AN INNOVATIVE CUSTOMER SUCCESS STORY
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DIFFERENT ON PURPOSE.

SightMD is a leading multi-location ophthalmology practice with 60+ clinics across New York
and New Jersey, specializing in comprehensive eye care, surgical procedures, and
advanced treatments. Operating in a rapidly consolidating healthcare market, SightMD
pursues an acquisition-driven growth strategy to expand its footprint and deliver integrated
care across the region.

Facing challenges integrating acquired practices with disparate technology systems,
unpredictable costs, and inconsistent security controls, SightMD needed a standardized cloud
infrastructure that could scale with their growth. Innovative Solutions, an AWS Premier Tier
Services Partner, partnered with SightMD to design, implement, and manage a repeatable cloud
architecture framework that transformed technology integration from a months-long bottleneck
into a predictable, days-long deployment process.

This case study explores how standardized cloud infrastructure, predictable cost modeling, and
enterprise analytics enabled SightMD to accelerate acquisitions while reducing operational
overhead and maintaining HIPAA compliance across all locations.

SightMD's acquisition-driven growth strategy required technology infrastructure that could scale
predictably and efficiently:

Accelerate Acquisition Integration: Deploy standardized infrastructure for newly acquired
practices in days rather than months, with predictable timelines and costs that support
due diligence and post-close execution.

Standardize Operations: Replace fragmented, practice-specific systems with consistent
cloud architecture, security controls, and operational patterns that work across locations
of all sizes.

Enable Data-Driven Growth: Unify disparate practice management and clinical systems into
an enterprise analytics platform that provides leadership with actionable insights.
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SightMD's existing technology environment created bottlenecks that prevented efficient
scaling through acquisitions:

Unpredictable Integration Timelines: Each acquired practice arrived with different
systems, infrastructure, and configurations. Technology integration required significant
manual effort with timelines varying from weeks to months depending on practice size and
complexity. Leadership lacked a consistent framework to forecast integration effort
during due diligence, making it difficult to model acquisition costs accurately or plan post-
close execution.

Inconsistent Security and Compliance: Disparate security controls across locations
created risk in a HIPAA-regulated environment. Each practice had different approaches
to access management, encryption, logging, and monitoring. Bringing newly acquired
practices into compliance required extensive remediation work, adding friction and delay
to integration timelines while exposing the organization to regulatory risk.

Fragmented Analytics: Practice management and clinical systems varied across locations,
making enterprise-level reporting nearly impossible. Consolidating data for operational
insights, quality metrics, and performance analysis demanded heavy manual effort and
produced lagging, inconsistent reports. Leadership couldn't get timely, trustworthy data
to guide strategic decisions about resource allocation or acquisition targeting.

Manual Infrastructure Deployment: Infrastructure deployments were one-off builds with
manual configuration that led to drift across environments. Each new practice required
custom architecture decisions, creating inconsistency in performance characteristics,
operational patterns, and cost profiles. The lack of standardization increased operational
burden on IT teams and made it difficult to achieve economies of scale.

Innovative Solutions designed a comprehensive cloud infrastructure framework built on
AWS services that standardized deployments, predictable costs, and consistent
operations across all SightMD locations.

T-Shirt Sizing Framework

Innovative established a standardized sizing model—Small, Medium, Large, Extra-Large—
with predefined AWS configurations, cost projections, and deployment timelines for each
tier. Each size maps to expected patient volume, user count, and system requirements,
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allowing SightMD to quickly categorize acquisition targets and forecast infrastructure
needs during due diligence.

The framework includes complete bills of materials specifying EC2 instance types and
counts, RDS database configurations, storage allocations, networking requirements, and
security controls for each size. This repeatable blueprint accelerates architectural
decisions, aligns stakeholders on scope and cost, and delivers consistent performance
characteristics across newly onboarded practices.

Infrastructure-as-Code Templates

Allinfrastructure is codified using AWS CloudFormation templates aligned to the t-shirt
sizing model. Templates define complete AWS environments including VPC networking with
opinionated security patterns, EC2 Auto Scaling Groups tuned to clinic demand profiles,
RDS databases with automated backups and patching, S3 storage with lifecycle policies
and encryption, and embedded security controls including Security Hub, KMS encryption,
and IAM Identity Center integration.

Infrastructure-as-Code eliminates manual configuration drift, reduces deployment
errors, and enables complete environments to be stood up in days rather than months.
Because security, networking, and operational baselines are baked into the templates,
each location lands with consistent capabilities from day one, speeding cutover and
reducing integration risk.

Enterprise Analytics Platform

Innovative implemented a modern analytics pipeline that unifies data across disparate
practice management and clinical systems. The architecture uses AWS Database
Migration Service (DMS) for continuous data ingestion from MySQL and PostgreSQL
sources across all locations, Amazon Redshift as the central data warehouse with
optimized schemas for healthcare analytics, and Amazon QuickSight for secure, role-based
visualization and reporting.

The platform provides leadership with enterprise and location-level reporting on patient
outcomes, clinic performance, operational metrics, and financial indicators. This replaces
fragmented, lagging reports with trustworthy, near-real-time insights that guide resource
allocation, practice optimization, and acquisition targeting.

Embedded Security and Compliance
Security and compliance controls are embedded into the CloudFormation templates
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so every new environment inherits enterprise-grade protections automatically. The
framework includes AWS Security Hub for continuous compliance monitoring against
HIPAA requirements, AWS KMS for encryption of data at rest and in transit, IAM Identity
Center for centralized identity and access management, VPC security patterns with
network segmentation and flow logging, and automated backup and disaster recovery
configurations.

Consistent guardrails across locations reduce the time and effort to bring newly acquired
practices into compliance while maintaining security posture in a regulated healthcare
environment.

Enterprise Analytics Platform

The t-shirt sizing framework provides executives with consistent cost forecasting for
infrastructure deployment, migration effort, and ongoing run rates. Each size tier includes
detailed cost projections for compute, storage, database, networking, and security
services, allowing finance and operations teams to model acquisition scenarios with
confidence.

Standardized bills of materials and deployment timelines de-risk planning and turn
technology integration from a variable cost center into a predictable, plannable
workstream that supports strategic growth decisions.

The standardized cloud architecture operates as a repeatable framework where each
acquired practice receives infrastructure matched to its size and requirements:

Deployment Workflow: During acquisition due diligence, SightMD categorizes the target
practice using the t-shirt sizing framework based on patient volume, user count, and
system requirements. The appropriate CloudFormation template is selected and
customized with practice-specific parameters such as naming conventions and network
addressing. Infrastructure deployment is initiated, automatically provisioning VPC
networking, EC2 compute with Auto Scaling, RDS databases, S3 storage, and security
controls. The complete environment is ready for application deployment and data
migration within days, with all security and compliance controls active from day one.

Analytics Integration: Once the practice environment is operational, AWS DMS begins
continuous replication from practice management and clinical systems into the central
Redshift data warehouse. Data is transformed and normalized to match enterprise
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schemas, enabling cross-location reporting and analysis. QuickSight dashboards provide
leadership with immediate visibility into the new location's performance alongside existing
clinics.

Operational Consistency: All environments follow the same operational patterns for
backups, patching, monitoring, and incident response. CloudWatch provides unified
observability across locations, while standardized runbooks and automation reduce the
operational burden on IT teams. This consistency allows SightMD to achieve economies of
scale as the practice network grows.

The standardized cloud architecture fundamentally changed how SightMD approaches
acquisitions and operates its practice network.

For Acquisition Strategy: The t-shirt sizing framework and predictable cost modeling
enable SightMD to evaluate technology integration as a known variable rather than a risk
factor during due diligence. Leadership can quickly assess infrastructure requirements,
forecast costs, and plan post-close timelines with confidence. This accelerates decision-
making and improves offer quality by removing uncertainty around technology integration
effort and expense.

For IT Operations: Infrastructure-as-Code and standardized operational patterns
dramatically reduce the burden on IT teams. Instead of custom-building and maintaining
unique environments for each location, teams deploy and manage consistent
infrastructure using the same tools, processes, and automation across all practices. This
allows IT resources to focus on strategic initiatives and patient-facing improvements
rather than firefighting configuration drift and integration issues.

For Clinical Leadership: The enterprise analytics platform provides unprecedented
visibility into practice performance, patient outcomes, and operational efficiency across
all locations. Leadership can identify best practices at high-performing clinics and
replicate them across the network, benchmark locations against each other, and make
data-driven decisions about resource allocation and service line expansion. This
transforms technology from a cost center into a strategic enabler of clinical excellence.

For Compliance and Security: Embedded security controls and automated compliance
monitoring ensure every location maintains consistent protections and meets HIPAA
requirements without manual intervention. Security teams have unified visibility across all
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practices through Security Hub, while automated encryption, access controls, and logging
reduce the risk of breaches or compliance violations. This consistent security posture
protects patient data while reducing the effort required to maintain compliance as the
practice network grows.

KEY RESULTS

The standardized cloud architecture framework delivered measurable improvements in
integration speed, cost predictability, and operational efficiency:

Accelerated Integration Timelines: Infrastructure deployment for newly acquired
practices decreased from months to days, with complete AWS environments ready for
application migration in under two weeks regardless of practice size. The standardized
framework enabled SightMD to complete a five-location acquisition integration in three
weeks that would have previously required three to four months, accelerating time-to-
value and reducing integration risk.

Predictable Cost Modeling: The t-shirt sizing framework provides consistent
infrastructure cost forecasting with accuracy within 10% of actual run rates. Finance
teams can model acquisition scenarios with confidence, and leadership has clear visibility
into ongoing operational costs across the practice network. This predictability supports
strategic planning and removes technology cost uncertainty from acquisition decisions.

Strategic Growth Enablement: The standardized framework directly supports SightMD's
acquisition strategy by removing technology integration as a bottleneck. Leadership can
pursue more acquisition opportunities with confidence in predictable timelines and costs,
while the scalable architecture ensures the technology foundation keeps pace with
practice network growth.

"The standardized cloud framework transformed technology integration from our biggest
acquisition bottleneck into a competitive advantage. We can now evaluate and integrate
practices in weeks instead of months, with predictable costs and timelines that support our

growth strategy. The t-shirt sizing model gives us confidence during due diligence, and the

Infrastructure-as-Code approach means every location lands with the same enterprise-grade
capabilities from day one."
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SightMD's standardized cloud architecture framework demonstrates how Infrastructure-
as-Code, predictable cost modeling, and enterprise analytics can transform technology
integration from a growth bottleneckinto a strategic enabler. By implementing repeatable
AWS infrastructure patterns aligned to practice size and requirements, Innovative
Solutions enabled SightMD to accelerate acquisitions while reducing costs, improving
security, and elevating operational consistency across their practice network.

The framework's impact extends beyond faster deployments to strategic business value.
SightMD can now pursue acquisition opportunities with confidence in predictable
technology integration timelines and costs, while the scalable architecture ensures their
infrastructure foundation keeps pace with practice network growth. Enterprise analytics
provide leadership with the data visibility needed to optimize operations and replicate best
practices across locations, turning technology into a driver of clinical excellence rather
than a cost center.

For healthcare organizations facing similar challenges—acquisition-driven growth
strategies constrained by technology integration bottlenecks, fragmented systems that
prevent enterprise analytics, or inconsistent security controls across locations—
SightMD's standardized cloud framework provides a compelling blueprint. Repeatable
infrastructure patterns, embedded security and compliance controls, and centralized
data platforms can accelerate growth while improving operational efficiency and reducing
risk.

ABOUT INNOVATIVE SOLUTIONS

To learn more about how Innovative can help your organization design, implement, and
manage standardized cloud infrastructure frameworks that accelerate growth and
reduce operational complexity, visit innovativesol.com or contact our team to discuss
your specific cloud architecture and managed services needs.

Innovative is an AWS Premier Tier Services Partner specializing in cloud technology and
digital transformation solutions. With expertise in healthcare technology, cloud
migrations, and managed cloud services, we help organizations leverage AWS services to
build scalable, secure infrastructure that drives growth and operational efficiency.
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