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Section 1.3 Adopt – Select

Due Diligence: Reference Check Plan
Use this tool to assist you in arranging for and conducting reference checks as part of your due diligence for evaluating vendors against your key differentiators (1.3 Key Differentiators).

Arranging Reference Checks

Just as with site visits, reference checks should be conducted with organizations that are as similar to yours as possible. Ideally, they should be of the same size and type, have similar software packages, and have implemented and fully adopted the version of the product being considered. Also as with site visits, finding one place that exactly meets these criteria is very unlikely. The reference check process helps to fill in the gaps remaining after the site visits. For example, the site you visited may have had the version you were interested in, but not your incumbent vendor for other critical systems. Now you may choose to call a site that has an older version but the same base vendor. 

Vendors will supply you with a list of references. You should not accept a list that restricts you from making any reference checks you wish. If you can, make reference calls with organizations that have not been identified by the vendor, but were encountered through other processes, such as at professional meetings, trade shows, or other references.

Always call in advance to set up an appointment. Reference calls may be made as a conference call between representative stakeholders from both organizations, or on a peer-to-peer basis. The peer-to-peer basis generally does a better job of ensuring that all stakeholder questions are asked, although could introduce bias if the caller is particularly in favor or against a vendor under consideration. Calls may be facilitated by sending questions in advance, although answers may not be as candid.

Reference Check Data Collection Form

Although the ultimate goal is for you to complete your Key Differentiators Form, having a form (example below) that your team uses to gather data during a reference call can be helpful. Later you should be sure that the Key Differentiators Form is completed. 
Corporate Due Diligence

Decide whether to undertake corporate due diligence on the remaining vendor you are considering and the form it will take. In some cases, a call to its corporate headquarters may be sufficient. In other cases, you may want to do some background checking on the company. And/or you may decide to visit the corporate location. Some vendors will invite you to their corporate headquarters to learn more about their operations. This is especially true if you are managing a large organization with a lot of buying power.
The primary purpose for any corporate due diligence is to reassure yourself that the organization has sufficient staff to be responsive to your needs, is not likely go out business soon or be acquired by another vendor who would maintain the product for a reasonable period of time in order to migrate you to another platform, and has a corporate culture that meshes with yours. Remember, once you sign a contract, you are signifying the start of what ideally should be a positive long-term partnership. 
Reference Check Guide

Site: _______________________________ Host: ___________________ Product: ______________

Person(s) contacted at reference organization: ____________________________________________

Caller(s) from your organization: ____________________________________ Date: ____________

Establish similarity with your organization and learn about implementation:
Verify which of the following reference criteria are met by this call: 
( Similar size
( Similar specialty/facility mix 
( Similar number of sites


( Same base system
( Other similar source systems
( Same version of product

Establish basic understanding of the organization’s level of implementation and adoption:

1. Is the application deployed throughout your whole enterprise, or only in some settings? If not in all settings, why not?

2. What interfaces do you have that connect with this vendor’s product to other applications from different vendors?

3. What other information system products from this vendor and others do you have installed in your organization?

4. Did you have to upgrade any other aspects of your information technology in order to use the application, such as your network, input devices, other?

5. What do you like most about the product you acquired from this vendor? 

Determine how successful the implementation was:

6. How long did the vendor take to begin implementation after the contract was signed?

7. How long did the vendor take to fully implement once the implementation began?

8. Describe the implementation team you put together from your organization. How many people? What skills? What were their primary roles? How much did you customize the application?

9. How long did users take to learn how to use the system with full competency?

10. What training methods did you use to successfully get users into a productive mode quickly?

11. If you had to do the implementation over again, what would you do differently?

12. What does your organization like least about the product, and what have you had the most problems with?

Learn about ongoing maintenance and use:

13. What kind of staff do you have on an ongoing basis to maintain and enhance the use of the application?

14. Does the vendor supply regular upgrades? Is the vendor responsive to proposed changes? 

15. When you have had to contact the vendor for support, how long did it take for a response that resolved the issue?

16. What savings have you achieved with the implementation of the product, and how did you go about achieving them?

17. Is there an enhancement to the product that the vendor has been promising but has not delivered that we could include as a contractual condition for us that might also benefit you?

18. Is there anything else that you would like to tell us about your experience with the product? 
Any lessons learned or good advice? 

Follow up on any specific questions from demos or site visits:
19. Follow up item #1
20. Follow up item #2
21. Etc.
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For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org
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