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So You Have A Strategic Plan…What Next?
By Monica E. Oss, Chief Executive Officer

Not focused on sustainability. Too theoretical, 
or aspirational. Our team at OPEN MINDS has 
developed a best practice for a strategic planning 
process (see Shaping A Recovery Strategy—The 
OPEN MINDS Strategic Planning Model). The first 
three phases—situation analysis, development 
of strategies and tactics, and budget feasibility 
analysis—are critical elements in creating a winning 
strategy. And in this issue of the OPEN MINDS 
Management Newsletter, we want to focus on best 
practices for strategy implementation.

Having a great strategic plan is not enough. 
Because a plan that isn’t implemented is a plan that 
will never succeed. The final element in strategy 
success is successful implementation of that 
plan. Strategy implementation is where the rubber 
meets the road—it is the process of turning plans 
into action to reach a desired outcome. Harvard 
Business School Professor David Garvin says 
successfully implementing and executing strategy 
involves “delivering what’s planned or promised 
on time, on budget, at quality, and with minimum 

“Implementation is more important than strategy 
formulation. It should not be a question of 
developing a strategy and hoping it works, but of 
developing a strategy and following a logical plan to 
reach it. Creating the execution plan is difficult but 
certainly necessary and productive.”

Lawrence Hrebiniak, Professor Emeritus, 
Department of Management, The Wharton School of 
the University of Pennsylvania

I’m a big believer in strategic planning. The more 
the market is changing, the more the competition, 
the more limited capital and human resources 
are—the more an organization needs a strategic 
plan. The reasons are straightforward. Plans assure 
sustainability, prioritize investments, set performance 
standards, and get executive teams on the same 
page.

There are many problems with strategic plans. Not 
driven by metrics—both internal performance metrics 
and market metrics. Not focused on objectives. 

https://openminds.com/market-intelligence/editorials/shaping-a-recovery-strategy-the-open-minds-strategic-planning-model/
https://openminds.com/market-intelligence/editorials/shaping-a-recovery-strategy-the-open-minds-strategic-planning-model/
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includes quantification of performance expectations 
and tasks, integrating plan implementation into 
budgets and operating plans, getting buy-in, and 
adjusting the plan over time based on actual 
performance. Our team of advisors offer step-by-
step processes for each of the elements.

OPEN MINDS Senior Associate Carol Clayton 
explains how to translate strategic plan objectives 
into actionable tactics and performance metrics in 
If You Don’t Measure It, You Won’t Implement It: 
Setting Strategic Plan Metrics.

OPEN MINDS Senior Associate Joe Naughton-
Travers outlines the framework and process to 
develop tactical workplans to drive implementation 
of the strategic plan in The Devil Is In The Details: 
What Goes Into Your Strategy Implementation 
Workplan.

How to integrate your strategic plan into your 
budgeting process and operating plans is covered 
in Are Your Staffing Plan, Budget, & Operations In 
Tune With Your Strategic Plan? by OPEN MINDS 
Senior Associate Raymond Wolfe.

The challenges of C-Suite engagement and sharing 
strategic visions across the organization is the 
focus of OPEN MINDS Executive Vice President 
Kimberly Bond in her article, Beyond The Strategic 
Plan: Keeping Leaders Engaged In Strategic 
Implementation.

And OPEN MINDS Senior Associate Ken Carr 
explains how to adjust and course correct when the 
implementation does not go as planned—and the 
needs for contingency planning—in How To Measure 
Progress & Course Correct Your Strategic Action 
Plan.

There are only two reasons that strategies fail—the 
wrong plan or a bad plan implementation. Using 
these field-tested best practice models improves the 
odds that executives teams will succeed on both 
counts.

variability—even in the face of unexpected events 
and contingencies.”

Unfortunately, too many executive teams lose steam 
once the strategic plan is formulated and assume 
that the managers will just “make things happen.” I 
agree with my colleague and OPEN MINDS Senior 
Associate Sharon Hicks who noted that “Leadership 
teams mistakenly think that articulating what they 
would like to accomplish is enough to ensure 
strategic plan execution, without defining how. It 
is hard enough to keep a team focused on the 
implementation of a strategic plan when it is clearly 
articulated; it’s impossible when there is lack of clear 
direction.”

The proportion of organizational strategic plans that 
get implemented is not great—and that is across 
all industries. In a global survey conducted by The 
Economist (see Why Good Strategies Fail: Lessons 
For The C-Suite), 61% of executives noted that their 
organizations are challenged in bridging the gap 
between strategy formulation and its day-to-day 
implementation. Only 46% of executives said their 
organizations were good at executing strategy—
compared to 64% who said their organizations did 
well with formulating strategy in response to market 
changes. Executives rated the success factors for 
strategic plan implementation—leadership buy-in 
and support (51%), skilled implementation (39%), 
good fit between specific strategic initiatives and 
general strategy (37%), good planning (32%), skilled 
personnel (28%) and good communication (25%).

I will say from personal experience that managing 
the implementation of strategy is not the big picture 
“fun” stuff. It is the hard work of making things 
happen on the ground—changing old practices 
or adding new ones. But without it, no plan can 
happen.

Our team at OPEN MINDS has developed a 
five-step iterative process to guide strategy 
implementation—The OPEN MINDS Five-Step 
Cycle For Strategy Implementation. This framework 

https://openminds.com/?p=953643
https://openminds.com/?p=953643
https://openminds.com/?p=953724
https://openminds.com/?p=953724
https://openminds.com/?p=953724
https://openminds.com/?p=953845
https://openminds.com/?p=953845
https://openminds.com/?p=953762
https://openminds.com/?p=953762
https://openminds.com/?p=953762
https://whynot6600.tumblr.com/post/649905588773519360/nice-panties-hoe
https://whynot6600.tumblr.com/post/649905588773519360/nice-panties-hoe
https://whynot6600.tumblr.com/post/649905588773519360/nice-panties-hoe
https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
https://openminds.com/?p=953612
https://openminds.com/?p=953612
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The OPEN MINDS Five-Step Cycle For Strategy 
Implementation
By Monica E. Oss, Chief Executive Officer & Meena Dayak, Executive Vice President 

An executive survey across multiple industries 
indicated that while 67% of leaders believe their 
organization is good at crafting strategy, only 47% 
would say the same about implementation. Only 
10% of organizations surveyed achieved 67% 
of their strategy objectives, while 36% achieved 
between 50%-67% and 54% achieved less than 
half of their objectives. And the top three reasons 
for implementation failures were cited as poor 
communication, lack of leadership, and use of the 
wrong measures. Lack of time, lack of resources, 
misalignment between different departments or 
businesses, and inability to link strategic plans with 
tactical operations were some of the other reasons 

for failure listed by respondents (see Strategy 
Implementation: Bridges 2016 Survey Results).

Those are all common problems. Our takeaway 
from working with a variety of for-profit and nonprofit 
health and human service organizations over three 
decades is that overcoming these challenges and 
developing a plan for strategy implementation is not 
rocket science. But it is a lot of hard work, attention 
to detail, follow up, and rejiggering. Knowing the 
common pitfalls and trip-up points will help provider 
organization executive teams hedge against the 
risks and prepare a robust tactical plan to achieve 
strategic objectives.

http://www.implementation-hub.com/resources/implementation-surveys
http://www.implementation-hub.com/resources/implementation-surveys
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What does strategy implementation take? Our 
team has defined five core elements that will help 
to move from strategic plan to strategic action. 
Translate objectives and strategies into tactics and 
measurable performance; detail the actions and 
create the operational workplans with specific roles 
and responsibilities; align staffing, budgets, and 
operating plans to the strategic plan; get leadership 
buy-in and engage team members at all levels; and 
be prepared to course correct and adjust the action 
plan as needed.

Translate Objectives & Strategies Into 
Tactics & Measurable Performance
The first step in the implementation process is to 
convert your plan from an analysis with strategies 
to  a blueprint for change. That means that every 
strategic initiative needs to have measurable 
outcomes—and it needs to have a set of tactics that 
make it happen.

The tactical part is straightforward—what does an 
organization need to do make the strategy happen? 
New staff, new services, new service locations, new 
contracts—whatever it takes.

The other element is developing the key 
performance indicators (KPIs) that would inform 
an executive team about two issues. First, are the 
tactics happening? Second, is the strategy working? 
These KPIs become the navigation tool for strategy 
implementation and for strategy adjustments. (For 
more on KPI development, see If You Don’t Measure 
It, You Won’t Implement It: Setting Strategic Plan 
Metrics.)

Do “Action Detailing” & Create The 
Operational Workplans With Specific Roles 
& Responsibilities
To make tactics happen, every tactic needs “action 
detailing”— the specific steps needed to implement 
the tactic. Think detailed workplan—with steps in 
chronological order, an estimate of level of effort, an 
expense estimate, and team assignments.

But having the tactical workplans is not enough. 
They won’t happen “magically.” Rather, tactical 
implementation of key strategies needs C-Suite 
attention along the entire process. Without oversight, 
strategy implementation will drift. (For more on 
action detailing, see The Devil Is In The Details: 
What Goes Into Your Strategy Implementation 
Workplan.)

Sync The Plan & Plan Investments & Staffing 
With Budgets & Operating Plans
Executives of the “best executing companies” 
attributed their success to the degree to which 
strategy is incorporated in day-today organizational 
operations, with good alignment with the 
organization’s business model (this was a global 
leadership survey published in Why Good Strategies 
Fail: Lessons For The C-Suite in The Economist).

Whatever the tactical plans for implementing 
strategy, the expenses for those plans (both staff 
and other direct expenses) need to be included 
in the current year’s budget. This will likely be an 
iterative process—once you have the final tactical 
workplans with time and expense estimates, 
“adjustments” may be necessary. Most often the cost 
of the strategy and tactics is more than anticipated—
and the plan timeframe or the annual budget needs 
to be adjusted. What should not happen is to 
implement the strategy or any related elements of 
the strategy—new technology or property leases or 
staffing—without considering the budget impact.

The other big issue is deciding where and how to 
implement various elements of strategy. Are those 
activities integrated into the responsibilities of 
current operational staff members—or will the plan 
implementation activities be done by separate team 
members in a “skunk works” to build new or different 
capacity. (For more on staffing and budgeting, see 
Are Your Staffing Plan, Budget, & Operations In 
Tune With Your Strategic Plan?)

https://openminds.com/?p=953643
https://openminds.com/?p=953643
https://openminds.com/?p=953643
https://openminds.com/?p=953724
https://openminds.com/?p=953724
https://openminds.com/?p=953724
https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
https://openminds.com/?p=953845
https://openminds.com/?p=953845
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Measure Progress, Course Correct, & Plan 
For The Unexpected
Last but not least, as executive teams track the KPIs 
of their strategy and strategy implementation, the 
data becomes the platform for mid-course correction. 
With the instability in the current health and human 
service market landscape, being prepared to pivot is 
essential. Timely data gives an executive team the 
“edge” in making adjustments to strategies and/or 
specific implementation tactics.

Implementing strategy is a big lift for any executive 
team. Project management skills, attention to detail, 
and transformational leadership competencies are a 
tall order for any executive. But using a best practice 
strategy implementation framework can increase 
the likelihood of success. (For more on course 
correction, see How To Measure Progress & Course 
Correct Your Strategic Action Plan).

Get Leadership Buy-In & Engage Team 
Members At All Levels
Members of the executive team often view their 
role in strategy as done after the strategic plan has 
been approved by stakeholders and shared with 
managers and team members. But that is a reason 
that so few strategic plans are actually implemented. 
In The Economist survey, 50% of respondents said 
that strategy implementation lacks  the appropriate 
C-Suite attention at their organization. This lack of 
attention can completely derail implementation.

In addition to C-Suite attention, the executive team is 
responsible for assuring that their team understands 
the plan—its vision, its rationale, key strategic 
initiatives, and their role in performance. This “big 
picture” understanding will be the “true north” for 
every team member. (For more on leadership buy-in, 
see Beyond The Strategic Plan: Keeping Leaders 
Engaged In Strategic Implementation).

https://openminds.com/?p=953774
https://openminds.com/?p=953774
https://openminds.com/?p=953762
https://openminds.com/?p=953762
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If You Don’t Measure It, You Won’t Implement It: 
Setting Strategic Plan Metrics
By Carol Duncan Clayton, Ph.D., Senior Associate 

narrow down the steps pertinent to setting strategic 
plan metrics.

Once the strategic plan is finalized and approved, 
with clear overarching objectives and strategic 
initiatives, executive teams should follow a five-
step process to establish metrics—break down 
objectives into key performance indicators (KPIs) for 
each business unit or domain, work with business 
unit leaders to establish KPIs, determine how data 
will be measured and shared, cascade the metrics 
down to the individual level, and establish a review 
and action framework for when targets are not being 
achieved.

As management guru Peter Drucker said, “What 
gets measures is what gets done.” The surest way 
to ensure implementation of the strategic plan is to 
translate the plan objectives into quantifiable metrics 
and to hold executive team members and managers 
and staff at all levels accountable to achieving those 
metrics. The question our team at OPEN MINDS 
often gets is “But what metrics should we set for 
the strategic plan?” While there is no formula or 
template, following a defined process will result 
in establishing meaningful measures of success. 
We’ve defined the 12-step process to becoming a 
data-driven organization (see 12 Steps To Creating 
Your Data-Driven Organization). And here, we 

https://openminds.com/market-intelligence/editorials/12-steps-to-creating-your-data-driven-organization/
https://openminds.com/market-intelligence/editorials/12-steps-to-creating-your-data-driven-organization/
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to how quickly calls are answered, reduced wait 
times for appointments, a certain number of positive 
online review by consumers, or improvement in net 
promoter score. For the technology department, the 
objective might translate to a performance metric 
such as “Set up online appointment scheduling 
capability and train xx staff.” For the finance 
department, the KPI may be to “Reduce the billing 
cycle by xx days.”

My colleague and OPEN MINDS Senior Associate 
Ken Carr recommends sample KPIs in six 
performance domains—high performance on payer 
contracts, the speed and cost factors, the consumer 
experience, clinically cutting-edge, and financial 
sustainability (see Experience Alone Is Not Enough 
For Decisionmaking: Using Metrics To Develop & 
Evaluate Your Strategic Plan).

Depending on your strategic objectives, there are 
six core areas in which KPIs should be established 
to determine organizational strengths and growth, 
according to OPEN MINDS Chief Executive Officer 
Monica E. Oss (see For The Next Normal, Ready 
= Resilient). Portfolio strength is determined by 
analyzing revenue and profitability by service line 
and payer and determining the degree to which an 
organization is vulnerable to specific market shifts. 
Customer strength is determined by consumer 
and payer ratings and measures—net promoter 
score, consumer experience, HEDIS measures, 
STARS ratings from the Centers for Medicare 
and Medicaid, and other consumer and payer 
metrics. Marketing strength is your organization’s 

Translate Strategic Objectives Into Key 
Performance Indicators

Ideally, your strategic plan should have no more 
than three to five overarching objectives for the 
organization as a whole. And a well-constructed 
strategic plan should identify a handful of key 
strategic initiatives designed to achieve those 
objectives. Strategies are the plan for “how” your 
organization is going to accomplish the objectives—
not the action items. Strategic initiatives can include 
developing new services lines, expanding into 
new markets, pursuing acquisitions, improving 
margins on selected services, changing business 
development strategies, etc.—all dependent on the 
specific organization and its specific objectives.

The overarching objectives should be broken down 
into key performance indicators for each business 
unit or domain for every one of the strategic 
initiatives. A key performance indicator (KPI) is a 
metric used to measure and track progress toward 
achieving a specific objective. KPIs are quantifiable, 
measurable, and intended to indicate if an 
organization is hitting its targets. Ideally, KPIs should 
specify a frame of comparison—the current level of 
something and what it will increase or decrease to 
and by when.

For example, a strategic objective to “Become the 
market leader in providing xx type of services in xx 
region” could break down to outcome measures 
for the clinical, marketing, and customer service 
units. For the clinical unit, KPIs could be “Reduce 
hospital readmissions by xx% from current levels” 
or “Proactive outreach to xx consumers with PHQ-
9 scores above xx” or “Establish workflows and 
protocols to adopt xx new evidence-based practices” 
For the marketing unit, KPIs might look like “xxx 
website visitors in 2021, resulting in xx inquiries 
about services.” A business development unit’s 
performance may be measured in terms of new 
payer contracts procured, rate increases negotiated, 
or number of visits resulting from community partner 
referrals. For customer service, the KPIs may relate 

A key performance indicator (KPI) is a metric 
used to measure and track progress toward 
achieving a specific objective. KPIs are 
quantifiable, measurable, and intended to 
indicate if an organization is hitting its targets.

https://openminds.com/market-intelligence/resources/experience-alone-is-not-enough-for-decision-making-using-metrics-to-develop-evaluate-your-strategic-plan/
https://openminds.com/market-intelligence/resources/experience-alone-is-not-enough-for-decision-making-using-metrics-to-develop-evaluate-your-strategic-plan/
https://openminds.com/market-intelligence/resources/experience-alone-is-not-enough-for-decision-making-using-metrics-to-develop-evaluate-your-strategic-plan/
https://openminds.com/market-intelligence/executive-briefings/for-the-next-normal-ready-resilient/
https://openminds.com/market-intelligence/executive-briefings/for-the-next-normal-ready-resilient/
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executive team should drive this shift with firmness 
and tact.

Define The Pathways To Collect, Measure, & 
Share Data

Managers who recommend KPIs should provide 
clarity on where the data for measurement will be 
sourced from, how often it is collected, and who 
will process the data. The executive team should 
develop an organization-wide system of dashboards 
and reporting, defining frequency of reporting and 
levels of access.

It’s important to get everyone on the same page 
about how each metric is defined, how it’s displayed, 
and whether the planned representation yields the 
desired takeaways for each manager. Keep the data 
visual and finding a quick way to draw attention to 
trends and anomalies is of utmost importance.

Everything on the dashboard has to be automated. 
If data needs to be complied manually, put it on a 
waiting list until it can be automated. Nobody wants 
one more thing to do—and any data that needs to 
be hand tabulated ends up not being collected, or 
being so delayed that it loses value. While there 
are sophisticated dashboards and programs and 
platforms to manage those dashboards, starting 
simple is always best—there is a lot you can do with 
Microsoft Excel and PowerPoint. Microsoft PowerBI 
is also a good data visualization and connection 
tool, with affordable prices for initial out of the box 
solutions. And your electronic health record system 
can likely be leveraged for many of the reports you 
need—so talk to your vendor about what is possible. 
But remember, “form follows function” and keep the 
data easy to understand and easy to act on.

Tie Business Unit Metrics To Individual 
Performance

Business unit KPIs should be cascaded down 
to individual employees and be reflected in their 
individual goals. Transparency and follow-through 

ability to reach prospective customers. Financial 
strength is the financial “reserves” available to your 
organization to withstand unexpected market shifts. 
Value-based reimbursement strength is the ability 
of an organization to successfully move beyond 
cost-based and volume-based reimbursement 
models. And innovation strength is measured in an 
organization’s demonstrated ability to respond to 
customer requests and take new services to scale.

Allow Business Unit Leaders To Drive KPIs But 
Provide Guidance

One key question is who should establish metrics 
and KPIs. Ideally, the managers of each business 
unit in a provider organization are best suited 
to do this. However, the executive team should 
work closely with these managers to make sure 
they understand the organizational strategic 
objectives and how those apply to their business 
unit. Managers should be able to provide clear 
rationale for how every KPI they recommend links 
to one or more strategic objectives. A framework 
and examples will guide the managers in the right 
direction. They also need to understand how their 
unit’s KPIs will tie into those of other units and where 
collaboration will be needed to set and achieve 
goals jointly. The executive team should also clarify 
expectations—should KPIs be aspirational or stretch 
goals or should they be limited by current level of 
performance, will the appropriate resources and 
support be available if stretch goals are set, what 
are the consequences of non-performance etc. 
How to encourage managers to “think big” without 
causing negative stress through unattainable goals 
is a challenge to be addressed through an iterative 
process.

Ultimately the executive team, and the Chief 
Executive Officer specifically, is responsible for 
final approval of the KPIs. But engaging business 
unit and frontline managers up front will help to 
secure buy-in. Moving to a metrics-based system of 
performance will likely involve a major cultural shift 
for most specialty provider organizations—and the 
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for under-performance or non-performance and put 
remedial measures in place.

There could be any number of reasons why KPIs are 
not being achieved—and any number of solutions. 
It may be that individual employees need help to 
improve productivity and quality, or that workflows 
and processes need to be streamlined, or that costs 
need to be managed more tightly, or that marketing 
needs to be more targeted…And if the identified 
solutions are applied and the results still don’t 
improve, the executive team and managers should 
have a candid, data-informed discussion about 
whether KPIs need to be adjusted and scaled up in 
a phased manner. While stretch goals are important, 
goal-setting and achievement can be an iterative 
process.

Ultimately, organizations that have the best data—
and the best insights based on that data—are those 
that are able to achieve strategic objectives while 
leveraging the needed degree of flexibility in getting 
from here to there. As we enter the next normal, 
demonstrating success with strategy implementation, 
and having the data to back it up, will be key for 
long-term sustainability and for future updates to the 
strategic plan.

are the keys to success here (see Aligning Staff 
Compensation To Value). Transparency is key to 
getting staff buy-in—so make sure each employee 
knows how metrics are established, how individual 
goals are derived from organizational goals, and 
exactly how their performance will be measured. 
While alignment of individual goals to KPIs is 
imperative if the organization has performance-
based compensation plans in place, it is a best 
practice to motivate and engage employees even if 
such plans are not yet in play.

Leaders must continuously work with their teams 
to assess performance and provide direction and 
support in improving that performance. “Connecting 
the dots” between each team member’s role and 
organizational strategic objectives is a leadership 
imperative.

Clarify The Process For Review & Remedial 
Action

So you’ve got the data, the dashboards are set up 
and the numbers and reports are flowing in. But 
what if performance targets are not being met? It 
would be helpful to define a process up front for 
what actions need to be taken—and by whom and 
over what period of time—to understand the reasons 

https://openminds.com/market-intelligence/executive-briefings/aligning-staff-compensation-to-value/
https://openminds.com/market-intelligence/executive-briefings/aligning-staff-compensation-to-value/
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The Devil Is In The Details: What Goes Into Your 
Strategy Implementation Workplan
By Joe Naughton-Travers, Ed. M., Senior Associate 

My experience is that the organizations that 
successfully implement strategies have a detailed 
plan to do just that. But like the strategic plan, 
the tactical action plan is only a document 
without attention to implementation. Based on my 
experience, I have three rules for making strategy 
implementation happen – tactical action plans need 
specificity, review of these strategy implementation 
action plans needs C-Suite attention, and the plan 
oversight needs to be carried out with an eye to 
ongoing modifications based on market factors.

What makes a strategy happen? Executives of the 
“best executing companies” attributed their success 
to the degree to which strategy is incorporated in 
day-today organizational operations, with good 
alignment with the organization’s business model 
(this was a global leadership survey published in 
Why Good Strategies Fail: Lessons For The C-Suite 
in The Economist). And “best executing” was defined 
as completing 20%+ of their strategic initiatives over 
a three-year period.

Plans are only good intentions unless they immediately degenerate into hard work”

Peter Drucker

https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
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Tactical Workplans Need Specificity

The tactical workplan is not just a to-do list—it 
indicates how things get done, how the work flows 
so each step triggers the next, and the results of 
every action. Overall, the tactical workplan should 
indicate what needs to happen as well as what has 
already happened (or not happened). The plan could 
be constructed with three sections—an overview, an 
action plan, and a timeline.

The overview component of the strategic workplan 
should spell out the strategic initiative and the 
strategic objective it has been designed to fulfill. It 
should also indicate the key performance indicators 
established for that initiative (see If You Don’t 
Measure It, You Won’t Implement It: Setting Strategic 
Plan Metrics), the team lead and team members 

working on the initiative, a summary of resources 
required (staff, technology, equipment, data and 
analytics, funding, and forums/opportunities for 
collaboration with other departments), and start 
and end dates. If relevant, add the overall cost and 
revenue projections for the initiative and cross-
reference that to budget documents which will 
provide the details.

The action plan should break the strategic initiative 
down into smaller components and steps and list 
the expected outcomes for each step, the deadlines 
and deliverables, the completion status, and any 
notes on variations or concerns. The action plan and 
timeline should lay out upcoming actions but also 
make clear what the status of each planned action 
is—is it completed, in progress, not yet started, or 
stalled for any reason—to flag for management.

While the timeline can be combined with the action 
plan, if it has a full complement of micro steps, it 
may be visually easier to separate the details, and 
add roles and next steps against each deadline. 
The micro steps should include dates to complete 
specific actions, submit reports, obtain approvals, 
communicate outcomes to internal and external 
stakeholders, and inform next steps.

In this context, our team at OPEN MINDS is often 
asked about the best software or platforms to use 
for workplan development. There really is no one-
size-fits-all. We’ve found thoughtfully designed 
and structured Microsoft Excel spreadsheets to 
be easy to understand and use for most provider 
organizations we work with. Microsoft Project may 
be a good option that can be added at a nominal 
fee if you already have Microsoft Office 365. And 
there are standalone third party subscription-based 
project management platforms like Basecamp, 
Slack, Asana, Monday.com. Whatever you use, 
the workplans should be centrally housed and 
accessible by all team members, managers, and 
executive team members. Sharing workplans with 
other strategic initiative teams is also a good idea as 
it fosters transparency and collaboration. 

C-Suite Review Of Action Plans Is Key

While building and maintaining tactical workplans is 
a task that should be delegated to strategic initiative 
or program/project leads, executive team members 
must remain engaged in the process.  Executives 
must communicate what the desired components of 
a workplan are and provide a framework or template 
and guidelines that are followed consistently 
across the organization. And the C-Suite should 
plan to review workplans at the outset when they 
are created to be sure the milestones are in sync 
with the organization’s strategic plan—and also 
periodically during implementation (ideally once 
a month for high-priority initiatives and at least 
once a quarter for others). Leadership involvement 
underscores commitment to strategic plan 
implementation and improves accountability. It also 
allows for timely intervention if things are getting 

The tactical workplan is not just a to-do list—it 
indicates how things get done, how the work 
flows so each step triggers the next, and the 
results of every action. The workplan should 
indicate what needs to happen as well as what 
has already happened (or not happened).  

https://openminds.com/?p=953643
https://openminds.com/?p=953643
https://openminds.com/?p=953643
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derailed on account of individual performance 
shortcomings or conflicting priorities and deflected 
attention.

The executive team may also want to equip 
strategic initiative leads with systems and tools 
that allow individuals to report task completion that 
automatically populates the workplan and triggers 
that alert managers to missed milestones and 
deadlines. The less manual the process, the more 
room the team lead and team members have to 
focus on the big picture and the deliverables.

In addition to deploying tech and automation tools, 
the provider organization should require managers 
to check in with team members on a weekly basis 
to review workplans and hear about any concerns 
they can address right away and suggestions for 
improvement, which should be cascaded up the food 
chain promptly for continuous quality improvement.

Oversight Must Allow For Ongoing Modifications 
In Tune With Market Trends

The C-Suite should reserve the right to modify and 
update the tactical workplan if market conditions or 
regulatory and landscape changes require a pivot 
in the provider organization’s programs or business 
models. For example, a change in intrastate 
licensure regulations for telehealth may require new 
processes for licensing or hiring to be added before 
expanding care across geographic boundaries. 
Changes in tax laws may require merger and 
acquisition plans to be accelerated or deferred. 
Leaders should be able to gauge when external 
changes dictate an adjustment in the tactical plan or 
timeline as opposed to a modification of the strategic 
plan or the objectives and KPIs.

One key question our team often gets is whether a 
detailed workplan with such a high level of specificity 
imposes rigidity and inhibits staff initiative. On the 
contrary, I would say a solid process and workplan 
lays down the fundamentals and “liberates” team 
members to think creatively. It indicates what  is 

non-negotiable and must be done versus where 
individuals can deviate and do more. I like the 
three-pronged framework for process development 
proposed by some management experts (see 
Define Your Organization’s Habits To Work More 
Efficiently). Build “must do” procedures to achieve 
consistency, avoid safety or regulatory problems, 
and handle emergencies. Define “should do” best 
practices so a foundation can be established based 
on which team members can build flexibility, and 
even innovation. And also have “may do” guidelines 
to let people know where they have the discretion 
to exercise their best judgment and be creative. So 
the bottom line—define the rules and checklists (be 
prescriptive where you need to be prescriptive), set 
the boundaries for deviation, allow flexibility, and 
foster creativity. The combination will lead to success 
with the strategic plan.

And my colleague and OPEN MINDS Chief 
Operating Officer Casey Miller said it best, “In 
our teams, every tactic to implement strategy is 
translated into a process workplan as soon as it is 
approved. We provide a framework for managers 
to create their workplans and a model for executing 
each tactic. This assures that the basics are 
getting done while leaving room for creativity. Team 
members like having a defined process as it ensures 
quality and accountability. The process helps them 
stay aligned to customer needs while allowing them 
to ‘think outside the project plan.’”

A robust tactical workplan is the cornerstone of 
strategic plan success and deserves as much 
attention as the development of strategy and the 
framing of strategic objectives. I would agree with my 
colleague and OPEN MINDS Chief Executive Officer 
Monica E. Oss who pointed out that “Managing the 
implementation of strategy is not the big picture “fun” 
stuff. It is the hard work of making things happen on 
the ground—changing old practices or adding new 
ones. But without it, no plan can happen.”

https://hbr.org/2013/05/define-your-organizations-habi
https://hbr.org/2013/05/define-your-organizations-habi
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Are Your Staffing Plan, Budget, & Operations In 
Tune With Your Strategic Plan?
By Raymond Wolfe, J.D., Senior Associate

What are the common pitfalls in staffing for strategic 
plan implementation? First, organizations tend to 
lean too heavily on their stellar performers and put 
the same people in charge of too many strategic 
initiatives, stretching them too thin and inhibiting 
effectiveness. Another issue is the inadvertent divide 
that is created between those who are involved in 
the implementation of strategic initiatives and those 
who are tasked with sustaining the organization’s 
core business and don’t understand how their 
job is aligned with strategic objectives. There is 
also the likely problem of inefficient processes 

Successful implementation of an organization’s 
strategic plan depends on many factors—having 
a data-driven strategy, monitoring performance 
against metrics, having a well-defined process and 
action plan, appropriate level of executive attention, 
communication, and collaboration. But one key issue 
is the inability of an organization’s human capital to 
change in order to make the plan successful. If the 
right people are not put in charge, and if they are not 
empowered to do what they are capable of doing, 
then the strategy is doomed to fail.
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3. Standardize Your Process & Workflows

Reduce workload and improve the flow of work 
by identifying a few key processes, creating best 
practices for each of them, and then assuring 
replicability by turning those practices into “solid 
habits.” Executive teams should have a continuous 
process for measuring performance and improving 
process and consistency. This ongoing process 
improvement will help to eliminate waste and 
bottlenecks—and enable team members to do more.

4. Reduce Reliance On Overtime

Unfortunately too many provider organizations rely 
on staff overtime to manage disproportionately high 
demand for services in the face of recruitment and 
retention challenges. Overtime is at best a temporary 
and short-term solution. In the long run, it can result 
in far higher costs than hiring additional staff and 
cause worker fatigue and burnout. In planning for 
new strategic initiatives, it would be beneficial to 
align expected service volume and staffing levels.

5. Tie Compensation To Performance

Performance-based compensation can incentivize 
staff to achieve strategic plan objectives. But that 
will require aligning individual and strategic plan 
metrics—staff should understand how metrics 
are established, how individual goals are derived 
from organizational goals, and exactly how their 
performance will be measured. There are two broad 
performance-based compensation models— a 
hybrid model with base salary plus incentives or a 
pure productivity model (also known as a “reap what 
you heal” model) with payment only for the quantity 
and quality of services delivered. Implementing 
either model requires a shift in culture to focus on 
initiative and results. For the provider organization, 
the key challenges are to project results and manage 
cash flow; build the requisite culture of performance; 
balance productivity, quality, and staff satisfaction; 
and implement accurate, real-time information 
reporting—backed by adequate technology—to 
support the compensation system.

and management of the organization’s day-to-
day business which imposes undue burden on 
skilled managers, leaving them with little time 
and bandwidth to focus on strategy and strategic 
execution. The inability of leaders to help staff pivot 
is a fundamental barrier to strategy implementation. 
That pivot is about reframing the role of employees 
in the context of the organization’s new strategy, its 
new market positioning, its new service lines, and 
its new brand promises, as my colleague and OPEN 
MINDS Chief Executive Officer Monica E. Oss said 
recently (see The People Part Of Strategy Failure).

Our team at OPEN MINDS has put together ten 
tips for executive teams to design and budget for a 
staffing plan that will position the organization for 
successful execution of strategy.

1. Tune Into Bandwidth

When appointing strategic initiative leads, don’t 
underestimate the bandwidth (in terms of time 
and quality of attention/thought) these skilled staff 
members need to manage the initiatives, along with 
their day-to-day responsibilities. High performers are 
unlikely to say no when asked to take on something 
new so don’t just take them at their word when they 
say “I can do it.” Encourage candid conversations 
about how they will divide their time, what day-to-
day responsibilities they can delegate, and what 
resources they need to improve efficiencies and 
focus on management.

2. Trim Supervisory Layers

A fundamental problem in many specialty health and 
human service organizations that often flies under 
the radar is too many supervisors. Examine your 
clinical and administrative processes and take a 
hard look at whether you need as many supervisors 
and managers as you have. Are managers adding 
value in their current roles? Can one supervisor take 
on more frontline staff without delaying or reducing 
the efficacy of reviews and approvals? Reallocation 
of supervisory responsibilities can free up skilled 
staff to take on strategic initiatives.

https://openminds.com/market-intelligence/executive-briefings/the-people-part-of-strategy-failure/
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situations with cost and revenue projections—will 
help to inform the budgeting process and manage 
risk. Scenario planning will involve a thorough 
assessment of the internal and external challenges 
facing your organization, developing a set of 
scenarios that may occur in the future market, and 
how your organization would react to each new 
scenario. Your scenarios should not be wild guesses 
but rather they should be based off the market 
intelligence you have gathered about your industry 
and your geographic area.

9. Know & Manage Your Unit Costs

The ability to determine and manage your unit costs 
provides your organization with a solid foundation 
for making strategic decisions in many different 
contexts. A “unit cost” is the cost incurred by an 
organization to produce, store, and sell one unit of 
a particular product or service. Unit cost includes 
all fixed and variable costs for the production of a 
particular service or product. Having a clear picture 
of your unit costs is critical for assessing the viability 
of new strategic initiatives. Unit cost management 
paints a clear picture of the costs to render a 
particular service, revenue streams associated 
with that service, a breakdown of the activities that 
make up that cost of a service, and cost reduction 
options. Activity-based cost management—a system 
that focuses on the how to improve activities and 
processes—can also lower costs and

10. Create & Maintain A Cash Budget

In addition to the overall budget for the strategic 
plan, don’t forget to do a cash budget to estimate 
cash inflows and outflows. A cash budget will 
determine when to invest in any infrastructure and 
staffing upgrades required for the strategic plan, 
estimate the timing for return on investment, and 
inform the creation of an optimum timeline for 
strategic plan deliverables.

6. Ensure That All Employees Are Practicing At 
The Top Of Their Skillset

To free up team leaders and team members 
assigned to work on strategic initiatives, it is worth 
exploring how to increase productivity and manage 
staffing costs across the organization. Start with 
job descriptions and see how the scope of practice 
needs to be revised and updated for each position. 
Based on detailed cost and productivity analyses 
and employee surveys, determine what tasks to 
eliminate or add to each role and how that will 
impact other roles—who tasks are being reassigned 
to and what training they will need. Map out or 
revise current workflows and the flow of information 
and communication. At each stage, consider if 
the workflow can deflect nonessential problems 
from more expensive to less expensive talent. The 
initiative to ensure that skilled staff are working at 
full scope of practice can improve productivity, free 
up talent, better staff morale, and create a healthy 
workplace culture conducive to strategic plan 
implementation.

7. Help All Employees See The Strategy Tie-In

Make sure all staff, whether they are working on 
strategic initiatives or the day-to-day business, see 
the big picture. Do all team members understand 
the organization’s mission and vision? Do they 
know where their role fits in overall organizational 
strategy? Do they know the metrics of performance 
that are good for their work and their team? Having 
all team members focused on the same “north star” 
improves performance and job satisfaction, which in 
turn “strengthens the core” for success with strategy 
execution.

8. Use Scenario Planning For Budget Projections

With constant market volatility and the entry of new 
competitors into the industry every day, there is a 
lot of uncertainty around pricing for services, and 
marketshare. Therefore, upfront scenario planning—
envisioning a number of future demand-supply 
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The chief executive officer and other members of 
the C-Suite often consider the job done after the 
strategic plan has been approved by stakeholders 
and shared with managers and team members. 
They go back to business as usual and expect that 
someone else will figure out plan implementation 
without articulating who needs to do that, how 
they do it, and what resources they can leverage. 
In a global survey conducted by The Economist 
(see Why Good Strategies Fail: Lessons For The 
C-Suite), 50% of executive respondents said that 
strategy implementation lacks the appropriate 
C-Suite attention at their organization. This lack 
of attention can completely derail implementation. 

At companies where senior-level support is not 
provided, only 47% of strategic initiatives are 
successfully completed, compared to a 59% 
completion rate where such support is prioritized.

Leaders are tasked with ensuring that employees 
stay energized and motivated by the strategic plan, 
making appropriate resource allocations for move 
the plan forward, facilitating any cross-functional or 
cross-departmental collaboration, and monitoring 
performance to make real-time adjustments and 
improvements. None of this means that the C-Suite 
needs to micromanage or get into the weeds—
delegation is key. But the strategic plan needs a 

Beyond The Strategic Plan: Keeping Leaders 
Engaged In Strategic Implementation
By Kimberly Bond, MS, LMFT, Executive Vice President  

https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
https://www.pmi.org/learning/thought-leadership/series/pmo/c-suite-failing-strategiy-lessons
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champion in the top echelons of the organization—a 
“cheerleader” who will not let the attention and 
commitment to implementation waver.

While the exact nature of C-Suite involvement will 
depend on the executive team makeup, the size 
of the organization, and the number of initiatives, 
leaders should consider building five key strategic 
plan implementation oversight functions into their 
schedules and priority lists—staff communication, 
prioritization of resources, creating and tracking 
performance and implementation targets, ongoing 
strategy implementation team meetings to review 
progress and address concerns, and using 
performance data and team input to refine the 
strategy over time.

It is also advisable to define up front what 
types of changes or decisions on strategic plan 
implementation need CEO review, notification, or 
approval to proceed. Making these expectations 
clear in the beginning helps the process to avoid 
snags and delays in implementation.

All-Staff Communication For Kickoff &  
Regular Updates

Once the strategic plan is approved and ready 
for prime time, the CEO should prepare to launch 
multi-channel communications—a “town hall” 
meeting, video, email, and any internal social 
networks—to the entire staff to communicate the 
strategic objectives and initiatives. Leadership 
should plan a similar communications “blast” when 
key performance indicators and team leads for 
strategic initiatives can be announced and when 
key milestones are reached in plan execution. The 
communications should be clear, jargon-free, and 
based on data.

It would be ideal to schedule strategic plan update 
meetings and communications at regular intervals—
quarterly would probably be best. If there are already 
organization-wide meetings, then strategic plan 
implementation updates should take priority on the 

agenda. While providing performance updates, 
transparency and pointing out areas where the 
organization is not doing too well is also important 
but must be accompanied by potential solutions.

The key factor here is visibility—CEO engagement 
will underscore the value the organization attaches 
to the plan and keep it front and center on 
everyone’s radar. The meetings and communications 
are a good opportunity to invite staff feedback, which 
is important to get buy-in. But what type of feedback 
is sought must be made clear and leadership must 
act on the feedback and if that is not feasible, they 
must be prepared to explain why.

Prioritization Of Resources

When staffing and budgeting plans for strategic 
initiatives are finalized, the C-Suite must play 
a direct role in allocating the required talent, 
funding, and other resources required for plan 
implementation. Leadership must also define 
priorities. If a high-performing staff member is being 
asked to lead a strategic initiative, will they be freed 
of other responsibilities? If not, how do they divide 
their time and attention between business as usual 
and new projects?

Leaders should consider building five key 
strategic plan implementation oversight 
functions into their schedules and priority 
lists—staff communication, prioritization of 
resources, creating and tracking performance 
and implementation targets, ongoing strategy 
implementation team meetings to review 
progress and address concerns, and using 
performance data and team input to refine the 
strategy over time. Making expectations clear 
in the beginning helps the process to avoid 
snags and delays in implementation.
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It is also the responsibility of leadership to facilitate 
cross-unit or cross-functional collaborations, break 
down any silos, and ensure that efforts are not 
being duplicated. From their vantage perspective 
with oversight of all programs and initiatives, CEOs 
and their core teams are in a position to “connect 
the dots” and ensure that all synergies are being 
leveraged.

And while C-Suite leaders must guard against 
becoming the “complaint box,” an open door policy 
and willingness to provide quick advice or share their 
experience with staff tasked with leading strategic 
plan implementation will provide reassurance of 
support and keep the team leads motivated.

Creating & Monitoring Performance & 
Implementation Targets

CEOs should take the lead in establishing key 
performance indicators to drive strategic plan 
implementation and hold staff accountable for 
performance. They should also define what they 
want to see on the strategic plan dashboard (I would 
add the caveat that there is no perfect data and 
that more data isn’t necessarily going to yield more 
insights—so be selective and deliberate to zero in on 
data that will drive action).

It’s important to review all KPIs on a weekly basis 
and address any concerns directly with strategic 
team leads. A periodic review of tactical workplans to 
see if performance is on track is also recommended.

The CEO must have a plan and a consistent 
schedule to provide strategic plan implementation 
updates to the board chair (and executive committee 
or a special committee that oversees the strategic 
plan), the full board, funders, and any health plan 
and community partners as appropriate. These 
updates should be succinct, clear, and based on 
metrics. Full transparency with the board leadership 
is imperative—CEOs can report on problem areas 
and ask for advice and help.

Ongoing Strategy Implementation Team 
Meetings To Review Progress/Address Concerns

When leaders identify concerns or questions while 
reviewing metrics and workplans, they should 
have a rapid and somewhat informal process to 
address the issues rapidly with the appropriate 
staff. The discussions should be brief, structured, 
solutions-focused, and have a supportive rather 
than a punitive or critical tone. In case of consistent 
non-performance, leaders and team members 
can together decide on a timeframe and actions 
for improvement. And if there is no progress, it 
warrants a thoughtful decision on whether to change 
teams, change the action plan, bring in outside 
help, or adjust the targets themselves. These types 
of conversations are clearly more valuable in real 
time instead of waiting for the end of the year and 
formal “performance review” type of opportunities.  
At the same time, CEOs and other C-Suite leaders 
should recognize progress, and provide continuous 
encouragement.

Using Performance Data & Team Input To Refine 
The Strategy Over Time

The executive team should have a defined process 
for capturing pertinent feedback and using it to 
improve tactical plans, update strategic plans or 
inform the next iteration of strategic planning. This 
qualitative feedback should obviously be combined 
with insights yielded by outcomes and performance 
data as well as changing market conditions and 
shifting competition.

I would endorse the advice of Roland Pan, CEO of 
Flote, who said, “Strategies almost by definition are 
optimistic. You need to have a degree of it, but you 
also need to have some means to inject realism 
into the optimism…Remaining ‘agile’ and open to 
refinements to strategy beyond the confines of the 
planning process allows an organization more time 
and space to align and cope with this tendency [to 
define ambiguously articulated strategies].”
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How To Measure Progress & Course Correct Your 
Strategic Action Plan
By Ken Carr, Senior Associate 

and step-by-step directions before setting out on 
the journey and tried to stay the course, even if 
there were delays. If we deviated or took a wrong 
turn, we had to stop often and ask for directions 
or backtrack carefully. But now, with Google Maps 
or Waze or the car’s navigation system, we get 
recommendations for alternative routes when there 
are roadblocks ahead or when traffic is backed up. 
We know exactly how much time each alternative 
route can save, how many extra miles are involved, 
estimated arrival times and can make quick, 
informed decisions to reroute. Or know that “There is 
a 20-minute slowdown ahead but you are still on the 

Implementation of the strategic plan has to be an 
iterative rather than a rigid process, as should the 
evolution of the strategic plan itself. In order to 
achieve strategic objectives, leaders need to be 
willing to adjust their course, adapt to unforeseen 
changes in the landscape, and—if necessary—to 
modify the objectives. However any deviations from 
the original path need to be well-informed by data, 
meaningful feedback, and market intelligence and 
cannot be based on a “It’s just not working” mindset.

Strategy execution is like a road trip. Before the 
era of GPS and smartphones, we printed our maps 
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market, changes in payer contracting, regulatory 
changes, new technologies, workforce shortages, 
shifting patterns of demand and supply and of 
course, crises. While some of the external factors 
can be reasonably forecast during the strategic 
planning process, there can always be surprises in 
the market.

The Options For Rerouting Or Changing Course

When the signs are clear that the strategic 
implementation is off-course and won’t deliver the 
expected results, the executive team has two broad 
options—overhaul the tactical plan or adjust the 
deliverables and the strategic plan itself. Either 
path has to be preceded by a data drilldown, 
conversations with implementation teams and 
managers, and a and deep dive analysis of what is 
working and not working.

Some key questions to ask

 ▪ Were the right staff assigned to lead and 
implement strategic initiatives?

 ▪ Do the staff have the necessary skillsets or can 
they gain these skills with training?

 ▪ If current staff cannot do the job, do you need 
to hire new team members and what will be the 
return on investment?

 ▪ Before investing in new full-time staff, can 
you hire consultants who can focus on 
implementation and help to build “proof of 
concept?”

 ▪ Do teams working on strategic execution have 
enough time (and is the strategic initiative still 
a priority), or do they need to be freed of other 
responsibilities?

 ▪ Are there process impediments—delays in 
executive approvals, communication challenges, 
inefficiencies?

 ▪ Is there a need for new or upgraded technology 
and equipment to help you?

fastest route.” However, we still wouldn’t leave home 
without mapping to the destination first. Similarly, 
an effective tactical plan to implement strategy is 
one that allows for sufficient flexibility while also 
remaining aligned to the “north star.”

But a note of caution — non-performance cannot 
be an excuse to “give up” or lower expectations. We 
don’t turn back and go home or end the journey if we 
run low on gas or have a flat tire. We refuel, fix, and 
drive on despite the delay.

Why Your Strategic Implementation Can Go Off-
Course

How to tell if your strategy execution is off-track? 
The obvious answer is to look at your dashboard. 
If the implementation plan is well designed and 
incorporates frequent and consistent executive 
review of key performance indicators (see If You 
Don’t Measure It, You Won’t Implement It: Setting 
Strategic Plan Metrics) and tactical workplans (see 
The Devil Is In The Details: What Goes Into Your 
Strategy Implementation Workplan), the leadership 
team will know when targets are not being hit and 
when there are delays and snags in execution. The 
key is not to wait until end of the year “hoping” things 
will work out but to monitor performance and metrics 
in real-time and course correct right away.

In addition to the data, leaders need to stay tuned 
to signs like employee burnout, dissatisfaction in the 
ranks, disruptions in the day-to-day business that 
may or may not derive from the pressures imposed 
by the strategic plan.

Strategic plan implementation can be derailed 
on account of internal factors within your control 
or external factors mostly outside your control. 
Internal factors include lack of executive attention 
(see Beyond The Strategic Plan: Keeping Leaders 
Engaged In Implementation), inadequate resource 
allocation, and not having the right level of skills 
and capacity for execution. External factors could 
take the form of entry of new competitors into the 

https://openminds.com/?p=953643
https://openminds.com/?p=953643
https://openminds.com/?p=953643
https://openminds.com/?p=953724
https://openminds.com/?p=953724
https://openminds.com/?p=953762
https://openminds.com/?p=953762
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Acting On The Decision To Course Correct

Decisions to change should be thoughtful, 
deliberate, and made rationally not emotionally. 
While all internal and external stakeholders should 
be consulted as appropriate, adjustments to the 
tactical plan and the strategy are ultimately the 
decision of the Chief Executive Officer.

Once the decision is made, it is also important 
to move rapidly to communicate the change to 
stakeholders with proper rationale; to adjust the 
metrics, action plans, and timelines as needed; and 
to pursue the new course without losing momentum.

Staying the course, while being flexible, is the key 
to success. Setbacks along the way and market 
volatility should not cause leaders to question the 
value of strategic planning itself. The tougher the 
battle, the greater is the need for a robust strategy 
and robust execution.

 ▪ Do support functions—marketing, accounting, 
technology, data analytics, etc.—need to be 
upscaled or upgraded?

 ▪ Was the timeline realistic or do deadlines need to 
be extended?

 ▪ Was the demand for services overestimated?

 ▪ Was the competition underestimated?

With the answers to these questions, the path 
forward may become more evident. You may need to 
reassign or upskill staff, bring in new team members, 
reengineer processes, weed out inefficiencies, adjust 
timelines, or scale down and phase the deliverables. 
The executive team will need to decide how much 
time to allow—and what level of performance is 
acceptable—to gauge if planned improvements help 
to get the plan back on track.

If adjustments to the tactical plan and metrics don’t 
deliver the desired results, leadership should not be 
afraid to reexamine the strategic plan and objectives 
and major elements such as service lines, markets, 
and business models.
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The EHR’s Role In An Increasingly Complex 
Behavioral Health Provider Ecosystem 
By Qualifacts + Credible (Sponsored Content) 

In today’s rapidly evolving, highly regulated care 
climate, the electronic health record, or EHR, 
platform has become an even more critical 
component of providers ability to sustain and grow.

In fact, it’s hard to overstate just how much the 
EHR is the IT backbone of the agency’s overall 
operations. The information it houses is utilized by 
most agency departments, from billing and finance 
to scheduling and clinical care. And it must be ready 
to provide its data quickly, in an easily digestible 
form, when asked. It’s a tall order, and for the EHR 
system to be that go-to, utility player for any agency, 
it must:

 ▪ Provide easily accessible data and analytics to 
support all aspects of managing the providers’ 
business

 ▪ Help them maintain compliance in regard to both 
billing and state reporting

 ▪ Support emerging value-based care an 
alternative payment models

 ▪ Make the providers’ staff more efficient to help 
them meet the challenge of staff shortages

 ▪ Provide critical decision support at the point of 
care to help improve outcomes

 ▪ Have both online and mobile functionality to 
support community-based care; and

 ▪ Support virtual care delivery and enhance patient 
engagement

An EHR that is completing those functions is serving 
its users well. It is allowing for proving and improving 
outcomes, and well as enhancing revenue integrity. 

Behavioral health and human services providers, 
like their clients, must face and overcome new 
challenges every day. From a business operations 
perspective, agencies face increased compliance 
requirements and must provide substantial care 
documentation and outcomes measures to 
governmental regulators. Failure to do so can result 
in material impacts to the organization’s revenue, a 
dangerous result for entitles already operating on 
very tight margins. And on the clinical side, caregiver 
teams are dealing with increased demand, coupled 
with the fact that those individuals are presenting 
with a an ever-broader array of service needs. The 
result is providers are responding to and creating 
programming that puts an additional strain on limited 
agency resources.

Expecting the unexpected is not new for behavioral 
health providers, which routinely pivot to meet new 
demands. A notable recent example is how quickly 
providers stood up virtual care options in the early 
days of the COVID-19 pandemic. A survey of more 
than 1,000 providers conducted by Qualifacts 
+ Credible and the National Council for Mental 
Wellbeing in July 2020 showed that in just over three 
months, 80% of providers had moved to delivering 
more than half of their care in a virtual setting.

That rapid and successful deployment of a solution 
during an incredibly challenging time shows a 
willingness to explore and implement fresh solutions. 
Still, for providers to routinely problem-solve and 
succeed in a challenging climate, they need to 
maximize every resource at their disposal, from 
their talented caregivers and support staff to the 
technology tools they deploy to meet their mission.
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plans, prescription information and more, clinicians 
will need a continually updated window into a client’s 
care status. Billing and operations teams will need 
to be able to pull data quickly and easily to generate 
claims and reports that meet a dizzying array of 
criteria the first time. CCBHC specific data and 
reporting must be submitted to maintain compliance, 
and agency leadership needs dashboards that 
compile the data sets needed to analyze efficiencies, 
rectify problem areas and create a roadmap for 
the future. That means CCHBCs, and any other 
behavioral health or human services provider, needs 
an EHR that can do more than keep up — it has to 
think ahead.

Interoperability Is Another Essential Challenge 
That EHRs Must Meet 

The challenge of interoperability is emerging 
rapidly for Providers forcing them to reevaluate the 
capabilities of their EHR technology. To understand 
this better, take the EHR’s need to serve multiple 
internal stakeholders and turn it outward. That’s 
because behavioral health agencies, and their 
EHR platforms, now also must be ready securely 
exchange data— on demand — to clients via 
patient portals, governmental agencies via state 
health information exchanges (HIEs) and other 
stakeholders in the care ecosystem.

This interoperability function has moved from “nice 
to have” to necessary thanks to the requirements of 
the 21st Century Cures Act, as well as the growing 
move toward value-based care and reimbursement. 
And while an agency may initially see the issue as 
only one of compliance, there is also recognition 
that access to health data will also not only lead to 
better overall coordination of care, but also empower 
patients, leading to more engagement and thus 
better outcomes.

“When we talk about interoperability, we’re talking 
about more than just data exchange,” explains 
Hope Winkowski, Vice President, Outsource Billing 
and Product Compliance, at Qualifacts + Credible. 

It is helping to support compliance to and satisfy 
auditors and governmental agencies. And it is 
keeping clinicians and their clients connected. Even 
better, it is flexible and adaptable, so tomorrow’s new 
state reporting requirement or Medicaid mandate 
can be easily configured into existing workflows.

EHR Technology Must Broaden Its Scope To 
Match Agency Evolution 

Another reason EHR platforms must do more than 
ever before is that they must reflect evolving provider 
models. Front and center there is the continuing 
growth of the Community Certified Behavioral Health 
Clinic, or CCHBC, presence across the United 
States. In late 2015, the Substance Abuse and 
Mental health Services Administration (SAMHSA) 
awarded 24 states grants to distribute to providers 
over the next year. The program, which is based 
on the idea that a single hub for multiple services 
will streamline care and enhance outcomes, has 
continued to grow and there are now more than 400 
CCBHCs across the country. Each is tasked with 
expanding access to a multitude of services, from 
behavioral healthcare to substance abuse treatment, 
to vulnerable individuals with complex and ongoing 
care needs.

“CCBHCs increase access to vital, evidence-
based substance use and mental health treatment 
services, including 24/7 crisis care,” said Chuck 
Ingoglia, President and CEO of the National Council 
for Mental Wellbeing, when SAMSHA announced 
its most recent series of grants in July 2021. “The 
clinics receiving this funding have made a bold 
commitment to transform their services to better 
meet the needs of their communities.”

While the CCBHC model is indeed a leap forward in 
community-based, integrated behavioral healthcare 
services, it also creates more than a new technology 
challenges. A CCBHC’s EHR platform must be able 
support multiple services, some of which will be new 
to behavioral health providers. What does that look 
like? From initial intake data to ongoing treatment 
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EHR can answer the simplest questions to help 
finalize a treatment plan update, while at the same 
time executing on a complex request for dashboard 
laying out the next quarter’s predicted financials.

More than anything, an EHR platform is a connector. 
It is a collaborative tool for the clinical, operations 
and executive teams. It is a bridge between the 
agency and the clients in the community. It is the 
source of truth for information required by state 
and federal regulatory agencies. And lastly, it must 
be able to future-cast so that it can meet as-yet 
undelivered requirements.

“Behavioral health and human services providers 
have enormous responsibility when it comes to 
providing timely and effective care to vulnerable 
populations,” says Paul Ricci, CEO of Qualifacts 
+ Credible. “They have to constantly assess their 
operations to best leverage limited resources in the 
face of ongoing change. Having an EHR system 
that is keeping pace with those requirements, and is 
innovating to meet future demands, is essential for 
their success.”

“It’s care coordination, because it allows providers, 
facilities and practitioners to reach out to a patient 
and deliver appropriate follow-up care in a timely 
manner. An EHR system should support the timeline 
from initial engagement or admission to discharge 
and follow-up, because that is what a CCBHC or 
other behavioral healthcare agency will need to 
remain compliant with federal rules, as well as 
the coordination models required by value-based 
reimbursement.”

The EHR Of The Future Will Be A Diverse & 
Evolving Tool  

Two-way information exchange. Current billing 
data. Analytics that provide a deep dive into agency 
operations. On-demand report generation. Intelligent 
decision support. Today’s EHR has a lot on its plate. 
It has gone from a billing and compliance tool, to 
part of an agency’s overall operational landscape, 
helping multiple users do their jobs well all day, 
every day.

The right EHR is ready to do all that, and more. Like 
that vital staff member, it can and should be the 
go-to resource for multiple solutions. An effective 
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