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Technology Investments Must Be In Sync With Strategy & 
Strategic ROI

Your tech strategy can’t be 
“successful” without having an 
overall organizational strategy…

"If you don't know where you are going, any 
road will get you there."   

- Lewis Carroll 
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The Strategic Part Of Technology Planning

 The Strategic Technology plan identifies technological infrastructure needed for 
organization to reach its strategic objectives

 Should demonstrate (and quantify) that proposed technology investments deliver return 
in:
• Increased revenues
• Improved performance
• Reduced operating costs
• Improved stakeholder preference or market position Strategic planning is your organization’s 

process of continually assessing its 
internal capabilities and the external 

environment (payers, consumers, and 
competitors) in order to determine how 
best to use its limited resources to meet 

your strategic objectives.
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Reducing Service Cost

Engaging Consumers

Technology Infrastructure To Optimize Value Of Consumer Care

Patient portals, 
websites, and 

web-based 
consumer tools

Automated 
consumer outreach

Telehealth and 
telemedicine

Remote 
monitoring

Tech improving 
admin 

efficiencies

Tech-enabled 
treatment
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Optimizing Organizational
Performance, Care 
Coordination & Population 
Health Management

Getting The Necessary 
Data

Technology Infrastructure To Support Performance Management

Electronic 
health records

Health information 
exchange and data 
aggregation

Care 
coordination 
platforms

Advanced population 
analytics and clinical 
decision support

Performance 
monitoring and 
management tools

Consumer 
segmentation 
and health risk 
stratification

Consumer referral 
tracking

Patient 
registries
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Shifting Role Of Technology In Health & Human Services

Administrative 
Tool

Compliance 
Requirement

Platform For 
Competitive 
Advantage
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Building A Strategic Technology Plan

 The Strategic Technology plan identifies technological infrastructure 
needed for organization to reach its strategic objectives
 Should demonstrate (and quantify) that proposed technology 

investments deliver return in:
• Increased revenues
• Improved performance
• Reduced operating costs
• Improved stakeholder preference or market position
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Broad Categories Of Technology Use In Behavioral Health Care

The Basics:
• Electronic Health Records
• Operations Software Applications – HR / Payroll; GL / Accounting

Telehealth Technologies

Consumer-Focused Technologies

Informatics, Analytics & Decision Support Technologies

Website & Social Media Usage
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Three-Phase Review Of Technologies

Strategic 
review 
phase

Clinical 
review 
phase

Business 
model 
review 
phase
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Technology Investment Should Serve Strategic Purpose

 Reduce cost of service per unit
 Reduce cost of service per case
 Improve payer preference
 Improve consumer preference
 Improve operating performance
 Improve consumer outcome or functioning

 Facilitate new consumer service
 Facilitate new payer relationship

Strategic review
Short list of 

technologies for 
each service line

Clinical review
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Phase 2: Clinical Review Phase

 The technologies that meet the strategic 
review criteria form a short list for clinical 
review.
 Review of clinical leadership of proposed 

technology
• Clinical methodology and operational use of 

technology
• Scientific development and research data
• Outcomes and performance data
• Customer/consumer acceptance 
 Select treatment technologies to build into 

service process

Does the new 
technology 
meet your 

organization’s 
clinical 

standards? 
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Phase 3: Business Model Review Phase

Define the revised service line business 
model with embedded technology

Determine financing model and 
reimbursement for service

Process mapping of revised service line

Develop a financial sustainability plan for 
the business model – breakeven and P/L

Establish key performance metrics for 
tracking performance 
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Developing Partnerships with Technology Vendors

 Does your technology vendor have a track record for developing long-term 
relationships with customers?

 Does your technology vendor have a deep understanding of the industry and your 
business?

 Have you developing working relationships and regular communications with the 
management team of the technology vendor?
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Managing Change
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“Change has a considerable psychological impact on 
the human mind. To the fearful it is threatening 
because it means things may get worse. To the 
hopeful it is encouraging because things may get 
better. To the confident it is inspiring because the 
challenge exists to make things better.”

- King Whitney, Jr



Scope

• Project Charter
• Vision – desired result  (Identify the need & start to engage support)

• Project Schedule
• List of tasks or work packages

• Detailed Scope Statement 
• Defining the work packages that can be defined

• Progressive Elaboration
• Work Packages that need analysis
• A rapid iterative process (XP)

• Deliverable Expectation Document (DED)



Kotter’s Change Management Model

People | Process | Technology

Phase 1
Creating a 
climate for 
change

Phase 2
Engaging & 
enabling

Phase 3
Implementing and 
sustaining change

Current 
State

Future State
Paper > EHR
Same Day Access



Virginia Satir’s Change Management Model



Coping with change

Stage Description How to Help

1 Late Status Quo Encourage people to see improvement information 
and concepts from outside the group.

2 Resistance Help people to open up, become aware and 
overcome the reaction to deny, avoid or blame.

3 Chaos 

Help build a safe environment that enables people 
to focus on their feelings, acknowledge their fear 
and use their support systems. Help management 
avoid any attempt to short circuit this stage with 
magical solutions.

4 Integration Offer reassurance and help finding new methods for 
coping with difficulties.

4 New Status Quo Help people feel safe so they can practice.



Communication
Laying the Foundation
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Communication plan
The Communication Management Plan outlines the roles and responsibilities 
of project participants in the review, approval and dissemination of information 
about key project processes, events, documents and milestones. This plan will 
assist with; managing expectations regarding the project; ensuring methods 
used for communication are the most effective available; assuring appropriate 
levels of communication with internal and external project stakeholders is 
taking place; provide relevant, accurate, consistent information at all times; 
and generate and sustain enthusiasm and support for the project.



Technology/Change Adoption Life Cycle
Understand that each person’s journey is different



Successful change

Awareness: Of why the change is needed 
Desire: To support and participate in the change 
Knowledge: Of how to change 
Ability: To implement new skills and behaviors 
Reinforcement: To sustain the change 



Managing the gray areas
Communicating the entire concept of the current mission, 
including the problem or opportunity expected outcome, 
objectives, a realistic timeline, organizational advice, what to 
expect from unfolding events, communication protocols, and 
contingencies should something go wrong, provides the ultimate 
in context.

- Managing the Gray Areas by Jerry Manas
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Managing the gray areas
For most people, understanding the big picture serves as 
motivation. Yet there are some who would prefer to focus on the 
immediate task at hand and/or what will bring them personal 
gain. We must be cognizant of their interests.

- Managing the Gray Areas by Jerry Manas



Creating a climate for change 

Establishing a sense of urgency − What could be improved from 
our Current State? 
What is better about the Future State? 
Why do we have to change NOW? 
Building a guiding coalition − Who are the natural leaders 
(champions) for this change initiative? 
What team building is needed to form a cohesive team? 
Creating a vision for the Future State − What will life be like in the 
Future State for our patients? 
For our staff? For me? 



For change to be successful, the following 
questions need to be addressed

What is the current state?
What is the desired future state?
What is the gap between the current and the desired future state?
What happens if things don’t change?
What is the disturbance that the change might cause in the 
people involved?



How to promote EHR health

Establish a group of “Super Users” sometimes known as 
Subject Matter Experts

• To stay current on what the EHR does – new functionality / 
versions/offerings

• To act as an advocate to both Senior Leadership and End 
Users

Stay Connected with the Community
• Learn what others are doing and study their successes

Keep Momentum Going
• Develop a plan for continued optimization



It’s a Journey
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Operationalize



Executive Oversight 
Committee

Steering Committee

Behavioral Health Child & FamilyAddictions

Governance Councils

RCM Privacy / 
Security

Data / 
Analytics PMO Office Medication Regulatory

Advisory Councils
Created by Councils and Committees to address issues and 

compete deeper analysis when required. They can be 
permanent or temporary

Technology 
Advisory Council



Executive Oversight Committee

Focuses on strategy, monitoring execution, and, only by exception, being 
involved in the project’s details (budget requests, change of scope, 
delays impacting other projects, etc.). Creates project charter and 
strategy and approves budget.
Includes CIO, CFO, CMO, CNO, COO and CEO oversite from client and 
Executive Sponsor, Project Sponsor and Client Alignment Executive from 
Netsmart (to start)

• Reviews (face to face) Quarterly reports from the Steering committee(s)
Demonstrate Visible top down endorsement for the ongoing prioritizations and enhancements

• Is notified of any project slippages >10% (Time or Cost) or scope reductions of 
<10% work effort

Reviews corrective action plans to move project back on target

• Provides budget approval for new requests



Steering Committee

Includes User and IT executive sponsors . The IT Governance Steering 
Committee provides guidance and oversight in planning, prioritizing and 
implementing IT- enabled initiatives to improve the quality and efficiency of the 
organization's services to consumers, healthcare providers, employees and the 
community
Project Manager, Division Sponsor, Technical Lead, Clinical SME, Financial SME, 
Technical SME, Training SME, Clinical Informatics, Director Revenue Cycle

• Monitors a given project’s execution (work plan prioritization, scope, budget, benefit realization) 
• Refers issues it cannot solve (within allotted budget and resources and scope) to the Executive 

Steering Committee 
• Manages project and tracking tools focusing on field requests, status, performance and issues 
• Delivers the communication strategy 
• Manages budget and provides updates for prioritization and funding support as needed
• Manages and controls scope within the budget created



Steering Committee Expectations
Ensure alignment with enterprise strategy and plans 

Evaluate and prioritize the strategic IT-enabled initiatives based on predetermined criteria 

Review and approve allocation of IT resources for departmental efforts 

Ensure the identification of clear and measurable clinical and business goals and objectives for 
the approved portfolio of work .  

• This includes measurements pre and post go live for each phase.

Establish clear individual leader accountabilities for achieving the planned outcome goals 
and objectives 

Ensure availability of all resources required for the approved scope of work (both IT and non-IT), 
matching the work approved to the capacity of the organization 

Create an implementation plan with logical sequencing of efforts that minimizes the competition 
for the same resources 

Ensure the inclusion of appropriate levels of maintenance budgets

Ensure appropriate funding for net new investments 



Nurture your SMEs
Keep Going!

Allow SMEs time and access to stay current.  Attending key user group or 
workgroup meetings, access to release notes, and networking with their EHR 
solution provider and other users of that solution.

Ability to advocate to their organizational leadership and to their peers the benefits 
they are receiving from their EHR.  They should be tasked with identifying the 
value being received to assist with change management.

SME’s should work with program directors to own the plan of optimization for their 
area of expertise

Develop a knowledge of the data that is tracked within their area of expertise

Work with other SME’s to create internal user groups and knowledge / training that 
increases adoption of the EHR



Form user groups

Minimally: One clinical and one financial
Ideally also a technical: There are many SMEs that want to be 
“more” technical. This group can be led by IT and teach them 
basics on modeling, report generation and  configuration 
changes, etc. Let them feel they are advancing.
If this is inpatient: Also have an orders work group. 
Covering Ordering, eMAR and closed loop



A typical UG agenda

Listen to and document problems 
• Workflows
• Takes too long
• Missing functionality
• Problems

Review new functionality (quarterly recorded solution reviews)
• Discuss applicability and problems it might solve
• Determine go forward strategies

Review next releases
• Know the value proposition of what you are rolling out
• Consider measurement



More on user groups

Minimally quarterly: To coincide with Quarterly Releases
In the beginning (1st year): Monthly to make sure people have 
a strong voice
Publish findings and decisions
Encourage all participants to be members of Community –
and to find/create an alliance with another organization



On-Going health checks and optimization

• Old technology/workflow + new technology = inefficiency 
and dissatisfaction

• An EHR should be a chance to rethink how things are done and focus 
on what electronic data can do –

• Implementations go stale and new functionality is not kept up on
un-implemented functionality is not the same as functionality that does not exist
Many EHR clients see vast improvement form implementing several year’s worth of 
un-implemented functionality

• The Cost of optimizing and EHR vs the cost of replacement
Very few EHR clients are forced to switch EHR’s
Those who keep up with content and promote health in the EHR are overall much 
happier wit their solution



Examples of Success



Examples of Success

The Jewish Board of Family and Children’s Services strengthens families 
and communities throughout New York City by helping individuals of all 
backgrounds realize their potential and live as independently as possible.
Programs and Services

• Early Childhood
• Children/Teen Residential
• Adult Supportive Housing
• Family Shelters
• Intellectual and Developmental Disabilities
• Community Services
• Care Coordination
• Jewish Community Services
• Mental Health Clinics

Who is the Jewish Board?



Examples of Success

Established governance team from across the business
• Chief Information Officer
• Chief Finance Officer
• Chief Medical Officer
• Chief Program Officer
• Netsmart Leadership Team

Knowledgeable subject matter experts that spend time in the field and 
translate changing requirements into reality
Constant sharing of strategy and vision to determine potential projects
Candid bi-directional feedback on what is and what is not working
Measurement of success and adoption of change

What makes our relationship successful?



Examples of Success

Merakey is a leading developmental, behavioral health, and education non-profit provider offering 
a breadth of integrated services to individuals and communities across the country. We leverage 
our size and expertise to develop innovative solutions and new models of care to meet the needs 
of individuals, their families, public and private healthcare funders and community partner 
organizations. We recognize that complex needs require a holistic approach. With our 
experience, expertise and compassion, we empower everyone within our communities to reach 
their fullest potential.

Programs and Services
• Behavioral Health
• Education and Autism
• Intellectual and Developmental Disabilities
• Foster Care Services
• Pharmacy
• Fresh Start
• Long Term Support Services
• Intensive Transition Services
• Substance Use Disorder Services

Who is the Merakey?



Examples of Success
What makes our relationship successful?

Established governance team from across the business
• Chief Information Officer
• Program Leadership
• Central Business Office Leadership
• Netsmart Leadership Team

Joint team consisting of Netsmart and Merakey associates responsible 
for the continued adoption of technology
Candid bi-directional feedback on what is and what is not working
The ability to be agile and implement changes to our approach when 
necessary
Measurement of success and adoption of change



Examples of Success

Tenets of HIT Adoption
• Providing Care
• Accounting for Care
• Engaging in Care
• Integrating Care
• Informing Care

Use technology to measure adoption of key differentiating 
features by field users

How do we measure success?
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Questions & Discussion

48



Turning Market Intelligence
Into Business Advantage
OPEN MINDS market intelligence and technical assistance helps over 550,000+ 
industry executives tackle business challenges, improve decision-making, and 
maximize organizational performance every day

www.openminds.com  15 Lincoln Square, Gettysburg, Pennsylvania 17325   717-334-1329  info@openminds.com
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