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A Plan For Obsolescence
By Monica E. Oss, Chief Executive Officer
I’ve been struck by the announcements of new
service lines over the past couple months. Just a few
of the items that caught my attention:
•

CVS Health Launches New Virtual Primary Care
Solution On Single Digital Platform

•

Humana’s CenterWell Enters Second Joint
Venture To Develop 100 More Senior Primary
Care Clinics

•

Tampa General Hospital Partners With Kindred
On New Inpatient Behavioral Health Hospital

•

SCAN Group Launches ‘Healthcare In Action’
Medical Group For Homeless Seniors

•

Acadia Opening Two New Joint Venture Facilities
In 2022

•

Strive Health & Evolent Care Partners Create
Kidney Care Collaboration

•

UnitedHealthcare & Kaia Health Launch A New
Virtual Physical Therapy Program

•

Hanley Center At Origins Opens Residential
Mental Health Program In Florida
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•

KidsPeace & Alliance Health Joint Venture,
The Hope Center, Launches Mobile Crisis
Intervention Service In North Carolina

•

New School, Clinic For Youth With Autism &
Complex Behavioral Challenges To Open In
Northern Neck, Virginia

What are the implications? Every new service line,
assuming it is successful, takes up a certain amount
of market share going to the current service provider
organizations—cutting referrals and revenue. And
new entrants in the market push existing provider
organizations to improve their value proposition
of their service lines—in access or experience or
outcomes or costs. And in total, new service lines
entering the market make many existing service
lines obsolescent.
It is in this churning market landscape that executive
teams are managing their own service line portfolios.
The big questions? Are some service lines obsolete
and just need to be retired? Can service lines
with drooping performance be ‘fixed’? What highperforming service lines can be expanded? What
are the right investments in new service lines? This

June 2022 Monthly Management Newsletter | Page 2

is all part of service line portfolio management. But
to manage, executive teams need to be armed with
data—an analysis of their service lines’ performance
over time.
In last month’s management newsletter, Planning
Growth With Service Line Portfolio Analysis: The
OPEN MINDS Management Newsletter, May 2022,
my colleague Joe Naughton-Travers outlined a
best practice service line portfolio analysis—a
framework for organizing, presenting, and analyzing
the performance of a service provider organization’s
service lines. This month, he has added two other
new best practice templates to our toolbox. First, A
Metrics-Based Approach For Evaluation Of Service
Line Opportunities. This is a five-step approach for
evaluating what service lines to add to your portfolio.
The framework ensures that the decisions about
service line opportunities are based on metrics of
strategic importance to your organization (such as
market and profit potential, competition, and capital
needs) and it assists in ranking of potential service
line ideas in that strategic alignment.
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The other, Five Essential Questions For Service
Line Realignment, is to assist in overall service line
decicisionmaking. The focus of these questions
is uncomplicated—financial performance, market
demand, performance, customer satisfaction and
experience, and how mission-centric the services
are. The answers will identify which service lines
should probably be eliminated. These five questions
also aid in planning service line performance
improvement (with a timeline to achieve this) as well
as how to leverage high-performing service lines.
Unfortunately, like any tool, these tools won’t make
these tough decisions for the executive team. But
a better process can bring some order—and better
decisions—to a very chaotic market landscape.
Don’t forget the immortal words of one of my
favorite authors, Dashiell Hammett, “The outcome of
successful planning always looks like luck to saps.”
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A Metrics-Based Approach For Evaluation Of
Service Line Opportunities
By Joe Naughton-Travers, Ed.M., Executive Editor, Management Newsletter
In my consulting work at OPEN MINDS over the
past two decades, service line decision-making has
always been a critical component of the strategic
planning process. In last month’s management
newsletter (see Planning Growth With Service Line
Portfolio Analysis: The OPEN MINDS Management
Newsletter, May 2022), I detailed the basics
about service line portfolio analysis and how you
synthesize the findings and understand their
strategic implications. The results always include
some key issues—the need to add new services
to the portfolio, to ‘fix’ poor performing services
lines (most often due to negative margins), and to
eliminate some services altogether.
So how do you decide? Using a metrics-based
approach (that takes some of the emotion out of
tough decisions) is the best place to start. With
a process like the OPEN MINDS Metrics-Based
Evaluation Of Service Line Opportunities, each
potential new service line idea is ranked with all
the other ideas in order to arrive at a short list of
potential ideas to take into feasibility analysis and
development. But then there are those really hard
decisions—when it’s time to stop trying to fix a
service line and instead remove it from your service
array. I like to ask my customers five essential
questions about each of their current service lines to
help make those tough decisions more manageable.
Let’s start with a look at how to decide which service
line to add to your service line portfolio.

How To Rank Ideas For New Service
Lines Or Service Line Expansion
When considering new service line opportunities,
the problem frequently is that there are more ideas
for new services than time or money to evaluate
and implement. To address this problem, OPEN
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MINDS has developed a metrics-based ranking
model to evaluate new service line ideas to help
health care organizations develop a short list of
service opportunities to move to the next stages
of evaluation before comprehensive service line
development and launch.
There are two goals for this metrics-based evaluation
of service line opportunities process:
•

To ensure that the decisions about services line
opportunities are based on metrics of strategic
importance to your organization (and not just
latest ideas from you or your staff members!

•

To reduce the number of service line ideas
that move to the formal feasibility analysis and
development process

To get started, develop a list of factors to evaluate
one potential new service line vs. another. A list of
commonly used factors include:
•

Market Potential & Revenue Growth—The
ideal new service line would have considerable
and growing market demand and with that an
opportunity for significant revenue growth.

•

Degree of Competition—The ideal new service
line would have little or no competition from other
health care organizations in my current service
area.

•

Capital & Cash Flow Requirements—This new
service line would require minimal capital and
cash to get it launched and up to speed.

•

Long-Term Profit Potential—It would have high
profit potential in the long run.

•

Short-Term Profit Potential—Additionally, the
new service line would also have considerable
profit potential at or shortly after launch.
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•

Expertise Required for Success—Lastly, your
organization would already have the clinical and
operational expertise to develop and operate the
new service line idea (or could easily acquire the
expertise).

Is your organization likely to have a service line
idea that meets the ideal condition of all these
strategic metrics for decisionmaking? Of course
not. Nevertheless, by rating your list of new service
line ideas by similar factors that are important for
your organization, you can prioritize the list of ideas
into a short list to move into feasibility analysis and
development phases. Perhaps capital and cash are
not a key decider for your organization because you
have sufficient financial reserves to develop and
launch the new service. Or it may be that there is
such major competition for the new service idea that
it is not worth pursuing. It could be that long-term
profitability matters most for your organization, and
that the other factors are less of a concern.
With the concept of the metrics for evaluation in
mind, let’s walk through the steps of the process
itself.
1. A List of Service Line Ideas—Building a list of
new service line ideas.
2. Evaluation Metrics—Selecting factors to
evaluate the ideas.
3. A Scoring System—Developing a scoring
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system using the strategic factors.
4. Scoring & Ranking Service Line Ideas—
Scoring the service line ideas using the factors
and then ranking them from highest to lowest
score.
5. Final Selection of Service Line Ideas to
Evaluate Further—Selecting which of the
top-rated service line ideas to move to further
evaluation.

Step #1: A List of Service Line Ideas
The first step is to build a list of ideas for new
services or expanded services. Where does this
list of ideas come from? Start with your strategic
planning process as well as the service portfolio
analysis we detailed in last month’s management
newsletter (see Service Line Portfolio Analysis – The
Process & Use In Strategy and Using Service Line
Analysis To Drive Decisions). Are there profitable
service lines that you have an opportunity to expand
significantly? Are there other services needed by
the consumers you serve that you could deliver?
Are there new populations you could service with
your current portfolio? Are there services that could
be reconfigured or bundled to better meet market
needs?
Sift through any internal data that may give you
additional ideas for new service line opportunities.
When you look at when your organization has

June 2022 Monthly Management Newsletter | Page 5

rejected potential referrals for admission to services,
what were the reasons?

consumer-centric, and data-driven with a financially
risk-based payment model.

•

Were there services needed that you don’t
currently offer?

Step #2: Evaluation Metrics

•

Are there certain segments of the consumer
population you don’t currently serve but could
with a new or reformulated service?

•

Have you been referring your consumers out to
other providers for service needs that you could
deliver at your organization?

•

Have consumers and families given you
feedback about their service needs?

The second step in the process is to decide which
factors/metrics you will use to evaluate each of
the service line ideas. You can use the list of six
example factors described above, or you could
modify or add to the list. (Don’t make the mistake of
making it too complicated! A list of about five to ten
factors is just right.)

Hold focus group meetings with service line
managers and admissions department staff to solicit
their ideas for new or expanded services. Do you
need other market intelligence to find out about
service needs in the market? What else would
expand your list of ideas? Qualitative interviews with
key staff at payers or referral sources? Reviewing
available community needs assessments or
conducting them yourself? All of these are possible
ways to build a comprehensive list of service line
opportunities.
Finally, make certain that your brainstorming
process maintains a focus on the factors that are
high value in today’s marketplace. These high value
services are community-based, technology-enabled,
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Step #3: A Scoring System
Once you have the list of factors to evaluate the
service ideas, you need to create a scoring system.
Here is our recommended approach:
•

Scoring Scale—Plan to score each service line
idea by each individual factor on a Likert Scale of
1-5, with 5 being the ideal situation as described
previously. (E.g., you would score a service idea
5 on the Degree of Competition metric if there
is little or no competition, and 5 on the Capital
and Cash Flow Requirement metric if little capital
and cash are needed to develop and launch the
service.)

•

Scoring Multiplier—Here you weight how
important each factor is compared to the others
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for your organization. We recommend a simple
Likert Scale of 1- 3, with 3 meaning the factor is
very important, 2 that is of average importance,
and 1 meaning not important at all.
Using an electronic spreadsheet, here’s a snapshot
of what a completed scoring tool might look like:
The first part of the scoring is to score a service
line idea on each of the selected factors (using the
recommended Likert Scale of 1 – 5 in this example).
The last step is to simply calculate the total score
for the service line idea. For each metric, you
simply take the score and multiple it by the scoring
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multiplier (each factor’s importance). For example,
service line idea #1 would receive a score of 15 on
the Market Potential & Revenue Growth metric (the
score of 5 times the multiplier of 3).
Next, total the weighted scores for all the metrics
for that service line idea. Here’s the scoring on the
above example:
Set up your spreadsheet to do these calculations for
you (or have one of your staff who is a spreadsheet
wizard do it for you).

Step #4: Scoring & Ranking Service Line
Ideas
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Now you’ve done all the preparation work and are
ready to begin the scoring. You have a spreadsheet
tool that has the list of service line ideas set up so
you can score them by each metric and then get
a total ranked scoring for the list. Proceed with the
scoring and ranking of each service line idea with
your management team and the spreadsheet tool in
hand. Don’t overwork it! It is easiest to score each
service idea all by one factor before moving on to
the next factor for each service line idea.
When complete (this is a 2-3-hour meeting and
discussion, not 2-3 days!), use the Sort option in the
spreadsheet tool to rank the ideas from the highest
score to the lowest. You now have your metrics
ranked list of service line ideas. In our example,
service line idea #1 ended up ranking first with the
highest overall score of 32, with service line idea #3
ranking the lowest with a total score of just 15.

Step #5: Final Selection of Service Line
Ideas to Evaluate Further
The final step is to select which of the ranked service
line opportunities at the top of the list you would like
to evaluate further. Most organizations would do best
by selecting only two to three of the ideas to start
with. Remember the tool was developed to help you
prioritize and rank ideas by strategic metrics that
matter to your organization, but that doesn’t mean
you have to do all the top ranked ideas. The next
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steps for you and your management team are:
•

Review and discuss the top-ranked service line
ideas.

•

Determine if there is any additional market
research that needs to be completed on the top
service line ideas you are most interested in
pursuing and planning to conduct it, if needed.

•

Finalizing a short list of service line opportunities
to move on to a formal service line feasibility
analysis.

After developing your short list of new service line
ideas to further pursue, you don’t just develop and
launch them. Rather, you methodically complete
a feasibility analysis after which you make a final
go/no-go decision. (I’ll detail how to do a service
line feasibility analysis in another management
newsletter article.) So there you have it—
you’ve taken a market-driven list of new service
opportunities and used key metrics to evaluate and
rank them with a plan to move forward with more
research and analysis before a final decision is
made. Adding or expanding current service lines is
often an easy decision for organizations to make.
The tough calls involve determining when it is time to
stop trying to fix a service line and instead terminate
it all together. I cover that in the final component of
the OPEN MINDS Service Line Analysis & Planning
Toolkit: Five Essential Questions For Service Line
Realignment.
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Five Essential Questions For Service Line
Realignment
By Joe Naughton-Travers, Ed.M., Executive Editor, Management Newsletter
As I noted in A Metrics-Based Approach For
Evaluation Of Service Line Opportunities, service
line portfolio analysis, executive teams will also
identify service lines that may need to be adjusted—
or eliminated altogether. Much like determining
which service line ideas to launch, realigning your
service line offering should also be based on factors
and metrics.
So, how do you know when it’s time to fix a service
line or terminate it altogether? Many health care
organizations wrestle with this question (or have
a blind spot to even thinking about it). There could
be several reasons for discontinuing a service—
decreasing referrals and revenues over time, poor
quality, difficulty differentiating from the competition,
and most commonly, poor financial performance.
Even then, it can be painful for some organizations
to eliminate a service line. Perhaps, it has been a
long-standing service and is seen as mission critical.
Often, it is only after a service has operated at a
significant loss for several fiscal periods that an
organization finally decides to eliminate the service
line.
At OPEN MINDS, we’ve compiled a decisionmaking
checklist for service line realignment—a polite way
of asking questions to help you recognize when
you need to nix a service line. There are three
elements to this decisionmaking checklist for service
line realignment, with the first one being the most
important:
•

Element One—The Essential Questions to Ask
About Each of Your Service Lines

•

Element Two—Improving Service Line
Performance

•

Element Three—Leveraging High Performing
Service Lines
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Element One: The Essential Questions to
Ask About Each of Your Service Lines
This is the critical element, but very straightforward.
These are the questions that aid you in identifying
which services lines you may need to eliminate.
For each of your service lines, simply answer five
questions with a yes or no. The five questions focus
on financial performance, market demand, quality,
satisfaction, and how necessary the service line is.
Here are OPEN MINDS Five Essential Questions
About Service Lines:
•

Financial Performance—Is the service line
operating at a positive margin? (Alternative
question: Is the service line operating at budget
financially?)

•

Future Market Demand—Will the service still be
at the same or a higher level of demand in 2-3
years?

•

Quality & Contract Performance—Is
the service meeting quality and contract
performance standards and requirements?

•

Consumer Experience & Satisfaction—Are
consumers satisfied with their experience with
your organization and the services themselves?

•

Mission-Centric / Essential for Future
Marketing Position—Is the service line critical
for the organization in the future?

If any service line with a ‘no’ answer to three or more
of the questions should probably be eliminated.
Service lines with five yes’s are definite keepers, and
four yes’s should probably be maintained (unless
the no is about poor financial performance and that
cannot be fixed or afforded.)
For those service lines with three or more no
answers, perhaps you believe that improvements
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could be made, resulting in better performance (and
better answers to the five essential questions). This
is where Element Two comes in. For the service
lines that have ‘yes’ answers to four or five of the
essential questions, the plan should be to continue
and leverage them (as described in Element Three).

Future Market Demand

Element Two: Improving Service Line
Performance

Quality & Contract Performance

When aiming for improvement in the overall
performance of a service line, there are several
possible options for each of five categories of the
essential questions:

•

Can the service be reconfigured to better meet
anticipated market demand? Can you increase
your market share for the service with more
effective competition with other organizations?

•

Do you have the data collection and analytics
capabilities to monitor performance in real-time?

•

Would additional training and/or the adoption
of technology tools and reporting help improve
performance? Would staff incentives work?

Financial Performance

Consumer Experience & Satisfaction

•

Can the reimbursement for the service be
increased? Would a change in payer mix make
this happen?

•

•

Can the cost-of-service delivery be reduced
(e.g., by improving productivity, process
improvement, and/or through the adoption of
technologies)?

Do you know what changes need to be
made to improve consumers’ experience and
satisfaction? Or do you need to conduct a
thorough analysis for this?

•

•

Can the profitability be improved by increasing
volume through aggressive marketing?

Are there workflow and process changes that
would make your organization more consumer
friendly? Would the addition of technology make
things easier and more satisfying?

•

Would staff training on customer service help?
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Mission-Centric/Essential for Future Marketing
Position

Element Three: Leveraging High
Performance Service Lines

•

If the service is core to your mission and
operates at a loss, how will you fund this
negative margin? What volume of services and
loss is tolerable from a financial standpoint?

•

If the service is a loss leader you believe is
required for the future market, how long will it
take to reach break-even or profitability? How
are you funding the service in the meantime?

Now, let’s focus on those ideal, high-performing
service lines. Unfortunately, they often do not get the
attention they deserve. Many organizations make
the mistake of spending too much time and money
on fixing poor performing services rather than on
leveraging those that are doing well. Here are some
options for those high performing service lines:

•

Should the volume be capped if the service line
operates at a negative margin?

These questions will help you craft a performance
improvement plan for an imperfect service line. But
planning to improve performance is not enough.
Some organizations have been trying to improve the
performance of a service line for years to no avail.
Add some guardrails to your plan by ensuring you
have good answers to the following questions:
•

What is your definition of performance
improvement? What is the metric and target
performance? Can you measure progress in
performance improvement in real-time?

•

What is the timeline for achieving the desired
performance? What are the costs associated
with this (both investments and financial losses,
if applicable)?

•

What will you do if the performance target is not
achieved? Will you truly eliminate the service or
just find a way to tolerate the low performance?

•

Continued reinvestment and reformulation to
maintain the high performance.

•

Boosting marketing investment to increase
market share.

•

Expansion of the service line to new consumer
populations and/or geographic regions.

Moving To A New Service Line Portfolio
So, there you have it! Both a step-by-step process
for vetting new services line ideas and the five
essential questions that help answer those nagging
service line questions you have—what to keep,
what to fix, and what to eliminate. Use these howto guides to thoroughly vet ideas to expand your
services as well as to help you know when it’s time
to end others. The right mix of high-performing
service lines is critical for future success. If you
can’t answer some/any of these questions because
you aren’t measuring service line performance,
remember, you can’t fix what you don’t measure.

This focused and planned approach will allow you
to improve the performance of service lines, when
possible, while still ensuring that you recognize
when you haven’t.
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The Next Big Thing: Coming Up With That New
Service Line For The Future
By Monica E. Oss, Chief Executive Officer
The greatest challenge for the executives of most
organizations serving complex consumers is coming
up with “the next big thing.” It’s that high-value,
mission-focused service line that will be the core of
your organization’s service line portfolio and a key
to success. Structural changes in the health and
human service value chain will make many services
obsolete (or at least in need of a serious remake)
over time. The growing shift in stakeholder roles—
tech and pharma companies offering services,
health plans providing clinical services, health
systems managing health benefit plans, and national
specialty contracting—is changing the “value
chain.” And with it the demand for (and margins of)
traditional services. For long-term sustainability,
executive teams will need to look ahead and come
up with the market positioning and service offerings
that are in high demand and have profitability in the
emerging market—the “next big thing.”
Some of the market effects of these structural
changes are service specific—primary care will
be redefined with new functions and delivered by
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different professionals in new settings. Behavioral
health services will be increasingly virtual. Social
services will have more funding dependent
on consumer impact. Consumerism will drive
transparency of price and experience information
and growing non-fee for service value-based
reimbursement (VBR) models will open the flood
gates for tech substitution. Thinking through these
changes for undiscovered market opportunities is
the stuff of identifying the new market opportunities.
How do you accomplish this? The answer is
strategy development and strategy implementation
with two different areas of focus: First, optimizing
the performance of current services lines and,
second, developing new or enhanced services for
the emerging market. Optimizing current services
involves improving performance for customers and
knowing when to “retire” any particular service line
when it is non-performing in the portfolio. At the
same time, organizations need to develop that new
sustainable service line for the future. These new
services will need to be high value by today’s market
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definitions: services that are community-based,
technology-enabled, consumer-centric, and datadriven with a financially risk-based payment model.
Developing this strategic road map for future
success is a challenge and implementing it even
more challenging. Leading an organization that
is making the shift from one business model to
the next requires an executive team with the
ability to manage complexity—leading operational
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activities for enhancing current services lines and
entrepreneurial initiatives for new services at the
same time. Managing in this environment requires
executives who are comfortable with risk taking and
uncertainty, are comfortable with tension, and—to
quote Peter Drucker—”are comfortable making
sacrifices of parts of the organizations for the
broader enterprise.” Success demands not only the
right strategy and process, but the right skills in your
executive team.
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New Service Lines, New Performance Measures
By Joe Naughton-Travers, Ed.M., Executive Editor, Management Newsletter
As executive teams look to expand and diversify
their service line portfolios, there is one challenge
that comes with every new service—identifying and
managing new performance measures. There is
a wide range of performance measures for health
care services in today’s marketplace and a need
for the right infrastructure to support performance
management.
What are the performance measures? It depends on
your service lines. A recent analysis of performance
measures found there were over 500 unique mental
health performance measures. This includes the
“alphabet soup” of measurement systems like the
Merit-Based Inventive Payment System (MIPS),
Meaningful Use (MU), Certified Community
Behavioral Health Clinic (CCBHC), Inpatient
Psychiatric Facility Quality Reporting (IPFQR),
and the Treatment Episode Data Set (TEDS)
initiatives. And this is just the standard mental health
measures—there are metrics for other behavioral
health services as well as for primary care
services, along with any required state and contract
performance reporting requirements.
At the service line level, what do performance
reporting requirements look like? Let’s look at
three examples—health homes, CCBHCs, and
long-term services and supports (LTSS). Medicaid
health homes are required to report on eight quality
measures and three utilization measures to receive
payment. Some measures on the table include
initiation and engagement of alcohol and other
drug abuse or dependence treatment, controlling
high blood pressure, screening for depression and
follow-up plan, follow-up after hospitalization for
mental illness, all-cause readmissions, adult Body
Mass Index assessment, and the Prevention Quality
Indication (PQI) 92: for chronic conditions. CCBHCs
are tracking follow-up after hospitalization for mental
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illness, adherence to antipsychotics for individuals
with schizophrenia, initiation and engagement of
alcohol and other drug dependence treatment,
and suicide risk assessment for major depressive
disorder.
In contrast, LTSS provider organizations need
to measure metrics related to assessment,
care planning, and care coordination through
comprehensive assessments and care plans. Some
of the specifics include shared care planning with the
primary care professional; reassessment/care plan
update after inpatient discharge; and screening, risk
assessment, and plan of care to prevent future falls.
The constant comment from health care organization
executive teams is that there are too many different
performance measures—with different requirements
depending on the service, the consumer type, and
the health plan. They are right, but that is not likely
to change. Rather, management teams need to build
a technology infrastructure with flexible reporting
capabilities to manage service performance.
There are some key elements to a best practice
infrastructure for service line performance reporting:
a comprehensive electronic health record (EHR);
integrated workflows; customizable measures for
each type of contract and service; data dashboards;
and the ability to calculate everything in real-time.
A Comprehensive EHR—On-demand data
interoperability is essential to care coordination and
managing transitions of care, and for a provider
organization to truly be high-functioning, it needs
everyone on the care team to have access to
the metrics that can build and support a wholeperson approach to care. Developing a shared
platform across all users equips the team to identify
behavioral health concerns exposed by the data,
and then to align the treatment plans.
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Integrated workflows—Feeding data into the
daily workflows across all clinical, financial, and
operational decision-making is at the heart of
increasing efficiency and leveraging the potential
to meet metrics requirements, increase quality,
and capture the requisite outcome measurement
scores. Building this “new” workflow approach
should focus on clinical form consolidation, point-ofservice access to health records, increased record
compliance, and enhanced health record reviews
and audits.
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Customizable measures for each type of contract
and service—When it comes to measures, not
all contracts are created the same, and many
executives will have to embrace and remain diligent
in the face of “measurement fatigue.” But it’s an
inescapable reality that every contract will have its
own requirements and quality measures. Investing in
collection methods and tools that can flexibly allow
executives to target and report different data is a
must.
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Data dashboards—The key to the effective use
of any data is automating the data collection and
analysis, and then delivering actionable information
through customized reporting and dashboards for
end users. These are the hands-on tools that can
take large chunks of unwieldy and dense data and
deliver them in a “digestible” way.
Real-time data—Real-time data is far more valuable
than lagging indicator data because it supports a
proactive approach to outcomes management. It
allows managers to change performance rather than
just discussing why poor performance happened.
As executive teams look to innovate and develop
new service lines, new performance measures are
likely. The key part of that is not only selecting the
right metrics, but also in making investments in an
infrastructure that supports metrics-based reporting
and service portfolio management requirements.
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