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Sg2 Strategic Countdown: Overhauling Your Org Structure 
By Bill Woodson, Sg2 Senior Vice President 

The new health care marketplace requires innovative organizational design and updates to the service line model. 
New frameworks and competencies will be key. Are you set up to achieve your strategic goals, and do you have 
the leadership talent to steer you there? Here are eight strategies Sg2 recommends to help you find the answer. 

 Extend Across the Continuum: Look to consolidate authority (or at least influence) across community-
based, acute and post-acute sites. As an initial step, focus on a narrow range of sites most consistently 
linked to a clinical specialty (eg, including only cardiac rehab in the post-acute sector of your cardiovascular 

service line) or establish niche service lines for offerings beyond the acute enterprise (eg, post-acute services,  
retail clinics). 

Regionalize Planning and Control: Unify multiple sites by integrating core functions across service 
lines and geographies. The goal: one system…one product, essentially a site-agnostic patient 
experience. First move to standardize care through system-level authority or enterprise-wide clinical 

councils. Once mature, rationalize to ensure service lines don’t cannibalize one another by competing for 
volumes in overlapping markets. 

Position to Manage Broad Populations: Explore ways to integrate wellness, prevention and complex 
disease management offerings into the existing service line structure. Leading organizations have 
experimented with separate population health divisions led by a system-level executive; new service 

lines focused on cost reduction, rather than growth, for specific chronic diseases; or integrated service lines 
(eg, geriatrics, primary care, chronic disease management) designed to coordinate care for complex patients. 

Optimize the Service Line Leadership Model: It is not uncommon for organizations to find they lack the 
managerial skills or clinical leadership bench strength to execute their chosen framework. Re-envision 
leadership roles and skill sets, and determine if traditional business/clinical dyads will still serve you well. 

Then ensure workable reporting relationships between enterprise-level and local executives by positioning a 
single senior executive to oversee multiple clinical areas or creating service line councils that span facilities. 

Tailor Approach to Physician Alignment Strategy: Recognize that you’ll need to account for the 
unique nature of hospital-physician relationships across service lines. Aim for an approach that 
gradually makes the health system clinically led and professionally managed, regardless of the range of 

alignment models in place. 

Rethink Incentive Compensation: Effective compensation models today are more System of CARE 
focused than site specific, more enterprise level than local, and more inclusive of both growth and 
performance goals. That said, ensure you align incentives with the accountability and authority granted 

to specific positions.  

Hardwire Analytics to Better Inform Strategy and Operations: Service line dashboards must become 
more standardized, agile and comprehensive to provide an accurate picture of the current state and 
trajectory of the clinical product. Aim for well-rounded, real-time data and simplify the platform for 

integrating data by considering a consolidated analytics department or centralized business analysts. 

Tame the Matrix to Avoid an Overhead Cost Spiral: How do you overhaul without adding excessive 
administrative layers? Leverage scope, centralize strategically and redeploy opportunistically. 
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Sg2 Expert Insight 

For a more in-depth look into this topic, including further strategies and case studies, access Sg2’s full report, 
Progressive Organizational Structures: Shaping Service Lines to Span Health Care’s New Demands. 

Sg2 Resources 

 Sg2 Letter November 2013: How Do You Organize and Lead a System of CARE? 

 Sg2 On-Demand Webinar: Service Line Organization and Structure 

 Sg2 Letter June 2012: Throw Away Your Org Chart 

 

Sg2 is the health care industry’s premier provider of market data and information. Our analytics  
and expertise help hospitals and health systems understand market dynamics and capitalize on 
opportunities for growth. 


