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Catalyzing Digital 
Transformation in Healthcare

Ryan Bertram and Royce Cheng
The Chartis Group
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Prepared for
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Today’s Agenda

AGENDA
1. Healthcare industry digital transformation trends

2. Implications for health systems

3. Governance and operating model design considerations

LEARNING OBJECTIVES
• Define different governance and management models to enhance digital transformation 

success

• Describe leading practices for health system governance in a digital age 

• Identify attributes of effective operating models for digital transformation
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COVID-19 has accelerated the changing landscape

The spike in telehealth 
utilization has created an 
inflection point and 
momentum for digital, 
on which health systems 
must capitalize.

Adoption trends have 
not stabilized and differ 
across specialties, 
signaling opportunity to 
define the path forward. Notes: (1) Virtual visit rate is calculated as volume of unique virtual visits as a proportion of total physician visits; virtual visits include video and 

audio code sets for physician office visit settings
Source: Telehealth Adoption Tracker from The Chartis Group and Kythera Labs, accessed 8/5/2020
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Poll #1

• What most closely reflects the virtual visit adoption pattern within 
your organization?
a) Volumes rose dramatically after the start of the pandemic, and have 

stayed at comparably high levels
b) Volumes rose dramatically and have since declined, but are still 

significantly above pre-pandemic baseline
c) Volumes rose dramatically and have returned close to baseline
d) Minimal or modest rise in virtual visit volumes
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The New Normal
Telehealth is here to stay, but still faces significant hurdles to widespread adoption.

Sources: American Well 2019 Telehealth Index, Deloitte State of the Consumer Tracker (as of July 11), Healthgrades Study, July 1, S&P Global Market Intelligence Survey, Medicare Eligible Seniors 
Survey Findings: Technology, COVID-19, The 2020 Election And More; Assessing Telemedicine Unreadiness Among Older Adults in the United States During the COVID-19 Pandemic – JAMA Network

25%
of consumers said 

they’d change PCPs to 
have a PCP with 

telehealth offerings

>30%
of consumers have 

participated in 
telehealth in the past 

three months

>80%
of consumers believe 

telehealth can replace 
at least some in-person 
visits and are open to it

>80%
of consumers are not 
delaying treatment

60%
of consumers are 

concerned about the 
health of their family

89%
of seniors have a 

smartphone

58%
of seniors have used 
telemedicine at least 
once during COVID-19

13 Million
Medicare-aged 

individuals ‘not ready’ 
for video visits
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THE 
GOOD
OLD
DAYS

OK…
PATIENT-
CENTERED
MAKES
SENSE

LET’S
GET
ACCOUNTABLE

ACO

Regulatory
Environment

Payor
Environment

LET’S
GET
CRAZY

ACO

Deregulated
Environment

Investment
Environment

A New Healthcare Delivery Ecosystem
Healthcare delivery, financing, and consumer health ecosystems are increasingly converging to address key industry friction 
points, but not (yet) in a rationalized manner.

Physician

Hospital

Patient

Payor

5

6



PAGE 4
The Governance Institute Leadership Conference – Virtual Event

September 14–15, 2020

7Virtual Leadership Conference | September 14, 2020

The Consumer Grab
The emerging healthcare ecosystem is organized around consumer segments rather than geographies.

THE LAND GRAB

THE CONSUMER GRAB
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Healthcare 
delivery is 

experiencing 
industry 

disruption 
along 

three key 
dimensions

The health care system is 
complex, and we enter into 
this challenge open-eyed 
about the degree of difficulty. 
Hard as it might be, reducing 
health care’s burden on the 
economy while improving 
outcomes for employees and 
their families would be worth 
the effort.

Jeff Bezos, Amazon’s Founder 
and Chief Executive

TECHNOLOGY

NEW
ENTRANTS

HORIZONTAL
& VERTICAL
INTEGRATION

Multi-Dimensional Disruption Across the Industry
This disruption is causing a flurry of activity within and across health system sectors.
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Non-Traditional Partnership Models
Providers must determine what revenue, business and governance models enable both the health system and their partners 
to maximize leverage in driving industry transformation.

Source: The New World of Healthcare Partnerships: Technology Companies, The Chartis Group, 2/2019. 
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Health Systems have a Challenge

NT + OO = COO
New Technology + Old Organization = Costly Old Organization

A Formula for Failure
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TERTIARY HUB
COMMUNITY HOSPITALS

AMBULATORY CENTERS
MULTISPECIALTY OFFICES
PRIMARY CARE PRACTICES

PHARMACIES
PATIENT 
PORTAL
MOBILE

APPS
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WEB SEARCH
MOBILE APPLICATION
PHONE / VIDEO CONSULT

DOCTOR’S OFFICE
LOCAL PHARMACY

LOCAL HOSPITAL
TERTIARY
HOSPITAL

���

����	
 ��
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Focus on Consumer Centricity 
Successful digital strategies are organized around the consumer.

Expectation: “I can easily 
find whatever I need”

Expectation: “It’s quick & easy 
to get what I need”

Expectation: “It’s clear what 
I need to know or do” Expectation: “This should 

be quick and painless”

Expectation: “I’ll be taken 
care of”

Expectation: “I’ll get what I 
need”

Expectation: “It’s clear what I 
need to know or do”

Expectation: “The care I need, 
when and where I want it”

CONSUMER JOURNEY
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The New Clinical Operating Model
As consumers assume the driver’s seat, providers must adapt their operating models to guide patients through their 
healthcare journeys or risk disintermediation.

The Old 
Model

The 
Emerging 
Model

Personal & Professional 
Referrals (WOM)

 Health System 
Initiated 
Outreach

Office
Visit

 Virtual Access

Ambulatory & Imaging 
“Big Box” Centers

 Personal Dx 
Devices

Hospitals & Surgery 
Centers Hospitals, Rehab & 

SNFs

Call to Action Point-of-Entry Diagnose Intervene Monitor

Dispatched 
Services

Retail
Diagnostics

Ambulatory

Ambulatory

Hospitals

Rehab

SNF

Connected
Device

Retail
Access

Office
Visit

Patient-
Initiated On-
Line Search

OPTIONS

Physician
Office

a

 Home  Home 
Monitoring

b
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The Anatomy of Health System Digital Transformation
A provider’s approach to digital transformation must recognize the discrete needs of the populations it serves and the 
importance of engaging healthcare constituents beyond traditional hospital boundaries.

DIGITAL 
CONSUMER EXPERIENCE

DIGITAL 
ECONOMIC MODELS

DIGITAL 
CARE MODELS

DIGITAL 
OPERATING ECOSYSTEM

INTERVENTION

MAINTENANCE

CARE 
SETTINGS

CARE 
PATHWAYS

CARE 
TEAM

ENGAGEMENT

THECONSUMER

that differentiates and engages from the first inquiry 
through the end of life, cultivating consumer 
preference amidst ever-expanding options for care

that improves outcomes and reduces costs of care with “always-on”, integrated 
evidence-based care, driving growth of destination clinical programs

that digitizes workflow and connects stakeholders 
to drive process redesign, AI-enabled automation 
and consumer self-service, elevating operational 
agility and efficiency

that create new sources of revenue and 
enhance competitive barriers to entry 

in the emerging digital health economy, 
ensuring accretive adoption of new 

payment models

creating an enterprise-wide, clinical-grade and 
consumer-focused technology platform enabling 
consistent, reliable service, offering a secure and 
flexible foundation for driving value through 

digital innovation

DIGITAL 
ARCHITECTURE

16Virtual Leadership Conference | September 14, 2020

Digital Transformation Capabilities
Health systems should develop plans that outline their approach across discrete dimensions of digital transformation, 
each with material business model implications.

Digital Architecture

SECURE | SCALABLE

Consumer Technologies
 Consumer/Patient Portal
 Virtual Triage and Symptom Checker
 Personalized Communication
 Digital Front Door

Virtual Care Communications
 Video visits
 Patient outreach (telephony/texting)
 Remote patient monitoring systems
 Diagnostics and therapeutic technologies

Enterprise Service Center
 Omnichannel (video/voice/chat)
 Chat bots and AI
 Customer relationship management (CRM)

Decision Support, and Data Analytics

Foundation and Architecture
 Electronic Health Record and Care Management
 Content Management System (CMS)
 Enterprise Resource Planning (ERP)
 Integration and unified communications
 Identity access and business continuity

Digital Operating SystemsDigital Care ModelsDigital Consumer Experience Digital Economic Models

i

Integrated Workflow Tools/Analytics 
that Streamline and Automate Processes

Finance/Revenue Cycle
 Robotic process automation
 Continuous cost accounting
Clinical Operations
 Workforce and capacity optimization
 Real time location systems
 Self-service rooming
Administrative Services
 Purchasing & inventory management
 Recruitment and talent management
 Unified communications
 Remote workplace

Proactive, “Always-on” Care Seamlessly 
Integrating Across Settings

Digital collaboration
 Care coordination platforms
 Virtual consults
 Virtual conferences
Digital care settings
 Remote monitoring programs
 Worksite and school telehealth
 Hospital at home
 Virtual triage and ICU
Digital care pathways
 AI-enabled diagnostics
 Digital therapeutics
 Digital trial screening and enrollment

Consistent, High-Quality, Consumer-
Centric and Individually-Tailored

Digital acquisition
 Precision marketing
 Provider and service matching
 Reputation management
 Online scheduling
Digital care experiences
 Virtual care offerings
 Wearables and home monitoring 
 Automated home delivery (Rx, DME)
Relationship management
 Family join-by-video
 Personalized health content
 Omni-channel support

Unique, Sustainable Economic Value 
Propositions to Discrete Stakeholders

Payors/At-Risk Providers
 Value-based incentive implementation
 Incentive distribution
 Real-time reporting 
 Risk stratification and next best action
Patients and Families
 Price and quality comparison
 Subscription models
 Value-added health services
Employers
 Employee health hubs
 Digital solution marketplaces
 Virtual centers of excellence

EFFICIENCY | PRODUCTIVITY CONNECTIVITY | QUALITYCONVENIENCE | SERVICE HEALTH | TIME SAVINGS
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Poll #2

• Which aspect of digital transformation do you view as the most 
important priority for your organization over the next 24 months?
a) Digital consumer experience
b) Digital care model
c) Digital operating systems
d) Digital economic models
e) Digital architecture
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Illustrative Digital Transformation Roadmap
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Virtual Care Access

Value-Based Incentive Design

Virtual Specialty Consults and Triage

Remote Patient Monitoring

Integrated Support Services

Integrated Wearables and Devices

Consumer Relationship 
Management

Hospital at Home

Direct Contracting at Scale

Health Solution Marketplaces

Personalized Service Delivery

Digital Therapeutics

Multimodal Service Centers

Near-Term 
Applications

Emerging Digital 
Platforms

Next-Generation 
Delivery Models

Augmented 
By Enabling
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Robotic Process Automation

Real Time Location Systems

Subscription-Based Models

Unified Communications

Smart Voice Interfaces
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Foundational Questions to Address

Alignment. What alignment mechanisms (incentives, other) enable success?

Funding. How are transformation initiatives funded/budgeted?

Scope. What constitutes digital transformation in your organization? To what extent does it integrate 
virtual and physical worlds?
. 

Performance. Are metrics being tracked and are the right KPIs in place? 

Leadership and Governance. How is the digital transformation portfolio overseen and 
managed? Who has accountability for planning? Execution? 

Operating Model. How is your organization structured to drive transformation 
initiatives across functional areas and manage change?

INTERVENTION

MAINTENANCE

CARE 
SETTINGS

CARE 
PATHWAYS

CARE 
TEAM

ENGAGEMENT

THECONSUMER
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Example Enterprise-Wide Digital Governance Components

z

Digital Governance
An enterprise digital governance “management philosophy” must address several dimensions to enable, oversee, and 
execute enterprise digital transformation.

CLINICAL

TECHNOLOGY

DATA

CONTENT

ADMIN/ OPERATIONS

LEGAL

FINANCIAL/ BUSINESS
• Role of IT vs. operations vs. marketing
• Systems of record vs. systems of 

engagement
• Vendor selection and management

• Physician preference vs. common 
standards/ approaches

• Care models
• Clinical pathways & EBM

• Clinical Operations & Decision Support
• ‘Back‐office’ functions (e.g., Rev Cycle)
• Customer Service

• Capital planning and annual budget
• Business Planning & financial modeling
• Goals & KPIs
• Ongoing monitoring

• System vs. entity‐based
• Risk profile
• Compliance and controls

• Entity vs. System approach
• Dept/physician‐centered vs. condition/consumer‐

centered
• SEO, value, capacity‐based marketing
• Accuracy, tone, & SEO addressed through workflows

• Curation, Harmonization, Integration
• Security
• Responsibility / “ownership”

Illustrative

Clinical Operations

IT Organization

Siloed Digital Efforts Today with 
Disparate Governance Processes

Digital Health

Marketing

Innovation Centers

Administrative Functions
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Digital Operating Model Archetypes
Many organizations are still operating status quo, but those pursuing digital transformation are considering models or 
hybrids of the models below.

Incremental AdvanceTransform Disrupt

Distributed Centralized Federated New Venture

Description • Local accountability within 
legacy operating model

• Portfolio managed by 
single business unit

• Innovation as a service

• Specific charters for 
different parts of the 
organization with light 
central oversight

• Focus on disruption
• Manage venture fund

Key Benefits • Minimal disruption to 
legacy operations

• Disciplined 
transformation

• Business model innovation
• Direct line-of-sight into 

digital portfolio
• P&L accountability

• Clear accountability
• Common cross-enterprise 

standards for design, 
architecture, brand, etc.

• Prioritization and pipeline 
management

• Disciplined transformation
• Spin out new businesses
• Diversify revenue

Key 
Limitations

• Competing priorities
• Lack of coordination
• Insufficient resourcing
• Capability gaps

• Requires “realization 
leads” with operational 
ownership

• Pipeline management

• Insufficient resourcing
• Capability gaps
• Discipline to enterprise 

standards

• Competitive with legacy 
business lines

• ”Normalization” path
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Poll #3

• Which archetype best describes your organization’s primary 
approach to digital transformation?
a) Distributed
b) Centralized
c) Federated
d) New venture

21

22



PAGE 12
The Governance Institute Leadership Conference – Virtual Event

September 14–15, 2020

23Virtual Leadership Conference | September 14, 2020

Creating an Operating Model that Enables Success
Effective program development and oversight is critical to successfully pilot and implement digital solutions.

Digital Governance 
(ELT or committee with 

delegated authority)

Designated Digital 
Lead

Digital Program Office

Digital Program 
Operations Team

Medical Group & 
Clinical 

Champions

Information 
Technology

• Design and launch 
digital programs, 
supported by 
business plan

• Program growth and 
extension through change 
management, support, and 
performance improvement

• Clinician 
engagement and 
quality oversight

• Stewardship of 
technology 
platform to 
support digital 
transformation

Other Functional Liaisons Across Legal, Regulatory, HR, 
Finance, Contracting, Operations

Illustrative

Digital Program 
Development Team

• Executive liaison driving digital strategy and 
overseeing program portfolio

• Portfolio management, 
reporting, and escalation

Marketing & 
Patient 

Experience

• Consumer 
insights, 
acquisition, and 
retention

• Approves digital strategy, program 
roadmap, and resource allocation

FUNCTIONAL AREAS

Dedicated resources that scale with portfolio size
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Key Success Factors
Successful digital transformation demands disciplined planning and execution. Below are a summary of critical 
requirements based on learnings from organizations across the country.

• Have a clear long-term vision and roadmap for how digital health can create transformative value, 
and ensure that the goals, priorities and incentives of the organization are aligned around achieving 
transformation goals

• Coordinate among leaders and functional / departmental champions to evangelize the value (i.e., the 
vision and business case) and the progress (i.e., the implementation milestones) internally and 
externally 

• Organize teams with executive sponsors to design and manage digital health programs with a relentless 
focus on creating organization value by serving consumers along their healthcare journeys

• Implement user training, support, and feedback processes to iteratively improve, scale, and extend 
solutions as they gain traction

• Invest in designing and building a modular, standards-driven, and secure technology architecture to 
accelerate solution development and implementation

• Involve legal, compliance, and regulatory teams early to provide guidance and support in a rapidly
evolving landscape
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