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This paper is targeted toward small and medium sized healthcare organizations that have Health Data 

Analytics (HDA) program and are seeking to expand their capability.  Recent events are demanding 

organizations develop or mature their capability to leverage information that originates from 

disparate data sources. Discussed in this paper are the key concepts associated with a HDA capability 

and a pragmatic approach to increasing HDA maturity in a scalable and sustainable manner. As the 

hospital’s HDA capability increases, the value of the organization’s data increases. Value of the data is 

directly proportional to the decisions made with HDA information. 

 

Health Data Analytics (HDA) is the thoughtful combination of Business Intelligence and Clinical 

Intelligence that allows you to make intelligent business/clinical decisions that drive action with timely 

and relevant processed data (information).   

HDA enabled decisions should be centered on one or all of the following:  

 - Trends 

 - Exceptions 

 - Situational awareness in critical situations 

 

HDA enables an organization to make decisions based on objective information 

 

What is most important for a healthcare organization is its HDA capability.  The HDA capability is the 

ability of an organization to take action by leveraging the HDA process, technology and people in a 

way that is sustainable and repeatable.  Hospitals that have a HDA capability are better positioned to 

capitalize on the data and drive actions that impact the HDA drivers.   

 

As an industry, healthcare is being driven to better coordinate care, reduce the variation in clinical 

practices, improve outcomes, increase patient satisfaction, and improve margins while receiving lower 

reimbursements.  The drivers are separated into two categories; external or internal to the hospital. 
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The external drivers are a result of the recent federal/state regulations.  Participation in programs 

(Patient Center Medical Home, Accountable Care Organizations, Value Based Purchasing and 

Meaningful Use) initially incentivized hospitals for demonstrating that prescriptive metrics are being 

met and are continuously improving.  Reimbursement rates are directly correlated to the reported 

metrics. 

The internal drivers originate from stakeholders within a hospital or healthcare system.  The most 

common internal drivers today are: patient safety programs, quality improvement programs and cost 

reduction initiatives. 

Success in meeting both the internal and external drivers have the same common denominator, 

HDA. In order for a hospital to meet these driver requirements, they must not only report the data, 

but use it to either reinforce or adjust workflow depending on the data trends. 

 

Maturity is a natural occurrence or evolutionary path for growth.  As in nature, maturity will not fully 

evolve without the conditions that provide a conducive and nurturing environment.  A planted seed 

will not germinate without water and the right temperature.  Additionally, a properly germinated seed 

will not grow without the addition of sunlight and nutrients. 

Just as a seed follows the evolutionary steps needed to produce fruit, the hospitals use of a well 

thought out HDA maturity model is a necessity to allow the HDA capability to flourish.  A conditionally 

based HDA maturity model helps an organization build systematically on previous successes to meet 

and exceed the driver requirements.  

A well defined maturity model provides the HDA roadmap and milestones needed to measure 

organizational progress towards a HDA enabled capability. In addition, it provides a recognized 

standard to benchmark the current process, enablers and outcomes. 

The HDA benefits chart illustrates the foundational shift in reducing the relative time spent on data 

collection/validation and transferring it to increasing the relative time and effort for analysis/

decision making. 
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Organizational HDA maturity typically has the following characteristics:  

Low Maturity (80% to 85% of healthcare organizations): Islands of data with a high degree 

of data pollution with limited access requires the majority of time spent to be spent on data 

collection and cleansing. The analytic process is focused on the retrospective questions; 

where some of these questions are answered only some of the time.  

Medium Maturity (10% of healthcare organizations) : Data sharing problems between 

departments begin to fade and the availability of curated data increases. Developing 

standards and common tools increases the data quality allowing the total effort to focus on 

analyzing data. Within this stage of maturity, most of the questions are answered in near 

real-time and can impact the current situation. 

High Maturity (Approximately 5% of healthcare organizations) : Very few healthcare 

organizations have a high degree of maturity. They are usually organizations that are 

steeped in academics and research. At this stage, efforts are focused on predictive analytics 

and population health. Real-time decisions are more widespread due to the high trust and 

confidence with the data being used. 

The goal of increasing maturity is to reduce time collecting/validating data and spend that time instead 

on analyzing the data and using the information to make decisions.  As seen on the HDA benefits chart, 

organizations that are mature spend more time on decisions that drive action.  

 

Connecting decision making people with information  

that will drive timely action is the  

ultimate goal of a mature HDA capability 

 

An End-to-End HDA process accounts for all the activities from data collection through action and 

establishes accountability—the HDA process is the logical sequencing of the key tasks/ steps required 

by all stakeholders in order to produce HDA enabled action.  Once the HDA is established, it is used for 

all stages of maturity. 
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The End-to-End HDA Process: 

 Ensures repeatability and scalability of the organization’s HDA capability 

 Provides process transparency which aids in the data validation          

Highlighted in the process flow above are the human centric steps. A human centric process facilitates 

accountability and ownership for outcomes. Healthcare professionals have been conditioned to 

consider/accept evidence based protocols. A HDA process steeped in evidence based best practices 

facilitates the adoption of the HDA process.  

 

An integral components of the HDA End-to-End process are the enablers.  The enablers work in 

concert together to efficiently deliver the desired outcomes. Each enabler’s maturity must be 

commensurate with each other at the organizations desired level of HDA maturity.  The aim of 

maturity is for each enabler to become centers of excellence, coordinated towards the goals of HDA. 

 

Enablers — Collectively and in concert with one another  

make the process function efficiently and effectively 

 

The HDA process enablers are People, Data Quality, Technology and Governance. 

People : The People Enabler encompasses both the patient and the stakeholders directly 

and indirectly involved with the process and it’s outcomes.  This enabler focuses on roles 

and responsibilities, expectations, skill development and workflow practices.  It also 

deliberately addresses the evolution of responsibilities of process owners and champion 

roles. 

HDA Process 
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Data Quality: The HDA process requires aggregation of disparate data across a diverse 

care setting.  The main goal of the Data Quality Enabler is to create trust and confidence 

in the information created/distributed by the HDA process. Data quality is defined in 

terms of five dimensions: 

Accuracy – Closeness of the captured values to the true value 

Completeness – Amount of data available verses what is expected to be obtained 

Comparability – Over time, between populations and organizations (domains) 

Relevancy – Degree to which information meets stakeholder needs 

Timeliness – Length of time of the HDA End-to-End Process 

HDA data originates from disparate sources with siloed ownership and the ability to 

aggregate the data first starts with establishing good data quality. To ensure good data 

quality, the data must constantly be assessed, cleansed and validated.  A continuous 

improvement approach will ensure data quality meets the increasing process maturity 

needs. 

 

Technology: As a process enabler, Technology Enabler includes financial, patient, clinical 

care data records, hardware, and software used in the End-to-End HDA process. Many 

organizations looking to establish or mature their HDA capability often focus on 

technology—which could be a mistake. Best practices have shown that in order to 

increase HDA adoption/maturity the organizational focus needs to be on the people and 

data quality enablers. Technology is an enabler that institutionalizes the HDA workflow. 

 

Governance:  The Governance Enabler is the means a hospital uses to provide HDA 

capability oversight that fosters data stewardship while ensuring HDA goals and objectives 

are achieved.  The governance framework is unique to each organization and is 

dependent upon the organization’s culture, personalities and politics.  Membership is 

comprised of decision maker representatives from operations, clinical and IT 

departments. A catalyst for successfully increasing maturity is the development of a 

governance charter.  It clearly defines the level of authority, scope of control, clarifies 

roles and responsibilities, and standardizes processes used to make consistent 

transparent decisions.  In addition, it helps to manage the expectations of the HDA 

stakeholders.  

 

 

 

 

 

HDA  Enablers 
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Executives agree that data is an asset their organization however, an asset that is not utilized has little 

value.  Also, executives will agree transformed data (information) has more value and there is a 

positive correlation for increased value when a decision is enabled by the information.   

 

 

 

In today’s volatile healthcare market, senior leaders demand a compelling business case to justify the 

cost and resources for any new endeavor.  In order to determine the return on investment for 

increasing a hospital’s HDA maturity, a specific problem/opportunity must be illustrated as a use case. 

 

The HDA use case is justification for increasing HDA maturity and must: 

- Demonstrate objective/tangible value based on a specific clinical, financial or 

operational objective 

- Be at the correct organization level (department, cross departmental or hospital)  

- Address the right types of decisions (investigative, immediate or proactive)  

The value of data as an asset significantly increases between levels three and four in the HDA maturity 

curve diagram below.  The reason for this increase is clinical/business decisions become based on good 

quality information and have a widespread impact while influencing near real-time outcomes.  

Data to Value 

As the hospitals HDA capability increases,  

the value of the organization’s data increases 
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Developing HDA maturity is a pragmatic journey as illustrated by the HDA maturity curve. A HDA 

roadmap clearly describes the organization’s journey by linking the HDA maturity and HDA capability 

with the hospital’s strategic goals and key performance indicators. The HDA roadmap is a high level, 

multi-year plan designed to address data analytics program at a strategic, tactical and operational 

level.   

The HDA roadmap can only be created from a deliberate planning process.  Input from the 

organization is required for its development and should include at minimum:  

  The HDA Capabilities Strategy 

  Measures of Success 

  Priorities and Key Milestones 

  Senior Leader Guidance 

An understanding of the hospital’s resource limitations and constraints must be considered in 

creating the HDA roadmap.  A typical roadmap is based on a three or five year plan. The level of detail 

for each year decreases as you get further away from the present.  The ability to roll out the roadmap 

is dependent on two variables: 

 Resources: The allocation and availability of organizational resources the most 

limiting constraint and will slow/speed any project depending on the project’s 

organizational priority.  

 Trust: The rate of HDA adoption will accelerate or decelerate the HDA progress.  

The people within the organization must be able to trust the data driven decisions.  

 

The benefits of leveraging data to improve business operations is well documented. While healthcare 

leadership are looking for ways leverage the value of their data, there are obstacles to initiating or 

maturing their HDA. The chart below developed in 2010 by MIT Sloan Management Review Research 

HDA Roadmap 

Key Success  

Factors 
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Report, Analytics:  “The New Path to Value”, outlines the primary obstacles to HDA adoption. Survey 

respondents were asked to select three obstacles that were preventing widespread adoption of 

analytics within their organizations. 

The key success factors in increasing the HDA maturity should be focused on minimizing the items in 

the “Primary Obstacles to Widespread Analytics Adoption” chart.  Only when these obstacles are 

removed or mitigated should a hospital begin the HDA maturity journey.  As with any large scale, 

enterprise-wide initiative, the approach to increasing program maturity must systematically 

understand the root causes and deliberately address theses obstacles.  Each organization will develop 

unique key success factors based on a definitive assessment however, having a strong executive 

sponsor and great program communication are two key success factors that should be enabled at the 

start of the HDA project.   

 

The Health Data Analytics – Competency Center (HDA-CC) is a group, fixed or virtual, that provides 

operational support to the HDA initiatives in order to ensure a scalable and sustainable HDA capability.  

The HDA-CC encapsulates the HDA capability.  It leverages the HDA investments and drives continuous 

improvement within the HDA process and enablers to increase HDA value. 

Key Success  

Factors 
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The HDA-CC membership is a balance between technical and clinical/business acumen.  It brings 

together IT and clinical/business personnel through a transparent and structured approach to evidence 

based HDA decision making.  The HDA-CC promotes collaboration and the organizational application of 

HDA while building trust, awareness and momentum for HDA. 

 

The functionality of the HDA-CC is to operationalize HDA by ensuring an customer-centric focus on the 

analytics delivery via the End-to-End Process (from collection through action).   

 

The HDA-CC:  

 Grows the capability by sharing best practices, refining the HDA roadmap and 

continuously seeking HDA evangelists.  

 Acts as a center of excellence by developing user skills and promoting the use of 

standard tools. 

 Is charged with seeking to improve data quality by facilitating standards 

development and guarding against overlap, redundancy and information silos.  It 

provides administration for HDA systems and tools while establishing 

accountability for data usage and monitors its use.   

 Acts as a organizational liaison between governance, stakeholders and HDA 

initiatives.   

 Enables governance to provide effective guidance by gathering and presenting 

actionable information as to the effectiveness and progress of the HDA capability.  

 Is seen as a resource for the clinical and business analysts and develops the HDA 

competency through training and coaching. 

 

 

The retail, gaming, entertainment and utility industries have very mature data analytics capabilities.  

Collectively they describe analytics as their source of survival due the competitiveness of their 

industries.  Real time data from many sources are aggregated, analyzed and immediately acted upon. 

The data is used to determine pricing, availability, product placement and determine future 

investments. All these industries have taken the same journey that healthcare is embarking upon. No  

industry immediately arrived at their current level of maturity, they had to evolve over time. 

 

Small to medium sized healthcare organizations can accelerate their HDA progress by applying these 

widely published lessons learned. Organizations are also in a position to leapfrog technology and speed 

up their HDA programs by siphoning off talent from other industries and leveraging the latest 

technology. Your organizations doesn’t have to travel the long, expensive path that today’s high 

maturity organizations traveled.  

 

 
Small and medium sized healthcare organizations will be more competitive  

when HDA becomes everyday business 

 

HDA-CC 
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Healthcare is one of the most regulated and publicly scrutinized industries in the United States. The 
long term intent for Meaningful Use and other federal programs is to increase outcomes at lower 
costs. Payers are following quickly by linking outcomes with reimbursement. The explicit and implied 
imperatives for the recent initiatives is HDA. Expectations from payers, providers and patients will soon 
accelerate the demand for HDA.  
 
Small and medium sized healthcare facilities can meet the increased demands by embarking on a 
journey that is deliberately mapped out to increase their HDA capability maturity. A scalable and 
sustainable HDA process with mature enablers applied across the organization will institutionalize the 
use of HDA information. Without this approach, a hospital’s HDA capability may continue to be a ad 
hoc, siloed exercise with limited success.  
 
“Swimming in a sea of data” is a metaphor often used to describe health data analytics environments. 
This white paper advocates that before you attempt to swim in the open ocean, first learn to swim in a 
controlled environment while progressing in a thoughtful and intelligent manner to more difficult 
environments.  Without well developed capabilities, you will not get very far in the open ocean. 

 

 
 
 

HDA journey should start small  
with a focused initiative  

and build on that success quickly 
 

 

Conclusion 

Are you ready for a swim? 
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