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1. The Big Picture
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Strategy In An Uncertain Landscape

The strategic plan for the current 
market

• Should focus on optimizing the 
performance of current operations 
(market positioning, market share, 
revenue, margins, etc.)

The strategic plan for the future 
market

• Should have a vision for your 
organization in its ‘next generation’ –
and determine the time and resources 
required to make that change 

The transition plan to the future 
market

• The framework for moving from current 
market to future market 

4

A solid plan frees up the management team to focus on optimizing the 
performance of current operations and building cash reserves to fund 

future development
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2020 – A Year When Strategy Matters More Than Ever

▪ Reopening Is Not Recovery

- Reopening during the COVID-19 pandemic is tactical, but recovery is strategic.

▪ Leadership Is Adaptability In The Face Of Uncertainty

- “The most important factor in survival is neither intelligence nor strength but adaptability.” –
Charles Darwin

▪ Virtual Is The “New Normal”

- Post-pandemic health care will be a blend of face-to-face and virtual care.

- Organizations will likely continue to keep some administrative operations virtual rather than 
office-based.

▪ 20% Or More Of Provider Organizations Are Not Likely To Financially Survive The 
Pandemic

- Cash and access to credit are critical.

- Aggressive new competition from existing health and human service organizations requires a 
post-pandemic strategy, not just crisis management.
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Value Of Strategic Planning For Your Organization

• Interprets the mission and vision, providing clear direction for the short-
term and for the future

• Serves as a formal process to allocate limited resources

• Establishes strategic priorities

• Ensures organizational alignment

• Establishes the basis for on-going performance reporting on 
organizational status provided by the chief executive officer to the board
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Value Of Planning For CEO & Management Team

Provides clarity from the 
board regarding 

organizational priorities 
and performance 

expectations

Serves as the basis for 
development of 
organizational 

infrastructure and 
operating plans

Serves as the basis for 
departmental and program 

plans

7
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Strategy Development – Common Strategic Options For 
Consideration

Closure of services or service lines that are not 
profitable, affordable, and/or a “good fit”

Strategies to improve margins of 
existing service lines

Building “value-added” products to 
increase margins

Expansion of successful service lines (geographic expansion, 
new customer base, etc.)

Diversification of 
revenue sources

Reconfiguration of services within 
the “value chain”

Strategies to address shifting 
“economy of scale” issues

8
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Factors 
Contributing
To Failed Plan 
Implementation

Poor 
preparation 

of line 
managers

Definitions 
of service 
lines and 
operating 
units not 
precise

Vaguely 
formulated 

goals

Inadequate 
information 
for action 
planning

Badly 
handled 

reviews of 
business 
unit plans

Inadequate 
linkage of 
strategic 
plan with 

other control 
systems
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2. The OPEN MINDS Four Phase Model 

For Successful Strategic Planning & Implementation
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Phase I: 
Understanding 

Where We Are & 
Where We Want 

To Be

1. The “vision and mission” for the future

2. Organizational objectives for the next few years

3. The map of the service line portfolio—services, 
revenue, consumers, payer mix, margins

4. Organizational performance metrics

5. Key competitors by service line

6. Key payer profiles

7. The strategic scenarios—the most likely, the best 
case, and problematic cases

8. SWOT – Perspective on strategic positioning

9. Understanding stakeholder perspectives—
executive team, board, payers, employees, 
consumers, and community—using surveys and 
focus groups

11
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Phase II: 
Developing 
Strategy & 

Tactics

1. Developing key strategic initiatives—the 

options and the priorities

2. Selecting a set of key strategies for the 

most likely market scenario

3. Developing high-level tactics and timelines 

for key strategies

12
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Phase III: 
Strategy 

Feasibility 
Assessment 

1. Incorporating the strategy into budgets for 

the next fiscal year

2. Revenue projections

3. Detailed implementation tactics and cost

4. Preliminary budget model

5. Iterative changes to strategy and budget 

until final

13
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Phase IV: 
Strategy 

Implementation

1. Develop key performance indicators for 

tracking strategy success

2. Create a metrics-based strategy 

implementation oversight process

14
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The OPEN MINDS Best Practice Process For Strategic Planning

1
Develop vision of future competitive advantage and market positioning – set objectives

2
External market analysis and internal portfolio analysis/performance benchmarking

3
Scenario-based strategic plan incorporating alternate future positioning options

4
Evaluation of strategic options; prioritization and selection of strategic initiatives and high-level tactics

5

Budget integration – revenue projections and detailed plans—marketing, financial, operational, capital, HR, etc.—to 
implement strategy and future vision

6

Strategy implementation with key performance metrics and metrics-based management to track strategy success 
and allow for mid-course adjustments

7
Optimization of current operations to keep current programs as competitive (and profitable) as long as possible

8
New service model development to support future vision

9
Collaborations and partnerships as needed to facilitate strategy implementation

Key Initiatives 

Driven By 

Strategy

Phase I

Phase II

Phase III

Phase IV

15



© 2020 OPEN MINDS 16

Implementing A Strategy For Sustainability In Health & Human Services 

Value, Competitive 
Advantage, Sustainability

Improved 
Performance

Reduced 
Cost

Strategy

Sustainable 
Competitive 

Service 
Model

New 
Partnerships

New Service

New 
Population

New Tech

Innovation



© 2020 OPEN MINDS© 2020 OPEN MINDS

3. Scenario-Based Planning In Times Of Uncertainty

17



18© 2018 OPEN MINDS© 2020 OPEN MINDS

Scenario-Based 
Planning Is A Tool 
For Planning In A 
Chaotic Market 

▪ A Scenario Is…

- An outline of a hypothesized chain of events

- Depictions of a future that are useful to clarify 

thinking—not  predictions or forecasts of what will 

happen, rather, a suggestion of what might happen

- Several (usually three to five) descriptions of 

hypothetical situations – interspersed with 

extrapolations of trends; more useful for 

understanding options and dealing with uncertainty 

than predicting specific events

Most organizations need to move 

forward with implementation 

without “final” information.

Most practical option is concurrent 

scenario building and planning.

18
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Scenario-Based Planning Process

1. Build scenarios of likely future situations and high-level 

implementation plans for each

2. Determine the “common elements” in the scenario implementation 

plans—common organizational capabilities, resource investments, 

partnerships, etc.

3. Select the “most likely” scenario to occur as the basis for the strategic 

plan

4. Implement the “common elements to all scenarios” first when building 

the operational implementation plan

5. Monitor events to update scenarios and action plans

6. Continuously update both the scenarios and the implementation plans 

based on new developments

19
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Harvard Business Review: Developing Strategy Under Uncertainty

Level One:  A Clear Enough Future

• This one is easy. Use a standard strategy toolkit for planning.

Level Two: Alternate Futures

• Define the 2 to 3 likely scenarios and plan for all of them.

Level Three: A Range Of Futures

• Here there are a wider range of possible scenarios.  Identify market 
triggers for the wider range of scenarios and build a plan focused on the 

most probable ones like in Level Two.

Level Four: True Ambiguity

• Don't give up here and act on gut instinct! Here you need to plan for shorter time 
periods, monitoring market metrics, and quickly adapting to market changes and 
helping to SHAPE the future market.

20

Half of the strategy problems for organizations typically fall into Level Two or Level Three
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4. Sample External & Internal Strategic Planning Data

21



© 2020 OPEN MINDS

Common Components Of External Analysis

National Trends

State & Local Trends

Key Competitor/Potential Partner Information

Payer Information

Qualitative Interviews With Leaders & Stakeholders

Community Focus Groups

22
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National Trends 
Impacting Human 
Services

1
• Impact Of The COVID-19 Pandemic

2
• Expansion Of Managed Care Models

3
• Continued Shift To Value-Based Contracting (VBC) Focusing On 

Reducing Health Care Costs & Improving Health Outcomes

4
• Increased Development & Utilization Of Integrated Care Models

5
• Increased Competition & Consolidation Of Provider Organizations

6
• On-Going Changes To The Nature Of Services & Competition 

Due To Technology

23
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Texas State & 
Local Trends 
Example

1
• 1115 Waiver 

2
• Provider Shortage 

3
• Addiction Service Gaps

4
• School-Based Mental Health 

5

• Intellectual & Developmental Disability Funding 
Challenges

6
• Crisis Response & Community Preparedness

7
• CCBHC Certification

24
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State & Local Trends Example: New Jersey

• New Jersey is likely to move reimbursement for many of its public sector 
behavioral health services from a contract-based and cost-based financing to 
a fee-for-service for provider organizations.

New Jersey Trend #1

• New Jersey’s implementation of the Comprehensive Medicaid Waiver is likely 
to fundamentally change provider organization revenue streams; billing, 
reporting, and compliance requirements; and clinical operations.

New Jersey Trend #2

• New Jersey’s deinstitutionalization movement, in compliance with the 
Supreme Court’s Olmstead decision, will continue to drive the demand for 
specialized, community-based, behavioral health services.

New Jersey Trend #3

25
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Sample Competitor Information

County Riverside

Key	Competitors

Inland	Psychiatric	Medical	Group

Oasis	Rehabilitation	Center

Loma	Linda	University	Behavioral	Medicine	Center;	Department	Of	Psychiatry	Outpatient	Services

Vista	Pacifica	Enterprises,	Inc.

Palomar	Health

West	End	Family	Counseling	Service

Inland	Psychiatric	Medical	Group 	

Headquarters	Street	Address 1809	W	Redlands	Blvd.

City Redlands

State CA	

Zip 92373

Telephone 951-652-8107

Web	Site http://www.inlandpsych.com/

#	Of	Service	Locations 7

Describe	Service	Locations/Delivery

Adolescent	and	young	adult	psychiatry

Adult	psychiatry

Behavioral	Health	Services

Psychiatric	Consultation	Services

Evaluation	and	Treatment

Child,	Adolescent	and	Adult	Therapy

Board	Certified	Psychiatrists

Licensed	Clinical	Psychologists

Marriage	Family	Therapists	/	Licensed	Clinical	Social	Workers

24	Hour	On	Call	Clinicians

Bilingual	Therapists

Same	Day	Appointments	(When	available)

Evening	Appointments

Emergency	Consultations

Lectures	and	Presentations

Psychological	Testing

Eating	and	Sexual	Problems

Stress	and	Migraine	Management

Sleeping	and	Mood	Problems

Estimated	Service	Revenue

Estimated	Service	Volume,	In	Units

CEO	First	Name Syam	

CEO	Last	Name Kunam,	MD

CEO	Email	Address kunam@inlandpsych.com

Partnerships	&	Collaborations Insurance	Accepted:		Aetna	HMO/PPO	Blue	Cross	Blue	Shield	PPO	Blue	Cross	Blue	Shield	United	Health	Care	Cigna	Pacificare	Chipa	Healthnet	Blue	Cross	Blue	Shield

Payer	Contracts	&	Relationships

27
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Key Competitors & Potential Partners

▪ Active Day

▪ Boundless

▪ Echoing Hills

▪ Hattie Larlham

▪ Help Foundation

▪ Jewish Family Service Association 

of Cleveland

▪ NCC Solutions

▪ New Avenues to Independence

▪ New Leaf

▪ Rem Ohio

▪ ResCare

▪ Rose Mary Center

▪ United Cerebral Palsy Association 

of Greater Cleveland, Inc.

▪ United Disability Services

▪ Viaquest

▪ Weaver Industries

▪ Welcome Home

© 2020 OPEN MINDS 28
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Potential Partners & Collaborators Identified

1. Aliviane

2. Atlantis Behavioral Health

3. Centro de San Vicente

4. El Paso Behavioral Health Systems

5. El Paso Mental Health

6. Family Service of El Paso

7. Project Vida

8. Rio Vista Behavioral Health Hospital 

9. Steven A. Cohen Military Family Clinic at Endeavors 

10. Tenet Health

11. Texas Tech Physicians of El Paso 

12. University Medical Center of El Paso 
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Sample Payer Information
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Sample Payer Information
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Overall 
Experience

Customer 
Service

Service 
Needs

Other

Stakeholder/Partner Focus Group Areas Explored
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Qualitative Interviews With Leaders & Stakeholders

Typically, these are qualitative telephone 
interviews conducted by a knowledgeable 
interviewer.

Common categories of questions:

• Brand and image in the marketplace

• Key competitors and best practice provider 
organizations

• Service demand and capacity needs

• Changing payment models

33
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Community Focus Groups

Typically, these are 1 to 1.5-hour meetings in 
the community, with a focus group leader and a 
note-taker. Ideally, the groups have 30 
individuals or less.

Common categories of questions:

• Overall experience with the agency

• Ease of access to care

• Brand and image in the marketplace

• Service demand and capacity needs

• Other feedback – positive or negative

34
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Common Components Of Internal Analysis

Revenue Mix By Payer & 
Service Line

Profit & Loss

Staff & Board SWOT Analysis

35
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Program Revenue By Payer

2017 2018 2019
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72%
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1% 0%

0.29% 1%

7%
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Payer Mix: FY17 To FY19 
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32%

18%
16%

14%

11%

5%
5%

Behavioral Health

IDD

DSRIP

Diversion

Nursing Division

Collaborative

Support Division

39

Service Division Revenue Mix FY19

Behavioral 

Health

IDD
DSRIP

Diversion

Nursing
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ICF (KPU)

ICF (KCS)

Revenue By Program All

2017

2018

2019
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Service Division Revenue Mix FY17 To FY19

$16,771,033 

$8,525,679 

$3,504,468 

$5,977,261 

$4,096,795 

$1,107,259 
$1,432,022 

$16,935,059 

$9,297,643 

$10,758,633 

$6,420,995 

$4,612,805 

$1,766,563 $2,137,267 

$16,836,227 

$9,373,571 

$8,380,122 

$7,490,276 

$5,837,152 

$2,424,231 
$1,996,950 
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Profit/Loss FY17 To FY19

FY 17 FY 18 FY 19

Total Revenue $41,414,517 $51,928,965 $52,105,333

Total Expenses $47,276,303 $49,388,234 $51,213,742

Profit/Loss ($5,861,786) (-14%) $2,540,731 (5%) $1,124,787 (2%)
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Service Line Revenues Direct 

Expenses

Protected 

Expenses

Indirect & 

Capital

Alloc OH 

Expenses

Profit/(Loss) 

Margin

Margin 

(Percentage)

Shared Living $564,266 $283,204 $0 $11,225 $46,540 $223,296 39.57%

Adult/Day 

Vocational $3,683,246 $1,781,658 $100,173 $857,850 $462,466 $481,099 13.06%

Licensed 

Waiver $1,609,415 $1,118,349 $36,288 $261,315 $240,596 $-47,134 -2.93%

ICF $8,847,614 $5,652,893 $703,076 $1,331,806 $1,112,755 $47,083 0.53%

ICF $6,232,086 $4,169,381 $150,976 $946,780 $954,005 $10,943 0.18%

Supported 

Living No 

Waiver $9,477,204 $8,089,045 $-172 $450,874 $1,466,506 $-529,049 -5.58%

Employment $465,619 $407,637 $0 $73,428 $83,138 $-98,583 -21.17%

Transportation $1,542,637 $606,159 $3,975 $438,583 $175,155 $318,765 20.66%

Grand Totals $32,422,086 $22,108,328 $994,317 $4,371,862 $4,541,161 $406,419 1.25%

Revenue & Profitability By Program FY 2019 
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Profit & Loss By Service Line

Revenue Expenses

Other Program 

Expenses

Profit/Loss

Before M&G M&G Expenses Profit/Loss

M&G 

Expense % 

Of Expenses

Outpatient 

Mental Health
$8,569,673 $6,458,648 $3,377,076 ($1,266,051) $2,027,798 ($3,293,849) 17%

Residential 

Services

$2,885,525 $2,284,799 $1,828,403 ($1,227,677) $850,113 ($2,077,790) 17%

Community-

Based Services $6,134,152 $3,917,012 $1,011,406 $1,205,733 $1,016,615 $189,118 17%

Crisis 

Stabilization $636,778 $967,370 $80,796.05 ($411,387) $216,651 ($628,038) 17%

Total For 

Service Lines

$18,226,130 $13,627,830 $6,297,682 ($1,699,382) $4,111,177 ($5,810,559) 17%
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5. Putting It All Together:

Synthesis and Plan Development

47
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So What’s Next?

▪ #1 Synthesize the internal and external analysis.  

- What are the key findings?  (This the elevator speech – the short list of what all the internal 

and external data means.)

- What are the landscape issues that impact our ability to be successful?

▪ #2  Develop a short list (3-5) of high-level strategic objectives.

- These are not management or operational goals, they are strategic objectives.

▪ #3  Flesh out the details of how to make it happen.

- What are the detailed operational initiatives or tactics that need to occur to accomplish the 

objectives?

- What are the budget implications?  Does this modify the initiatives and tactics?

▪ #4  Develop key performance indicators (KPIs) to monitor progress and success.

- Implement a dashboard to report the metrics to the executive team as well as other key 

stakeholders.

48
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Sample Key Findings From The Strategic Analysis

▪ Finding #1: The pandemic and its aftermath will have lasting impacts on the demand 
for health care services, operations, and available funding for provider organizations 
like ours.

▪ Finding #3: The organization has a reputation of service excellence, particularly in 
crisis management, and its brand is more recognized in the community than it was 
previously.

▪ Finding #4: The organization is in a strong financial position but will need to take a 
close look at how the pandemic and its aftermath impact service demand, operations, 
and finances.

▪ Finding #6: There is a strong push for the organization to be able to demonstrate 
quality and value with data, and an opportunity to be a leader in developing best 
practices.

▪ Finding #7: Continued efforts on primary care integration and “whole person” care (and 
CCBHC requirements) are likely to be critical parts of the new strategic plan.
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Sample Strategic Objectives

Service 
Excellence: 

To maintain, 
enhance, and 
celebrate our 
position as a 

premier provider 
organization of 

behavioral health 
services to 

individuals, families, 
and our community.

Family-Centered, 
Holistic Care: 

To ensure that all 
our organization’s 
clinical programs 
treat the whole 

person and his or 
her needs—

including mental 
health, addiction 

disorder, intellectual 
and developmental 
disability, primary 
care, and social 

environment 
conditions.

Visionary, 
Advocate & 
Community 

Partner: 

To establish our 
organization as a 

leading organization 
in the research, 

development, and 
training for clinical 
and administrative 
best practices; an 

advocate for 
consumer-centered, 
quality health care 

services; and a 
community partner 
in enhancing the 
system of care in 
our community.

Service 
Expansion:

To continue to 
expand the array of 
services provided in 
our community and 

broaden our positive 
impact on 

individuals, families, 
and communities.
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Sample Key Findings From The Strategic Analysis
Finding #1: The organization has a strong 

brand reputation and critical core 
competencies in managing the care and cost 
of services for individuals with cognitive and 

developmental disabilities, and other complex 
conditions. This represents a significant 

market opportunity for expansion of services 
and the organization’s impact on individuals, 

families, and communities.

Finding #2: The organization is financially 
stable, but operates with very small profit 

margins, making it difficult to invest in staff 
and infrastructure.

Finding #3: The organization, like most health 
care providers, has workforce challenges that 
must be addressed for it to continue to thrive 

in its mission.

Finding #4: The organization needs to grow 
significantly larger in terms of its size and 

scope of services so that it can continue to 
make the major investments in infrastructure 
and operations it needs in today’s health care 

market. 
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Sample Strategic Objectives

Objective #1

To establish the 
organization as a 

“premier 
provider” of 
services to 
people with 
cognitive, 

developmental 
disabilities, or 
other complex 

conditions.

Objective #2

To diversify and 
significantly grow 

revenues and 
services while 
ensuring the 

financial 
performance at 
the organization 
for the long-term 

financial 
sustainability of 

the organization.

Objective #3

To position the 
organization as 
an “Employer of 

Choice” by 
continuing to 
invest in its 

human capital 
resources to 

recruit, develop, 
and retain the 

qualified 
workforce it 

needs to achieve 
its mission.

Objective #4

To enhance both 
clinical and 

administrative 
systems and 
operations so 

that the 
organization will 

remain 
competitive and 

continue to thrive 
in managed care 
and value-based 

purchasing 
reimbursement 
environments.
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Example Strategic Initiatives, Tactics, and Timelines

Strategic Initiative
Phase 

One

Phase 

Two

Phase 

Three

Phase 

Four

Overall Strategic Initiative A: Implement a 

formal “balanced scorecard” performance 

measurement system and performance dashboard.
X X X

Overall Strategic Initiative B: Develop a 

key stakeholder reporting and communication 

system to communicate our performance and 

reputation as a Center of Excellence and Employer 

or Choice

X X X

Overall Strategic Initiative C: Develop, 

communicate and implement a comprehensive 

communication plan between leaders, management 

and all other staff.

X X X X
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Example Strategic Initiatives, Tactics, and Timelines

Strategic Initiative #2.B: Enhance and implement formal 

processes for monitoring staff feedback and satisfaction, 

incorporating 360º feedback models into staff evaluations, and 

recognizing superior employee performance.

X X

Strategic Initiative #2.C: Enhance staff recruitment and 

retention efforts.
X X X X

Strategic Initiative #2.D: Enhance and broaden our  

“Miniversity” to increase the availability and effectiveness of training 

for staff across the corporation, and expand Leadership Development 

supports and supervisory training for current and aspiring leaders.

X X X X

Strategic Initiative #2.E: Develop and implement a 

performance-based appraisal model for staff that utilizes strategic key 

indicators (KPIs) for improved performance and accountability.
X

Strategic Initiative #3.A: Restructure our organization chart 

into 4-8 service divisions, with a single individual responsible for the 

quality and financial performance of each division. 
X

Strategic Initiative #3.B: Restructure ours shared 

administrative and local administrative services so that they are 

efficient, cost-effective, and incorporate the strategic initiatives in this 

plan.

X X X
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Example Performance Metrics

▪ #1 Center of Excellence

- Number of new admissions to services this month

- Total number of consumers served this month

- Number of consumer critical incidents this month

▪ #2 Human Resource

- Number of equal employment opportunity complaints (EEOC)

- Number of new staff hires this month

- Number of staff discharges this month

- Number of staff promoted this month

- Percentage of staff positions vacant at month end (vacancy rate)

- Average number of days to fill staff positions for new hire this month

- Number of employee grievances this month

- Percentage of staff having staff training or other staff development this month

- Rolling staff turnover rate (90-days), year-to-date
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Questions From 
Our Circle 
Members

1. How do you prioritize strategic planning 

when we are in crisis management mode?

2. What sources would you suggest for 

market/landscape assessment?

3. At what point should you involve your board 

in strategic planning? And how?

4. Can you do strategic planning without an 

external consultant? Who should lead the 

process?

5. Any tips on how to communicate your 

strategic plan to stakeholders?
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More Resources

1. Making The Right Tech Investments For Your Organization: An 

OPEN MINDS Executive Seminar On Technology Budgeting & 

Planning 

2. Strategy In A Crisis – Staying Afloat Vs. Navigating; Keys To 

Planning & Managing For Recovery

3. How To Develop A Strategic Plan: An OPEN MINDS Executive 

Seminar On Best Practices In Strategy, Portfolio Management & 

Scenario-Based Planning

4. Building & Executing Strategy In A Complex Market—A Three-

Phase Best Practice Model For Success

5. Management Newsletter: The Strategic Planning Edition: Going 

From Strategy To Success

6. August 20 Web Briefing, Sign Up Now: From Ideas To Action –

How To Assess Feasibility & Implement Your Strategic Plan.

7. Making Change Happen — From Strategic Planning To Successful 

Implementation 

8. Making Change Happen — From Strategic Planning To Successful 

Implementation 
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https://www.openminds.com/market-intelligence/resources/021319postseminar/
https://www.openminds.com/?p=900392
https://www.openminds.com/market-intelligence/resources/how-to-develop-a-strategic-plan-an-open-minds-executive-seminar-on-best-practices-in-strategy-portfolio-management-scenario-based-planning/
https://www.openminds.com/market-intelligence/editorials/a-three-phase-best-practice-guide-to-building-strategy/
https://www.openminds.com/2018/06/?post_type=editorial
https://www.openminds.com/web-briefings-executive-blueprint-for-crisis-management/
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