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The Multi-Vendor Interoperability Problem

Healthcare interoperability has evolved into a fragmented ecosystem of specialized vendors. The
typical healthcare organization now juggles relationships with at least half a dozen separate
solutions. Each vendor requires its own contract, its own integration, and its own operational
overhead. That seems manageable in isolation, but at scale? It is a complex nightmare.

Fragmentation rarely emerges from deliberate strategy. Nobody intended to build this way, it
happened organically, one reasonable decision at a time. You’ve implemented point to point
connections to meet customer demand. Then, three years ago, you needed fax capability, so you
contracted with a cloud fax provider. Last year, TEFCA patrticipation became strategic, so you
added a QHIN service. This quarter, a new product feature requires FHIR access, prompting yet

another vendor relationship and this time with regulatory mandates. The pattern repeats across the
industry.

Different departments make independent procurement decisions based on their immediate
requirements. For example:

. Clinical teams select point to point vendors
. Product teams choose fax solutions
. IT adds FHIR servers

It's difficult to see the full picture.

There's also a persistent assumption
that specialized vendors deliver
superior capabilities in their niche.
This logic feels sound until the
cumulative complexity becomes
apparent.

The good news is that a
comprehensive alternative now
exists. Vendor fragmentation is no
longer an unavoidable consequence
of healthcare's complex
interoperability landscape.




HIDDEN COST

The True Cost Beyond License Fees

When evaluating interoperability costs, organizations typically focus on the most visible expense:
vendor licensing fees. However, direct licensing costs often represent only a fraction of the total
cost of ownership.

The remaining amount hides in plain sight across five categories of expenses that rarely appear
in budget line items labeled 'interoperability.' The following takes a look at the bottom-line impact
for an organization integrating multiple interoperability vendors.

Integration Development & Maintenance

Each vendor requires custom integration work. Your engineering team must learn a new API,
understand vendor-specific quirks, build connectors, write error handling, and create test suites.

Initial Development Annual Maintenance

Let’s assume 8 weeks of setup time per Industry standards allocate 15% of original
vendor. That's $20,000 in labor costs, integration costs to maintain systems as APlIs
based on average developer salary from evolve, security patches require updates, and
the US Bureau of Labor Statistics. platform changes break compatibility.
Technical Debt Documentation Burden

Custom integrations become increasingly Each integration must be documented,

brittle, eventually requiring refactoring or maintained, and transferred to new team
complete replacement. members.

This is just the internal costs, on top of vendor setup and subscription fees.

Vendor Management

Managing multiple vendor relationships consumes significant operational resources, though this
cost rarely gets fully attributed to interoperability.

/)?/|T> Procurement complexity: Separate negotiations, legal reviews, and renewal
\.7>\- processes for each vendor.

o—) Invoice reconciliation: Each vendor has different billing systems, usage reports to
°-® review, and budget allocations to track.

&é’ Relationship management: Quarterly business reviews, roadmap discussions,
A8 and vendor health monitoring across multiple partners.



Support & Troubleshooting

When data exchange fails in a multi-vendor environment, the diagnostic nightmare begins. Is
the problem with the fax vendor? The QHIN provider? The FHIR gateway? Your own
infrastructure? The multi-vendor environment creates compounding support challenges.
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Complex Multiple tickets
troubleshooting The same issue
What should take requires

coordination across
multiple support
teams to isolate
root causes.

hours to resolve
stretches into
days or weeks
across vendors.

Security & Compliance
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Knowledge silos
Internal teams
must maintain
expertise across
platforms. When
key people leave,
knowledge walks
out the door.
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SLA gaps

No single vendor
is accountable
for end-to-end
data flow. Your
organization
absorbs the risk.

Each vendor represents a separate security and compliance burden. When protected health
information flows through multiple vendors, you're responsible for ensuring all of them

maintain appropriate safeguards.

. Risk assessments: Comprehensive
security reviews for each vendor's
infrastructure and practices

. BAA management: Multiple Business
Associate Agreements to negotiate,
execute, and maintain

. Compliance audits: HITRUST, SOC 2,
and HIPAA compliance verification
multiplied across vendors

" . Incident response: Complex breach
forensics involving multiple parties with
different logging systems

. Expanded attack surface: Each
vendor connection is another potential
vulnerability requiring monitoring




Opportunity Costs & Innovation Delay

Perhaps the most significant cost is what doesn't get built. Your product roadmap includes an
innovative feature that requires clinical data integration, but before your team can build that
feature, they need to integrate with another vendor. Let’s say the integration takes six weeks.
Testing takes two weeks. Bug fixes take another two weeks. Your innovative feature is delayed
by three months while competitors move forward.

Delayed time-to-market: New features wait for vendor
( integration instead of shipping immediately.
Misallocated engineering capacity: Talented developers
maintain integrations instead of building differentiation.
Competitive disadvantage: Competitors with streamlined
infrastructure ship faster and iterate more quickly.
Developer attrition: Engineers become frustrated maintaining
brittle integrations rather than innovating.
\ Incomplete data access: Despite multiple vendors, gaps in
coverage remain.

Product Blind Spots

Fragmented interoperability also narrows how teams conceive of what’s possible. When data
access is inconsistent, vendor-dependent, or difficult to operationalize, teams begin to design
around those constraints instead of around user needs or market opportunity. This directly
affects long-term competitiveness, product leadership, and growth.

Roadmaps Shaped by Reduced Experimentation A Lowered Innovation
Integration Feasibility and Workflow Cohesion Ceiling

Features are scoped Inconsistent data formats Products evolve

based on which vendors and coverage discourage incrementally instead of
are already connected new ideas that are difficult strategically.

instead of differentiation. to design.



Total Cost of Ownership Framework

To accurately assess your organization's interoperability costs, we've developed a
comprehensive total cost of ownership (TCO) framework that captures both direct
and hidden expenses.

The Five Cost Categories

Cost Category Key Components

Direct . Vendor license fees
—_ . Usage-based charges (per-transaction, per-message)
Costs . Implementation and onboarding fees
i . Initial development (engineering hours x hourly rate)
Integration . APl integration and testing

. Annual maintenance

Costs . Documentation and knowledge transfer

. . Vendor management (contracts, invoices, renewals)
Operational —s - Support ticket management and coordination

Costs . Internal staff training across multiple platforms
. Business relationship management
. . Security assessments and risk reviews
Security & . BAA negotiation and management

Compliance — . Compliance audits (H|TBUST, SOC 2, HIPAA)
. Incident response planning

. Delayed product launches

- . Engineering capacity diverted from innovation
. Competitive disadvantage from slower time-to-market
. Developer satisfaction and retention impact

Opportunity
Costs



Calculate Your Organization's TCO

Use this worksheet to estimate your annual interoperability TCO:

Cost Item Calculation Your Cost

Direct Vendor

Licensing Fees Sum all vendors $
mt?g{ation | 15% of original integration cost

ainténance (annua ) (assumed across all vendors) $
Vendor Management
Overhead Number of FTEs for management x salary $
Support &
Troubleshooting Time |7 hours x rate $
Security &
Compliance Activities # vendors x hrs/vendor $
Opportunity Cost # of months delayed x estimated subscription
(delayed features) §ees) + (engineering hours x salary) $

Total Annual TCO




STRATEGY

Strategic Alternatives to
Multi-Vendor Fragmentation

Once organizations understand their true interoperability costs, three strategic paths
emerge. Each offers different benefits depending on organizational maturity,
resources, and strategic priorities.

Status Quo Optimization Selective Consolidation Comprehensive Platform

BEST FOR BEST FOR BEST FOR
Organizations with Organizations wanting to Organizations prioritizing
complex legacy reduce vendor count while innovation velocity and
constraints maintaining some maximum TCO reduction

specialization

APPROACH APPROACH APPROACH
Maintain multiple vendors Strategically reduce from Replace all vendors with
while reducing costs through: 5-7 vendors to 2-3: single comprehensive
platform:
. Standardized integration . Consolidate commodity
patterns services . One API for all capabilities
. Consolidated . Retain specialized . One contract, invoice,
procurement solutions support team
. Centralized . Phased migration aligned . Complete communication
management team with contract expirations stack

The Strategic Shift: Comprehensive platforms transform interoperability from a cost center
requiring constant management to infrastructure that works seamlessly, allowing teams to
focus on their core mission.

Importantly, comprehensive platforms do not require organizations to commit to full
consolidation on day one. Many healthcare technology leaders adopt these platforms
incrementally, beginning with a single interoperability function and expanding usage as
organizational readiness, contracts, and priorities align.



The Path Forward

Healthcare interoperability has reached an inflection point. What began as a necessary
patchwork of specialized vendors has evolved into a strategic liability for many
organizations. The hidden costs of vendor fragmentation now significantly outweigh the

perceived benefits of multi-vendor strategies.

Five Critical Actions

CALCULATE YOUR TRUE TCO.

Use the TCO framework in this white
paper to understand all direct,

hidden, and opportunity costs. Most
organizations discover their
interoperability infrastructure costs
more than they realized. You can't
optimize what you don't measure. 1

ASSESS THE STATUS QUO.
The vendor ecosystem you built
organically may no longer serve
your strategic interests. Healthcare
interoperability has evolved, and
new comprehensive options exist.
Is the system you have in place
your best option?

I
EVALUATE CONSOLIDATION. I
Comprehensive platforms now offer |
capabilities that previously required multiple |
vendors. The technology has matured. The /
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PRIORITIZE INNOVATION OVER
INTEGRATION. Free your engineering
team from integration maintenance to
focus on product differentiation. Every
hour spent on vendor integration is an
hour not spent on innovation that

drives competitive advantage. 4

business models have proven viable.
Consolidation is no longer experimental; it's
increasingly the norm among leading
healthcare technology organizations. 3
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ACT STRATEGICALLY WITH TIMING.
Time vendor consolidation with contract
renewals to minimize transition costs.
Plan 12-18 months ahead. The

patience to execute consolidation
strategically often saves more than
rushed implementation gains. 5

Organizations that thrive in healthcare’s increasingly competitive landscape will be those
that treat interoperability as strategic infrastructure built for scale, speed, and reliability.



 Kno2

Connect Once.
Communicate Everywhere.

Kno2 is leading the future of healthcare communication as
a federally designated Qualified Health Information
Network (QHIN) and CMS Aligned Network. We provide
the nation's most comprehensive healthcare
communication infrastructure, enabling secure, effortless
exchange of patient information across providers, payers,
patients, and technology vendors.

Learn how Kno2 can help your
organization reduce interoperability
costs while expanding capabilities.

Email sales@kno2.com
Website www.kno2.com
Phone 1 (888) 390-6394




