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For more than 20 years, ROCKCREST has partnered with healthcare organizations to
implement, stabilize, and optimize HR technology. Our work spans hospitals, physician
groups, behavioral health organizations, rehabilitation facilities, and long-term care
providers, many operating across multi-facility environments.

ROCKCREST has worked with hundreds of healthcare organizations to lead HR system
implementations, from initial planning through go-live and post-implementation
stabilization. We support configuration, testing, data readiness, and deployment to ensure
systems are implemented in a way that aligns with workforce operations, regulatory
requirements, and labor cost visibility. Our consultants bring deep experience across the
major enterprise and mid-market HR platforms used throughout the healthcare sector.

ROCKCREST's HCM consulting approach is grounded in a practical understanding of
healthcare's regulatory and operational realities. In healthcare, successful implementation
requires more than deploying technology. It requires aligning system design to real
workflows, preparing teams for change, and ensuring the system can support compliance,
audit readiness, workforce oversight, and effective labor cost management from day one.

OUR EXPERTS +] HEALTHCARE HCM
SUPPORT ENGAGEMENTS

Medical & surgical hospitals Implementation delivery & project mgmt
Multi-site physician groups System configuration & deployment
Behavioral health organizations Data migration & system readiness
Rehabilitation facilities Testing & go-live support

Long-term & elder care providers Post-go-live stabilization

Specialty medical networks Process optimization & automation
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HR IMPLEMENTATIONS
ARE HIGH-STAKES IN
HEALTHCARE

Why HR System Implementation Is Different in Healthcare

HR system implementations in healthcare carry immediate operational risk,
impacting staffing, compliance, and patient care. They cannot be approached as
standard technology deployments.

HR systems in healthcare support workforce functions that directly impact staffing continuity, payroll
accuracy, and day-to-day operations. Implementation decisions influence scheduling, credential
management, and workforce visibility across facilities.

Healthcare workforces are inherently complex. Clinical, administrative, and contingent workers often
operate within the same system, each with unique pay structures, scheduling rules, and operational
requirements. These must be accurately configured to avoid disruption.

In healthcare environments, errors carry immediate consequences. Payroll inaccuracies, scheduling
gaps, or incomplete workforce data can disrupt staffing coverage, increase labor costs, and impact
patient care. Limited visibility and poor control of contingent labor only compound these challenges.

Due to these realities, HR system implementation must be treated as a workforce transformation
effort, not simply a technical deployment.

SUCCESSFUL IMPLEMENTATIONS REQUIRE

Strong governance Clearly defined Rigorous testing Structured change
and executive requirements carried across payroll and management and
alignment from selection workforce scenarios adoption planning

It is measured by the organization’s ability to operate efficiently and fully leverage the system

| ﬁ In healthcare, implementation success is not measured by go-live.
from day one.

U 507 of healthcare technology implementations fail to
p tO O meet their intended goals due to gaps in planning,

configuration and execution.

@2026 ROCKCREST 3



ROCKCREST

GOVERNANCE DRIVES
IMPLEMENTATION
SUCCESS

Successful HR system implementations in healthcare are driven by governance, not technology.

One of the most common causes of failure is a lack of clear ownership, decision-making structure,
and cross-functional alignment. Without defined governance, projects stall, priorities conflict, and
outcomes become inconsistent.

Healthcare implementations require coordination across HR, payroll, IT, finance, and operations,
each with competing priorities and constraints. In many environments, governance must also
account for union agreements, facility-specific practices, and clinical leadership priorities that shape
how workforce rules are defined and enforced.

A strong governance model ensures decisions are made efficiently, risks are managed proactively,
and the implementation stays aligned with operational and organizational goals.

CORE ELEMENTS OF EFFECTIVE GOVERNANCE

Executive Active executive sponsorship ensures the implementation remains a priority, aligns with strategic
Sponsorship goals, and has the support needed to move forward without delays.

Cross-Functional Implementation teams should include HR, IT, payroll, finance, and operational leaders. This
Alignment ensures system design reflects real workflows and avoids disconnect across functions.

Clear Decision Decision-making authority must be defined early. Without it, projects can stall due to competing
Ownership priorities and unclear accountability.

Structured Regular governance meetings, defined escalation paths, and clear milestones provide visibility,
Governance Model accountability, and consistent progress throughout the implementation.

Implementation A structured project plan, defined milestones, and active program management ensure timelines
Project are maintained, risks are addressed, and the implementation stays on track.
Management

In healthcare, implementation challenges rarely stem from the system itself. More often, they result
from misalignment, unclear ownership, and inconsistent decision-making.

Strong governance provides the structure needed to manage complexity, reduce risk, and ensure
the system is implemented in a way that supports long-term workforce operations.
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DEFINE REQUIREMENTS
& DESIGN THE FUTURE
STATE

Effective HR system implementations in healthcare are built on clearly defined requirements and a well-
designed future state.

One of the most common implementation challenges in healthcare occurs when organizations move
too quickly into system configuration without first aligning on how the system should support their
workforce. This often results in recreating inefficient processes rather than improving them.

Requirements defined during system selection must be carried forward and expanded during
implementation. This includes translating high-level needs into detailed system functionality,
workflows, and data structures, particularly in areas where credentialing, license tracking, and
regulatory compliance processes create risk or require manual oversight.

FROM CURRENT STATE TO FUTURE STATE

Effective implementation requires a clear understanding of both current processes and desired
outcomes. Organizations should assess:

Where manual
processes create
inefficiencies

Where approvals
slow down
operations

Where data
visibility is limited
or inconsistent

Where workforce
processes vary across
facilities

This assessment allows organizations to define a future state that improves efficiency, consistency,
and workforce visibility.

BUILDING BLOCKS OF THE FUTURE STATE

Workforce Processes
and Workflows

Define how core HR,
payroll, scheduling, and
approval workflows should
function within the system.
This includes standardizing
processes across
departments and facilities
where possible.
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Data Structure and
Job Architecture

Establish consistent job
structures, organizational
hierarchies, and data
standards. Clean, well-
structured data is
essential for accurate
reporting and system
performance.

Compliance and
Workforce Controls

Ensure the system
supports key workforce
controls such as credential
tracking, approval
workflows, and audit-
ready reporting
processes.

Reporting and Analytics
Requirements

Define what leadership
needs to see. Identify
required dashboards,

workforce metrics, and

reporting capabilities to
support decision-making.
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CONFIGURE, INTEGRATE, &
PREPARE FOR GO-LIVE

This is where implementation decisions are translated

(@) into how the system actually functions. Configuration
must accurately reflect workforce processes, pay rules,
and operational workflows defined in earlier phases.
Once requirements and
future-state design are At the same time, healthcare organizations must ensure
defredl he Geus dhis o that the system connects seamlessly with existing

T - technologies. HR platforms do not operate in isolation
system configuration,

integration, and

egra They must integrate with payroll, financial systems,
validation.

clinical platforms, and workforce tools to ensure
consistent and reliable data across both operational
and patient-facing environments.

& O

Configuration Integration Data Migration Validation

Configuration, integration, and data are tightly interconnected. Decisions made in one area directly
influence system behavior across others, particularly in complex healthcare environments where
workforce rules, pay structures, and compliance requirements intersect.

Successful implementations validate these components together, ensuring the system performs

consistently across payroll, scheduling, and reporting, and supports day-to-day operations without
disruption at go-live.
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EXECUTE, DEPLOY,
& STABILIZE

Implementation success depends on data accuracy, controlled deployment,
and strong post-go-live support.

Once configuration and testing are complete, the focus shifts to execution, data readiness,
and go-live planning.

Execution —— Data readiness —— Go-live planning

From System Design to

Each phase determines whether the system performs as expected in a live

Live Operations
healthcare environment.

GO-LIVE CONSIDERATIONS

Data Migration &
Validation

Ensure employee, payroll,
credential, and workforce
data is accurately migrated,
reconciled, and validated
prior to go-live.

Training & End-User
Support

Prepare managers and
employees with targeted
training and accessible
support resources aligned to
shift-based environments.

Go-Live Strategy &
Deployment

Define a clear go-live
approach, including cutover
planning, contingency
scenarios, and support
models to minimize
operational disruption.

Post-Go-Live
Stabilization

Monitor system performance,
resolve issues quickly, and
reinforce adoption to ensure
operational continuity.

Reporting &
Visibility Setup

Configure dashboards,
workforce metrics, and
reporting structures to ensure
leadership has immediate
visibility from day one.

Security &
Compliance Controls

Validate role-based access,
audit controls, and
compliance processes to
ensure regulatory
requirements are met from
go-live onward.

Execution, data readiness, and go-live planning ultimately determine whether the system performs
reliably in a live healthcare environment. Without structured deployment, validated data, and clear
support models, even well-configured systems can fail at go-live.
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ADOPTION DETERMINES
IMPLEMENTATION
SUCCESS

(@) The success of an HR system is
not determined at go-live, but
by how well it is adopted,
supported, and sustained over
time.

In healthcare, adoption is critical. Adoption determines whether an HR system delivers value or creates
operational friction.

But access alone is not enough. Adoption requires structured training, ongoing support, and alignment
with how clinical and operational teams actually work. Training must fit shift-based schedules and varying
levels of experience, with frontline managers reinforcing consistent use.

Post-go-live support is just as important. Without it, organizations often fall back on manual workarounds,
inconsistent data, and limited visibility.

Successful implementations go beyond go-live. They require ongoing user enablement, strong support,
and continuous alignment with workforce operations.

4 DRIVERS OF ADOPTION &
SUSTAINED SUCCESS

O *** o2

o A 22 5
Manager Employee Training & Change

Enablement Experience Support Management

In healthcare, low adoption quickly creates operational inefficiencies. Manual workarounds,
inconsistent processes, and incomplete data reduce visibility and increase administrative burden.

When training, support, and post-go-live management are structured and sustained, organizations
gain the full value of their HR systems. Processes become more efficient, data becomes more
reliable, and leadership gains the visibility needed to manage workforce operations effectively.
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HE HR
TECHNOLOGY
LANDSCAPE
POWERING
HEALTHCARE

(@) Healthcare organizations do not struggle because
of the HR systems they select. They struggle
because of how those systems are implemented.

Across the healthcare sector, organizations invest in platforms to support workforce operations,
payroll, credentialing, and talent processes. Yet even well-selected systems often fail to deliver
expected value when implementation does not fully align with how the workforce actually operates.

ﬁ In most cases, the limitations are not technical. They stem from how the system is
configured, how data is structured, and how processes are translated into the platform.

Implementation is where system capability HCM PLATFORMS FOR

either becomes operational reality or breaks HEALTHCARE ORGANIZATIONS

down.

Understanding this distinction is critical. The YV I(G A):‘I? workday

success of an HR system is not determined
by what it can do, but by how effectively it is

A . >
implemented and adopted across the ) puylocﬂy Paycor i d paycon
organization. In healthcare, this means
aligning systems with clinical operations, ORACLE infor

regulatory requirements, and the realities of
managing both employed and contingent
labor across complex care environments.

Schedule a consultation to get your HR system implementation right from the start.

rockcrest.com



https://www.rockcrest.com/contact
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