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How to utilize outpatient and 
ambulatory claims-based insights 
for strategic growth 
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• Identify the benefits of analyzing 
patient utilization

• Discuss the impact of patient leakage

• Describe best practices for optimizing 
practice throughput

Learning Objectives
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Measuring Patient Utilization 
of the Care Continuum
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The Value of Patient Retention

• Background
• There is increasing focus on the concept of “Value of Patient Lives” and acquisition of Patient 

Lives – with a focus on the comprehensive retention of services for each patient within a defined 
network

• Competition for patient lives is increasing 

• Community hospitals face regional/tertiary pressure as health systems react to mandate for top-line growth 
– and progressively encroach on local markets

• Non-health system-aligned entities (virtual/telehealth, retail, travel medicine, etc.) are impinging on local 
markets looking to disrupt historic competitive dynamics

• Challenges

• Most health systems lack measurable, actionable data on Patient Acquisition and Retention

• Many health systems/practices lack sufficient access within desired access points (with a focus on 
Primary care)

• Opportunity

• Leveraging claims-based data can provide health systems with a comprehensive view of patient 
retention within a given market area
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Utilization of Claims for Ambulatory Growth

Measure Manage

• What’s our current state (benchmark)?

• What are the trends over time?

• What are the most immediate 
opportunities for incremental patient 
growth?

• Are we getting a return on 
investments for time and resources 
allocated?

• Ensure reporting mechanisms are 
simple and repeatable

• Ensure the ability to define 
opportunities for improvement and 
drill-down is easily accessible

• Engage providers in root cause 
discussions

• Build a plan and execute

Goal: Create a simple & repeatable system that keeps your 
organization focused on incremental improvement.
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Measuring Outpatient Care Utilization

• Primary Care Office Visit Market Share provides 
direction on how well our provider resources are 
penetrating the geographic market served

• Setting targets for growth can inform needs for primary 
care or specialty-care presence 
• Utilize existing capacity
• Grow footprint
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Measuring Outpatient Care Utilization

• Office Visit-based Market Share for Primary Care 
& Specialists
• Claims-based calculation
• Office Visit E&Ms for all providers 

in market

• Office Visit Market Share provides an overview 
of the competitive landscape for specialty-
specific patients in the service area

• Understanding the highest volume providers 
in the market can help prioritize alignment 
and growth targets
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Priority Access Points for Patient Retention

What specialty care services 
do patients continue to utilize 
within our health system after 

receiving care from market 
PCPs?

Where do ED patients receive 
care after leaving local 

emergency departments?

How do urgent care patients 
flow through local practices 

and  health systems differently 
than other sites of care?

What opportunities exist for 
incremental patient attraction 

if access is improved through 
optimization of practice 

throughput?
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Outpatient Care Utilization Factors

• “Provider referral” is only one of many 
reasons a patient utilizes a specific site of 
care – or doesn’t.

• There are many factors that influence 
outpatient care utilization
• Patient Factors
• Provider Factors

• For any measurement to be useful, it must 
be measured over time.
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Measuring Patient Retention – Network Level

• Understanding overall network 

leakage is step #1 in identifying 

immediate opportunities for 

incremental patient capture.

Industry Best Practice (85-90%+)

Employed Specialist

Active Medical Staff

Other
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Measuring Patient Retention – Practice Level

• Measuring patient retention over 

time, by practice and specialty, 

allows for evaluation of current 

state and  opportunities as well 

as variation by practice

PCP Practice 
1

PCP Practice 
2

PCP Practice 
3

PCP Practice 
4

Employed Specialist
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Practice Growth Opportunities
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Measuring Patient Retention – Provider Level

• Taking patient retention down to the 

provider level allows for individual 

provider measurements; to 

determine warranted and 

unwarranted variation.

Employed Specialist

Active Medical Staff

Other



14HSGadvisors.com | © 2022 HSG

Measuring Patient Retention – Specialty Destination

• Lastly, determining where patients 

ultimately receive their specialty 

care services, if not within your 

specialty network, is critical to 

overcome current patient 

outmigration gaps.

Employed Specialist

Active Medical Staff

Other

Identification of Specific Patient Leakage to 
Individual Specialist Providers
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Referral Source Alignment

• The lowest hanging fruit for 

attracting new patients into your 

practice is by aligning with 

physicians and APPs that 

already share patients with your 

providers (known or unknown).
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Considerations for Access in Primary care
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Evaluating Practice Capacity and Access

• Provider productivity is a reasonable 
proxy for evaluating existing capacity 
within your practices

• Providers achieving 75th percentile 
productivity will likely have difficulty 
increasing access/capacity versus those 
below the 50th percentile

• This sample analysis indicates potential 
additional capacity for more than half 
of the listed providers – especially the 
APPs.
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Evaluating Practice Capacity and Access

• … whereas this sample 
analysis indicates little 
additional capacity for 
existing providers and 
likely predicts access 
challenges – except for the 
APPs.

• … although reviewing APP 
utilization may be an 
opportunity for this group.
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Evaluating Practice Capacity and Access

• Frequently, opportunities to 
balance current investment exist 
within multi-location primary or 
specialty-care practices

• This group of primary care 
practices may be able to 
reallocate resources to more 
effectively meet demand.
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Advanced Practitioner Recruitment and Utilization 

• Many organizations still view Advanced Practice Professional recruitment as an 
“operational” activity, rather than a strategic one.
• i.e. Dr. Smith is getting close to capacity – we’re going to add an APP to 

his/her practice to supplement his/her productivity

• Given projected shortages in most key physician specialties, maximizing APP 
recruitment and utilization is and will continue to be a major strategic driver of 
care delivery and patient access.

• Critical planning for APPs becomes a recurrent part of recruitment planning as 
competition for APPs will increasingly result in competitive recruitment dynamics

• There is no data to say “how many APPs should we have” in a market or 
specialty.  

• Huge variation in utilization, contracting model, cultural acceptance, market 
acceptance from market to market, specialty to specialty.
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Utilizing Resources to Improve Access:
Team-based Care Delivery

• Utilization in primary care varies based on culture and care delivery models

• Team jointly cares for a “panel” of assigned patients

• Assignment can be complicated by insurer rules – e.g., may be unable to 
formally assign to a nonphysician

• Often easier to assign to physician in EMR and insurer forms but portray to 
patient as assigned to the “xx” team 

• Patient attribution process facilitated by patient risk stratification

• Best practice for determining “reasonable” number for patient panels

• Assists with individual patient scheduling decisions

• Appointment durations

• Provider type seen 

• APPs often focus on preventive services, minor acute care, and patients with 1-2 
stable chronic conditions

• Physician focuses on more complex patients and care coordination efforts
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Utilizing Resources to Improve Access:
Clinical Practice Transformation

• Team-based care delivery model utilizing all members at the top of license and 
capabilities

• Proven to be able to increase provider productivity and patient access to care 
yet – 

• Decrease total number of dedicated provider hours

• Mitigate the risk of provider burnout

• Enhance patient and staff satisfaction

• Model will increase staffing ratios compared to traditional models of care and 
benchmark data

• Requires provider willingness to practically delegate tasks 

• Requires staffing stability for maximum efficiency, effectiveness, and 
accountability
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Summary

• Competition for Patient Lives requires health systems to have a robust strategy 
for access and patient retention

• Claims-based data provides the most comprehensive solution to monitoring 
patient utilization of the care continuum and retention within a network

• Access, especially in primary care, must be a focus to promote patient lives 
acquisition.
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Thank You
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