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THE TIME IS NOW TO FORMALIZE YOUR ICD-10 INITIATIVE!

Critical ICD-10 Implementation Dates

As you may know, the International Classification of Disease (ICD) is a set of 
codes used to report healthcare diagnoses and procedures created by the 
World Health Organization (WHO), currently used worldwide.  The release of 
the 10th revision (ICD-10) by the WHO has been in use by other countries since 
1994 and the U.S. Department of Health and Human Services (HSS) ruled in 
favor for a U.S. implementation date of October 1, 2013. 

As the last industrialized country to adopt ICD-10, you may already appreciate 
the danger of not migrating to this new code set: most importantly, we will not 
have compatible data to compare internationally. As many other countries 
have already moved to ICD-10, the U.S. continues to capture morbidity data 
using the outdated classification system, ICD-9. This has already and will 
continue to lead to problems identifying and tracking new, global health 
threats.  

Why Think About ICD-10 Implementation Now?

Although the United States mandated compliance date is not until October 1, 
2013, in order to deploy a successful implementation of ICD- 10 and receive 
the best possible return on investment, now is the time to begin planning your 
implementation strategy.  There are several specific reasons to begin your 
planning process today including:

 Changes to the coding sets will impact virtually every aspect of the 
business process and technology for all parties across the entire
healthcare value chain.  

 The extent of the impact of this change is projected to be as great 
as or greater than the implementation of the HIPAA standard 
transaction set implementation.

 Significant process assurance and technology testing will be 
required in advance of the deadline to ensure proper compliance. 

Executive Summary:

 ICD-10 compliance 
date has been set 
for October 1, 2013

 The new code sets 
will impact 
Providers, Payers, 
Vendors and others

 Although the 
compliance date is 
not for some time, 
many activities 
need to be 
completed
between now and 
then:
 Impact 

assessment
 Business process 

changes
 Technology 

changes and 
testing
 Partner 

compliance 
testing

 Complementary 
planning sessions 
available from 
Himes Consulting 
Group to better 
understand how 
your organization 
will be impacted

Contact Rob Himes at : 
robhimes@himesconsulting.com

to launch your ICD-10 
initiative
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Later in this document we will share with you some recommended activities to 
prepare your organization for the implementation of ICD-10, but first some 
background to help you better understand the magnitude of the ICD-10 effort.  
The remainder of this document provides an overview on:

 The similarities and differences between the current code sets and 
the new code sets

 The impacts of ICD-10 implementation
– Estimated implementation costs
– Estimated implementation benefits

 The key activities that each organization should consider
 How Himes Consulting Group can help to comply with the 

government mandate.

Similarities and Differences

ICD-10 is broken into two code sets.  The first code set, ICD-10-CM (Clinical 
Modification) is the code set for coding patient diagnoses.  In many ways, ICD-
10-CM is similar to ICD-9-CM.  The guidelines, conventions, and rules for ICD-
10-CM are similar to ICD-9-CM as well as the organization of the codes.  
Anyone who is qualified to code ICD-9-CM should be able to easily make the 
transition to coding ICD-10-CM.  This code set far exceeds its predecessors in 
the number of concepts and codes provided.  The primary reason for the 
increase is the expansion of codes available to describe a certain condition.  

The second code set, ICD-10-PCS (Procedural Classification System) is a code 
set designed to replace Volume 3 of ICD-9-CM for inpatient procedure 
reporting.  It will be used primarily by hospitals and by payers.  ICD-10-PCS is 
significantly different from the current coding sets (Volume 3 and from CPT 
codes) and will likely require significant training for users.  ICD-10-PCS has 
approximately 86,000 seven-digit alpha-numeric codes. Codes are selected 
from complex grids, based on the type of procedure performed, approach, 
body part, and other characteristics.  
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This new procedure code set (ICD-10 PCS) was built to:

 Allow for a unique code for all substantially different procedures
 Accommodate expandability
 Allow for the incorporation of new procedures as unique codes
 Provide a multiaxial structure - a structure where each digit has a 

standard meaning within and across procedure sections
 Utilize a standard terminology -the coding precision is enhanced with a 

standard meaning for each character

Below is a table that summarizes some of the similarities and differences 
between ICD-9 and ICD-10.

Differences Between ICD-9 and ICD-101

Item ICD-9 ICD-10
Volume of Diagnosis Codes 13,000 68,000
Volume of Procedure Codes 3,800 86,000
Composition of Codes  Mostly numeric, 

with E and V codes 
alphanumeric. 

 Valid codes may 
have three to five 
digits.

 All codes are alpha-
numeric, beginning 
with a letter and with 
a mix of numbers and 
letters thereafter. 

 Valid codes may have 
three to seven digits.

1 According to American Health Information Management Association (AHIMA) (2008)

What is the impact of ICD-10?

With such a dramatic increase in the number of codes the changes within the 
healthcare organizations will be both procedural and technological.  While 
these changes will require a significant investment, there are significant 
benefits as well. Below is a summary of each.

Estimated Implementation Costs

A few studies have been performed to identify the implementation cost 
associated with implementing ICD-10.  The first summarizes the potential 
implementation costs across Providers, Payers and Government programs: 
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Summary of Preliminary ICD-10 
Implementation Estimates2 (000)

Training Low High 
Health Care Providers $ 619,315 $ 61,076
Payers $ 60,000 $ 120,000

Total $ 679,315 $ 1,081,076
System Implementation Low High
Health Care Providers $ 1,898,015 $ 5,710,210
Payers $ 324,000 $ 747,500
Government Programs $ 300,000 $ 520,000

Total $ 2,522,015 $ 6,977,710
Partner Testing Low High
Contract Re-Negotiation $ 34,265 $ 137,060

Total Cost $ 3,235,595 $ 8,195,846

2 Information obtained from the Haygroup report titled, “Examining the Cost of Implementing ICD-10” (2006).

Another study specific to physician practices and estimated that for a typically 
large practice, the total cost impact of the ICD-10 mandate could be as much as 
$2.7 million.

Total Cost Summary Physician Practices3

Cost Typical Larger4 Practice
Education $ 46,280 
Process Analysis $ 48,000 
Changes to Superbills $ 99,500 
IT $ 100,000 
Increased Documentation $ 1,785,000 
Cash Flow Disruption $ 650,000 
TOTAL $ 2,728,780 

     3 Information obtained from the Nachimson Advisors report titled, “The Impact of                                                                                                                                                                    
     Implementing ICD‐10 on Physician Practices and Clinical Laboratories” (2008) 

    4 A “typical” large practice, comprised of 100 providers, with 64 coding staff comprised                                                                 
    of 10‐full time coders and 54 medical records staff

Himes Consulting Group, Inc.
1524 W. Ohio

Chicago, IL 60642

PHONE:
(312) 961-6656

FAX:
(312) 455-1239

E-MAIL:
robhimes@himesconsulting.com

Visit us Web at: 
www.himesconsulting.com

News You Can Use



Copyright Himes Consulting Group, Inc. 2009                                            5

As you can see, the healthcare industry is facing a significant cost of 
implementation over the next several years.

Implementation Benefits

As the potential costs of implementation are significant, let’s not forget about the 
positive impact of implementing ICD-10!  The transition to ICD-10-CM and ICD-10-
PCS is anticipated to improve the capture of healthcare information and bring the 
United States in step with coding systems world-wide.   It will expand the ability for 
surveillance to develop and quickly respond to interventions and emerging 
diseases.  It will also result in:

 Better defined coding structure resulting in accuracy and specificity
 Higher quality information for measuring healthcare service quality, safety, 

and efficiency
 Improved efficiencies due to fewer rejected/returned claims resulting in 

lower costs
 Reduced coding errors resulting in time and money saved
 Greater achievement of the benefits of an electronic health record
 World-wide recognition of advances in medicine and technology
 Improved ability to track and respond to international public health threats
 Enhanced ability to meet HIPAA electronic transaction/code set 

requirements
 Space to accommodate future expansion
 Alignment of the United States with coding systems world-wide

For those who prepare appropriately, leveraging the ICD-10 investment will allow 
organizations to move beyond compliance to achieve a competitive advantage.
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The chart below shows a summary of estimated financial benefits to all 
constituencies in the healthcare value chain (e.g., Providers, CMS, Payers, 
Vendors, etc.) over a ten year period5.

Summary of Estimated Benefits over a Ten-Year Period5 (000)
Category Benefits6 Largely Due to:

More-accurate payment for new procedures 100 - 1,200 ICD-10-PCS
Fewer rejected claims 200 - 2,500 Both
Fewer fraudulent claims 100 - 1,000 Both
Better understanding of new procedures 100 - 1,500 ICD-10-PCS
Improved disease management 200 - 1,500 ICD-10-CM

5 Information obtained from the RAND Report produced by RAND Corporation. “The Costs and Benefits of 
Moving to the ICD-10 Code Sets” (2004)

6 Benefits are not discounted over time

While the costs of implementation are significant as the changes required to 
implement ICD-10 will impact nearly all business processes and systems of the 
core payer administration process and the provider revenue cycle, so too are 
the potential benefits.

Activities and Timelines for Consideration

The original compliance dates have been extended for implementation of ICD-
10 to October 1, 2013 to allow more time to prepare for the transition.  Even 
with the extension the transition date still represents an aggressive timeframe 
for completion and it is recommended to begin planning as soon as possible to 
be appropriately prepared.
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The timeline below reflects activities and /or sets of activities that should be 
addressed between now and the compliance date providing rough estimates of 
when certain items should be addressed:

How Himes Consulting Group can help?

Working backwards from the compliance date, depending on the changes 
required, an organization has many things to consider between now and Q3, 
20013.  Since ICD-10 will affect nearly every function in the healthcare value 
chain it is critical to understand the full impact and magnitude of the change on 
your specific organization.  Once completed, a comprehensive action plan can 
be developed and implemented to move your organization from its current 
operating environment to the new operating environment that includes ICD-10 
code sets.  Himes Consulting Group (HCG) offers two specific services to assist 
healthcare organizations work through the preparation and execution of their 
ICD-10 initiatives:

1) ICD-10 Impact Analysis –This service is a comprehensive review of all 
the business processes and technology touch points that will be 
affected by the implementation of the ICD-10 code sets.  The outcome 
is an actionable implementation approach to address all of the 
business processes, technology and partner relationships impacted by 
the ICD-10 implementation.
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2) Program Monitoring Framework – This offering uses the results of the 
Impact Analysis and combines it with our proven project management 
and monitoring methodology complete with:

 Executive and staff level communication plans
 Progress checkpoint briefing documentation
 Cross-initiative risk mitigation strategies and methods
 Issue identification, resolution and migration strategies

The benefit and outcome is the use of a proven methodology to 
implement large change and a fact-based, ongoing assessment of the 
progress of the ICD-10 implementation up to and including the testing 
of the new process and technologies.

The graphic below shows when these two service offerings should be executed 
relative to the ICD-10 implementation timeline:

The table below provides some additional details to each effort:

ICD-10 Impact Analysis Program Monitoring Framework

Objectives Conduct a comprehensive view of all of the 
business process and technology touch points 
that may be affected by the ICD-10 
implementation.

Provide a fact-based implementation 
framework that monitors forward progress, 
assesses cross-project risk, and identifies 
mitigation strategies for mid-project issues.

Key Activities

 Identify critical process information 
owners

 Assess core business processes for impact 
and touch points

 Determine impact on internal 
technologies

 Identify and evaluate 3rd party 
integration points

 Formulate master implementation 
strategy

 Develop implementation framework and 
communication plan

 Customize the monitoring mechanism to 
fit the organization and the complexity of 
the implementation

 Schedule and conduct executive and 
project team checkpoint meetings

 Develop and implement alternative 
implementation approaches

Outcomes

 Comprehensive list of business processes, 
technologies, and partners affected by 
the up-coming ICD-10 implementation

 An actionable implementation approach 
to address all of the affected areas

 Utilize a proven methodology to 
successfully manage and deploy large 
scale business and technology changes in 
compliance with ICD-10 mandate
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Conclusion
As discussed earlier, ICD-10 implementation will have a significant impact 
across the entire value chain.  Organizations that proactively, and in a 
structured fashion, identify the specific areas affected by ICD-10 within their 
organization and use a proven method to implement the necessary changes 
will have the highest probability of achieving success by the compliance date.  
Don’t delay.

With our healthcare and the large initiative implementation experience, let 
Himes Consulting Group lead the strategy and implementation of this critically 
important initiative.

Contact Himes Consulting Group for a complementary working session on 
planning your ICD-10 initiative by emailing Rob Himes at 
robhimes@himesconsulting.com .

For more information about this topic please contact the authors at:
Rob Himes, Managing Partner
robhimes@himesconsulting.com

Samantha McCarthy, Senior Consultant
samanthamccarthy@himesconsulting.com
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About Himes Consulting Group

Himes Consulting Group (HCG) is a Business Optimization Company dedicated 
to helping organizations ensure the basic business essentials are in place to 
repeatedly deliver predictable results. HCG provides consulting and sourcing 
advisory services combining industry expertise and operational improvement 
experience at an affordable rate.  With a primary focus on strategic and tactical 
fundamentals HCG is able to improve knowledge worker productivity by up to 
50%.

HCG’s focus is not about “completely transforming” your business. In most 
cases, that’s not necessary! What is necessary is the relentless execution of 
core blocking and tackling to consistently produce results. Our advantage is 
over 20 years in helping all size organizations across multiple industries achieve 
measurable results.

Himes Consulting has deep industry knowledge in specific industries to 
immediately focus on SOLVING YOUR PROBLEM not learning the industry.  
Specific healthcare experience includes:

 Implementation planning and execution of an outsourcing initiative in 
preparation for HIPAA standard transaction implementation

 Consolidation of a large healthcare payer project management 
function from 19 disparate functions to one, centralized standard 
delivery model

 Process redesign and implementation of the Group and Individual 
enrollment process for an east coast Blue plan

Himes Consulting Group is headquartered in Chicago, IL.  For more information 
please visit www.himesconsulting.com or send an email to:
info@himesconsulting.com
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