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Learning Objectives

By the end of this webinar, participants will be able to

1. Identify how health systems can develop regional hub-and-

spoke strategies for core service lines that maximize 

geographic care delivery and promote patient capture and 

retention.

2. Determine desirable specialty resources needed for the 

model and how they should be deployed to support both 

local care delivery and global network integrity.

3. Apply these concepts to systemwide marketing, provider 

recruitment, and collective measures of success.
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About HSG

HSG Advisors partners with healthcare 

organizations to transform their 

approach to markets, services, and 

providers through data-driven analytics 

and advisory solutions that enable 

strategic and sustainable growth.

Headquarters: Louisville, KY

Formed: 1999

Claims-Enhanced Market & 

Provider Intelligence

Transform claims data into actionable market and 
provider intelligence, enabling strategic decision-making 

through customized analytics, intuitive visualizations, and 

consultative guidance.

Provider Recruitment &

Alignment Strategy

Strategically evaluate and optimize provider recruitment 
and alignment, ensuring the sizing and accessibility of 

ambulatory and hospital-based providers is aligned with 

market and provider strategy.

Market & Service Line 

Growth Strategy

Develop and execute data-driven growth strategies by 

assessing current performance, identifying opportunities, 

defining strategic pathways, and monitoring results to drive 

sustainable, measurable growth.

Employed Provider 

Enterprise

Align organizational structure and provider governance, 
optimize practice access and overall operations, improve 
financial performance, and drive strategic growth through 

data-driven insights and operational expertise.

Provider Compensation & 

Compliance

Design and implement provider compensation and 
compliance strategies with a focus on alignment to 

organizational goals, while supporting financial sustainability 

provider satisfaction, and value-based care.
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Background
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Health System Growth and Development

Where We Start: 
Fragmented System

• Independent institutions
• Competitive histories

• Distinct cultures and identities 

M&A creates a system made of 
parts that were never designed to 

work together.

Hospital A

Hospital B

Hospital C

Outpatient Center

Outpatient Center

Outpatient Center

What We Need: 
Unified System

• One identity
• Shared culture

• System-ness mindset

Transformation requires shifting 
from facility-centric to 

system-centric thinking.

What Gets in the Way: 
Persistent Silos

• Facility-level P&L focus
• Provider networks managed 

locally

• Recruitment done per facility

Legacy behaviors reinforce silos 

and slow integration

Hospital A

Hospital B

Hospital C

Outpatient Center

Outpatient Center

Outpatient Center

Hospital A

Hospital B

Hospital C

Outpatient Center

Outpatient Center

Outpatient Center
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Health System Integration Requires Cultural & Operational 
Transformation

Initial Strategic Imperative
• Overcome M&A expansion complexities

• Effect health system integration

Desired Outcomes
• Historically competitive institutions operate in unison as a single system

• Cultural and operational variations narrow and align with a common vision and 

purpose

• Facility-centric decision-making evolves to execute individual roles within a 

synergistic system of facilities with a common mission
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Health System Integration Requires Cultural & Operational 
Transformation

Successful organizations pursue parallel transformation of the health system and employed provider enterprise

Phase 1

I. Ideal Future State

II. Potential Strategies

III. Prioritize Strategies

Phase 2

I. Organizational Structure

II. Management Infrastructure

III. Provider Leadership

Phase 3

I. Develop Action Plans

II. Implement & Execute

III. Improve Continuously

Shared Vision
Leadership & 
Management

Execution

Creating a Shared Vision 
of the system’s ideal 

future state

Constructing the aligned 
organizational structure and 

management infrastructure 
to drive necessary change 

to get there

Implementing/ 
executing/improving a 

series of strategic action 
plans to achieve the 

ideal future state
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Regional Hub-and-Spoke Model Enables System Integration

Why Shift to a System Mindset

• Move from facility ownership → shared 

accountability

• Align services across the regional network

• Balance community access with system 

efficiency

• Meet patients where they are

Hub-and-Spoke Care Delivery Approach
• Concentrate tertiary services at regional hub

• Maintain/ expand foundational services so 

patients receive most of their care close to home 

(spoke)

• Deploy intermediate service locations as needed 

(or as historically present)

• Facilitate coordinated referral pathways to the 

hub

HUB
Tertiary/ Quaternary Services

• Highly Specialized Care

• Subspecialties

• Advanced Technology

• Complex Cases

Foundational Care

• Core Inpatient

• Outpatient Care

• Diagnostics

• Lower Acuity

Intermediate Care

• Select Subspecialties

• Higher Acuity

• Expanded Diagnostics

• Step up Cases

As the system and its employed provider enterprise transforms to have a more collective mindset, systematizing 

service line strategies can follow to create a win-win scenario for all members
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Regional Service Planning Strengthens Network Performance

• Enhancing services in outlying 

communities may not occur with 

facility-only decision making

• Local investment increases market 

capture at both community sites 

and tertiary hub

• Regional success depends on 

shared accountability for 

individual roles across the 

network

• Systemwide mentality that 

overcomes local self-interest 

(ours v. mine)

• Governance structure aligning 

incentives and centralizing select 

functions

• Cultural shift toward enterprise-

focused decision making that is 

beneficial for all

• Defined regional service array across 

hub-and-spoke network

Why Regional Planning Matters Required Transformation
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Regional Service Planning Strengthens Network Performance

Regional service planning begins with prioritization of core service lines

Primary Care Cardiovascular Cancer Orthopedics Neurosciences
Women’s 

Health

How Adequate Provider Staffing Is Defined
• Medical Staff Development Plan + provider inventory

• Market demographics and disease burden analysis

• Market capture and demand forecasting

• APPs considered as a portion of total need

Physician vs APP Model Depends On
• Local medical and practice culture

• Public expectations and access needs

• Care delivery model and specialty characteristics

• Desirable ratios will vary by specialty and culture
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Hub and Spoke Approach to Service Line Management
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Hub and Spoke Approach to Service Line Management 

Adopting a regional hub and spoke approach to the 

distribution of core service line service resources involves 

creating a structure that concentrates tertiary (or even 

quaternary depending on the health system) services at the 

designated hub facility and ensures foundational services 

are available at the smaller spoke facilities.

• Depending on existing services and capabilities, 

designating some “spoke” facilities with 

intermediate services may be appropriate. 

HUB
Tertiary/ Quaternary Services

• Highly Specialized Care

• Subspecialties

• Advanced Technology

• Complex Cases

Foundational Care

• Core Inpatient

• Outpatient Care

• Diagnostics

• Lower Acuity

Intermediate Care

• Select Subspecialties

• Higher Acuity

• Expanded Diagnostics

• Step up Cases
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Hub and Spoke Approach to Service Line Management – Data  

Translating this concept to each core service line’s 

strategies often results in considerations that might vary 

from the predictions of a provider needs analysis – though 

the provider needs analysis would indicate which locations 

may have a dearth or “surplus” of a given specialty … and 

offer a prediction of market penetration difficulties.

Market-specific data can assist with the business case 

analysis by analyzing current provider presence and market 

shares with anticipated future provider presence. 

Comparisons of similar markets with similar or varying 

provider-specific presences can help predict penetration 

timelines and success.

HUB
Tertiary/ Quaternary Services

• Highly Specialized Care

• Subspecialties

• Advanced Technology

• Complex Cases

Foundational Care

• Core Inpatient

• Outpatient Care

• Diagnostics

• Lower Acuity

Intermediate Care

• Select Subspecialties

• Higher Acuity

• Expanded Diagnostics

• Step up Cases
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Hub and Spoke Approach to Service Line Management – Data  

County F does not have a health system general orthopedist, and all patients seek 

care outside of the system. 

County E has similar demographics but does have a health system general 

orthopedist – who captures 91% of the outpatient market.

The data would support placing a general orthopedist in County F.

HUB
Tertiary/ Quaternary Services

• Highly Specialized Care

• Subspecialties

• Advanced Technology

• Complex Cases

Foundational Care

• Core Inpatient

• Outpatient Care

• Diagnostics

• Lower Acuity

Intermediate Care

• Select Subspecialties

• Higher Acuity

• Expanded Diagnostics

• Step up Cases

18% 22%

52%

91%

29%
10%

2%

41%

53%

68%

46%

59%

9%

100%

County A  County B  County C  County D   County E   County F
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The Primary Care network includes the specialties of Family Medicine, Internal Medicine, 

Pediatrics, Med/Peds, and Geriatric Medicine … and the necessary numbers would be directly 

evident in the Medical Staff Development Plan. 

The Primary Care network ensures that 

• Patients receive comprehensive, preventive, minor acute, and chronic care in their local 

communities. 

• Patients have the greatest opportunity to be captured and retained for additional 

services within the health system.

The Hub and Spoke concept does not directly apply to Primary Care services as all locations 

benefit from a robust primary care base.

A broad, robust primary care network is essential for systemwide success.

Hub and Spoke Services: Primary Care

Some organizations include women’s health providers (OB/GYN and CNMs) in the primary care mix, but this analysis 

will segregate these providers into a separate Women’s Health service line approach. 
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Hub and Spoke Services: Cardiovascular

Quaternary Services

• Cardiac Oncology

• Heart Transplant Services

Hub Tertiary Services

• General (non-invasive) cardiology

• Interventional cardiology

• Electrophysiology

• Structural heart program

• Advanced heart failure

• Thoracic surgery

• Vascular surgery

• Cardiac Surgery

• Advanced heart failure

• Pediatric cardiology

Spoke Services 

• General (non-invasive) cardiology

Acuity/Complexity



18HSGadvisors.com | © 2026 HSG

Hub and Spoke Services: Oncology

Quaternary Services

• Relatively uncommon 

subspecialty Oncology 

services

Hub Tertiary Services

• Medical Oncology

• Surgical Oncology

• Radiation Oncology 

• Chemotherapy Infusion Services 

Spoke Services 

• Medical Oncology

• Chemotherapy Infusion Services 

Acuity/Complexity
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Hub and Spoke Services: Orthopedics

Hub Tertiary Services

Orthopedic Surgery

• General Adult and Pediatric

• Total Joint (Hip, Knee, Shoulder, Ankle)

• Hand/Upper extremity

• Foot/Ankle

• Sports Medicine 

• Trauma

Podiatry

• General

• Foot and Ankle Surgeons

Primary Care Sports Medicine 

Physical Medicine & Rehabilitation

Outpatient Rehabilitation [PT, OT, Hand]

Pain Management (option)

Spoke Services 

• General Adult Orthopedic Surgery

• Podiatry

• Primary Care Sports Medicine

Acuity/Complexity
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Hub and Spoke Services: Neurosciences

Hub Tertiary Services

General Neurology

Neurology Subspecialties

• Stroke, Movement Disorders, Epilepsy, Headache, TBI, 

Memory

Neurosurgery

• Spine and intracranial

Neuroradiology 

Comprehensive Stroke Center designation

Spoke Services 

• General Neurology +/- Tele 

stroke support

• Primary Stroke Center 

designation

Acuity/Complexity
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Hub and Spoke Services: Women’s Health

Hub Tertiary Services

• OB/GYN

• Certified Nurse Midwives (CNMs)

• Maternal Fetal Medicine

• Reproductive Endocrinology and Infertility 

Spoke Services 

• OB/GYN

• Certified Nurse Midwives (CNMs)

Acuity/Complexity
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Conclusion
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Conclusion: Building a Unified Regional Care Model

Regional Integration Hub & Spoke Model System Mindset

Unifying care delivery 

across regions improves 

performance and 

outcomes for patients 

and health systems.

A hub-and-spoke structure 

enables patients to receive 

care close to home while 

accessing specialized 

services when needed.

Success requires 

shifting from single-

facility thinking 

(“mine”) to a shared 

system approach 

(“ours”).
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Questions
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