start to finish. All of this results in a rewarding project experience ending with successful projects.

The pace isn’t slowing: Sprinting is a vital skill
An even more dramatic illustration of the value of sprints can be seen in a recent project completed for a physician-led 

organization comprised of three hospitals and more than 60 outpatient locations and clinics throughout the Northwest 

Missouri region. In just 97 days—possibly an industry record—S&P Consultants and the client’s team converted a 

newly-acquired hospital from Epic to an integrated Cerner environment.

Beyond sprinting lies a successful finish line
The best part of InTegrity is that sprints are only one component of a comprehensive framework, designed to bind 

strategy to execution at every step of an implementation.

As Hoffmann explains: “More than once, we’ve had a client decide to rely strictly on vendor implementation resources, 

only to return to us later in the process for help. The resources a big vendor has—while often very knowledgeable 

about their design—are not always the most experienced. Using S&P InTegrity our team can take a client through 

design reviews and, based on dozens of real-world implementations, point out what’s likely to work and where they 

might not get what they’re expecting. This is especially helpful where IT and Clinical teams intersect. If you just build 

something and then pass it over to your clinicians, it’s guaranteed to be a train wreck. InTegrity breaks down the walls 

between processes and technology to create a mutual supportive atmosphere.”

The result? “We’ve never had a project fail.” says Hoffmann. “We carry every project across the finish line.”
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