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Baptist Health
Area’s Largest, Most Preferred Health System

• Net patient revenue over $2.4 B; 
AA Stable Standard and Poors rating

• 5 hospitals: Jax five-county Metro (Duval, St. 
Johns, Clay, Nassau, Baker), 6th hospital opening 
late 2022

• Wolfson Children’s Hospital, only freestanding 
children’s hospital between Orlando and Atlanta

• Baptist Heart Hospital

• Baptist MD Anderson Cancer Center

• 13,014 employees: Largest private sector 
employer in Jacksonville

• 1,658 physicians on medical staff

• 493 employed: 163 Primaries, 
110 Hospitalists, 207 Specialists, 13 admin
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Handouts/White Papers

For handouts of today’s presentation as well as a whitepaper 

on Patient Share of Care, please leave your information in 
the Post-Webinar-Survey at the end of today’s presentation.

Additionally, if you missed Part I of this webinar series on 

March 9th, find the slides and recording of the webinar here. 

https://hsgadvisors.com/webinars/how-to-measure-and-

improve-your-patient-attraction-and-retention-growth-

strategies-part-1-shsmd-educational-session/

https://hsgadvisors.com/webinars/how-to-measure-and-improve-your-patient-attraction-and-retention-growth-strategies-part-1-shsmd-educational-session/
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• Growth Strategy Development

• Defining and Measuring the Right 
Key Performance Indicators (KPIs)

• Management and Communication 
of KPIs

• Conclusions / Takeaways

• Questions and Answers

How to Measure and Improve Your Patient 
Attraction and Retention Growth Strategies
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Growth Strategy 
Development
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Data Utilization in Growth Strategy Development

March 9th SHSMD Webinar Poll Results

What KPI does your 

organization use for it’s 

primary measure of growth 

strategy success?

On a scale of 1 to 5, how effective 

are your organizational KPIs for 

measuring success of growth 

strategy development?

1 = Not Effective, 5 = Very Effective

Our organization feels we have 

access to the data and analytics 

we need to make meaningful 

strategic growth decisions?

Strong Disagree to Strongly Agree

33% = IP Market Share

20% = No Standard Metrics
Traditional Bell Curve

3% = Very Effective

10% = Not Effective At All
Remainder Falling in the Middle

70% Strongly Disagree to Neutral
30% Agree or Strongly Agree
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Patient Attraction Strategies

Patient  attraction strategies require data inputs from many sources. 

Strategies should be focused on markets, geographies, and service 
lines with a goal of capturing more lives.

Referral Source 
Alignment

Includes Identification 

of Top Feeders to Core 

Specialists and Ability 

to Keep Patients Within 

Network.

Market 
Attractiveness

Comparing Median HH 

Income, Population 

Growth, Percent 

Privately Insured, and 

Socio-Economic 

Profiles.

Patient
Access

Timeliness of New & 

Established Visits, 

Travel Time to Primary 

Care , Specialty Care, 

and Other Key Access 

Points.

Provider
Need

Determination of 

Provider Need within 

Markets Using Actuarial 

Figures Based on the 

Health of Specific 

Populations.

Market 
Share

Needs to Shift Beyond 

Traditional IP Market 

Share and Include 

Outpatient/Ambulatory 

and Physician Office 

Share.
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Patient Retention Strategies

Patient  retention  strategies require data inputs following the patient 

journey from one site of care to the next and should differ by the site  
of  service  in  which  patients  are entering  your  system.
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Baptist Health (Jacksonville, FL)
“Grow For the Future”

Grow for the Future

Expand our Reach Aligned with Tomorrow’s Healthcare Environment

Aspirational destination goal to achieve 34% share of care
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Defining and Measuring 
the Right KPIs
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Common Data Inputs – Part I

Data Sources Commentary

Anecdotal 
Observations

• Personal experiences are critical during drill-down to define root 

cause but should not be a measurement metric

• Only tells us what we “feel” is happening

Inpatient/HOPD 
Market Data

• Often self-reported to state hospital association

• Misses the competitiveness of the ambulatory landscape in each 

market

Electronic 
Medical Record

• Typically focused on identifying referrals leaving the network as 

part of a referral management strategy

• Outputs are only as good as the inputted data

• Misses any care provided at other facilities

Claims Data
• Can provide holistic portrait of patient care

• Detailed data facilitates multiple analytic approaches

• Some data redactions due to privacy protection

Many organizations rely on inadequate data and analyses to infer 
patient behavior. Utilization of one data source often leads to the 
fewest gaps in strategy development.
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Baptist Health KPIs
Patient Attraction KPI = “Share of Care”

Akin to Share of Wallet, Patient Share of Care answers the question –

“how much of the total healthcare dollar are we capturing”
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Baptist Health Patient Attraction KPIs: 
Market-Based Patient Share of Care - Overall

• BLINDED CLIENT is capturing 46.8% of the total 
expected healthcare spend ($6.6B) for healthcare 

entities providing services in the service region.

• This ranges from 40% for Commercially Insured 

patients to 46% for Governmental and Other Payers.

Q1 2021 Q2 2021

Health System Owned 34.6% 33.9%

Health System Partnerships 12.2% 12.7%

Total Health System Share of Care 46.8% 46.6%
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Baptist Health Patient Attraction KPIs: 
Market-Based Patient Share of Care – Site of Care
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Baptist Health Patient Attraction KPIs: 
Market-Based Patient Share of Care – Priority Service Lines



18HSGadvisors.com | © 2022 HSGAHA SHSMD EDUCATIONAL WEBINAR – PATIENT ATTRACTION AND RETENTION – PART II: MARCH 2022

Baptist Health Patient Attraction KPIs: 
Market-Based Patient Share of Care – Sub Service Lines
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Baptist Health KPIs
Patient Retention KPI = “In-Network Capture”

What percent of unique patient volume is kept within 
the system from employed primary care providers to 

specialty care providers?
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Baptist Health Patient Retention KPIs: 
In-Network Capture from Primary Care to Specialty Care
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Management and 
Communication of KPIs
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Measurement and Management of KPIs – Part I

Measure Manage

• What’s our current state 

(benchmark)?

• What are the trends over time?

• What are the critical issues that 

my team needs to deal with?

• Are we getting a return on 

investments in time and 

resources allocated?

• Ensure reporting mechanisms 

are optimized to define 

opportunities for improvement 

and drill-down

• Engage providers in root cause 

discussions

• Build a plan and execute

• Dig into areas showing issues 

&

Goal: Create a repeatable system or a program that keeps your organization 

focused on incremental improvement

There Are No Silver Bullets To Growth
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Measurement of KPIs – Part II

Process Measure

1. Strategy Group (executives) 

review Share of Care and set 

initial 3-year goals

2. Dialogue with Strategy Group 

and service line leadership to 

confirm goals

3. Service lines develop plans to 

meet targets and return to 

Strategy Group to 

present/affirm

4. Service line implements with 

periodic (6-9 months) 

performance check-ins
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Measurement of KPIs – Part II
Communication & Drill Down

Executive 
Leadership

Executive leadership teams should have Growth Strategy
KPIs on their monthly or quarterly dashboards. Patient

retention metrics for patients already utilizing your

healthcare services are the lowest hanging fruit for
incremental revenue growth.

Service Line 
Leadership

Creates service line ownership and enables the team to

make and be held accountable for 3-year growth

objectives. Empowers service line leadership to engage

marketing and strategy personnel as needed to achieve
their targets.

Marketing & 
Strategic 
Planning

Marketing and strategic planning often leverage data to

support provider recruitment efforts, geographic

development, and service development based on market
dynamics by provider specialization and service capabilities.

Budget/
Finance

Share of Care is built into financial dashboards and utilized
to project overall potential impact to the organization is

organizational KPI targets are achieved. Data is utilized for
ROI analysis on future growth strategy initiatives.
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Management of KPIs – Part I
Engage Providers in Root Cause
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Management of KPIs – Part II
Engage Providers in Root Cause

Process Measure

• Track in-network capture based 

on referrals from primary care 

network offices

• Biz Dev works with providers 

to identify/remove obstacles

• Evaluate service line positioning 

via multiple data streams

• IP/OPS activity share 

(historical)

• Share of Care (% revenue) 

with ranking within market
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✓ Develop KPIs that keep your organization focused on core strategic 

growth initiatives.

• Baptist Health 5-Year Goal = “Growth For the Future”

• Share of Care = Revenue Growth Measurement

• In-Network Referrals = Maximize Patient Retention

✓ Engage Team Members in Developing KPI Targets

• Executive Team Leads

• Service Line Leaders Own

✓ Communicate Measurement to Key Organizational Cohorts

• Service Line Leadership: Creates Ownership at SL Level

• Budget/Finance: Focuses on Revenue Targets

Conclusion and Takeaways
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Questions
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Next Steps

Be sure to complete SHSMD’s post webinar survey questions to 

receive a recording or PDF version of this session along with a white 

paper on Patient Share of Care as a revenue-based growth metric.

Thank you for joining our session!

DJ Sullivan
Director

Max Hubel
Executive Director, Budget, 

Financial Planning And 

Reporting

Chad Reece
Director of Planning and 

Marketing


