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Managing the vast and varied referrals 
made to a post-acute provider is no small 
task. As the industry moves toward PDGM 
and prepares for yet another shift in 
operational practices to survive in today’s 
market, it’s important to know that many 
providers are not just bracing for what’s to 
come – they’re ready to thrive in it.

This isn’t because they know a special trick or a new secret for 
industry success. Instead, they’re undertaking a deliberate, 
disciplined approach using proven methods that have helped 
agencies of all sizes maximize referral streams and enjoy robust, 
planned growth, according to Melynda Lee, MBA, Director of  
Growth Solutions with Simione Healthcare Consultants, LLC.

KNOW THE HURDLES
The first step in doing this is recognizing and accepting the 
challenges that are common in post-acute referral management 
— inconsistent practices, ineffective use of market data, and the 
coming Patient Driven Groupings Model (PDGM), Lee says.

Inconsistent practices: Regardless of a home health agency’s 
size or primary patient population, inconsistent practices across 
the organization cause unnecessary hurdles that impede growth. 
Providers should examine their common practices and take note  
of those areas where inconsistencies are found.

Inconsistencies are most commonly seen in the way marketers 
manage their referral sources. When agencies allow marketers to  
set aside systems put in place for referral management, or worse 
yet, allow marketers to create their own referral management 
systems, the entire agency suffers.

Without documentation of referral management activities, 
management doesn’t really know what’s going on inside the agency 
and outside in the community; critical referral source knowledge 
and relationships can be wiped out when a marketer quits; and it 
takes an unnecessarily long time for new marketers to get up to 
speed with referral sources.
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Agencies can only gain a true picture of the entire  
process and identify previously hidden challenges and 
areas of opportunity when there is a prescribed set of 
steps in place and a robust CRM solution to allow for  
their execution.

Ineffective use of market data: Providers who choose 
not to use market data wisely are cheating themselves 
out of valuable opportunities in their market. While 
internal data is essential in referral management,  
market data is even more indispensable. 

Digging into available market data, including claims 
data, can show providers where physicians are sending 
their patients, what diagnoses are most prevalent for 
particular practices, and which agencies are thriving in 
the market. This, along with company data, can be used 
to create smart growth strategies.

PDGM: Some providers have been quietly panicking 
while hoping that PDGM will be delayed. The drastic 
reimbursement changes that PDGM will bring are too 
serious to ignore. Even companies that have been 
planning for its implementation for months remain 
concerned about whether they will survive with their 
current patient mix.

It may be difficult to look past PDGM’s challenges but 
doing so allows post-acute providers to see the many 
opportunities that also exist. Those that have prepared 
for the change and adjusted their practice to succeed  
in the new environment are poised for success. But it’s 
not too late for those who are still trying to develop a 
PDGM strategy — in fact, it will be an ongoing effort 
throughout 2020.

TECHNOLOGY TOOLS CAN HELP
Lee notes that the real work of setting up a post-acute 
care provider for success in 2020 and beyond will be done 
by hard-working teams of managers, marketers, care 
providers, and administrative office staff set to a common 
purpose with aligned objectives. “Advanced technology 
solutions will fuel these teams and push their success to 
the next level with greater dexterity and information to 
measure performance,” she says.

Modern referral management technology in home health 
and hospice can bring an entire market into focus and 
help marketers effectively work their territory – with 
comprehensive dashboards, mobile tools, and up-to-date 
data to stay ahead of competitors in their market.

A powerful customer relationship management (CRM) 
solution will dramatically improve an agency’s relationship 
with referral sources and improve referral streams. By 
simplifying the marketing process, a strong CRM will 
allow marketers to focus their attention on the work of 
improving referrals in a targeted way, rather than on 
tracking and managing their accounts. When using a 
solution created specifically for home health and hospice, 
the savings of time, money, and resources are felt 
throughout the organization.

A CRM solution works by storing and managing all agency 
interactions with a referral source. This includes simple 
entry of call notes, easy location mapping, standardized 
operating practices, and instant visibility to management. 
When combined with robust market data, a CRM can 
be used to effectively target and approach the most 
promising referral sources in a given market.

In today’s industry, perhaps the greatest benefits of 
data-driven CRM solutions are their ability to address the 
stated challenges of inconsistent practices, ineffective 
use of market data, and PDGM. All of these are present 
when examining the biggest benefits of a CRM1: 

1. More referrals

At the heart of a CRM solution is technology designed to 
increase referrals. The simple act of knowing what referral 
sources need and want combined with longitudinal data 
management and forecasting based on market data leads 
to dramatic improvements in operations and referrals 
received. Standardization of the way marketers manage 
these referral source accounts paves the way for improved 
overall operations.

2. Increased opportunities

CRMs help agencies know where they’re expending 
the most resources and whether they are receiving an 
adequate return on that investment. Armed with this 
information, they can leverage market data to highlight 
untapped areas of opportunity.

3. Lower costs

Streamlining efforts through a CRM reduces time and 
effort spent by marketers, administrative staff, and 
managers to enter and analyze customer information. 
CRM solutions have powerful reporting capabilities 
that can further help lower costs across the board, and 
intuitive interfaces allow new team members to quickly 
become more informed and productive.

CRM solutions have powerful reporting 
capabilities that can further help lower costs 
across the board, and intuitive interfaces 
allow new team members to quickly become 
more informed and productive.
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4. Better referral source satisfaction

When referral sources are happy with a provider’s performance, 
they’re more likely to send more of their patients to them for care. 
CRM functionality allows agencies to have past visit history at their 
fingertips and facilitates prompt action by marketers to address any 
relationship issues before they become catastrophic. 

5. Enhanced organizational flexibility

When information is standardized and stored in a centralized 
location, agencies are better able to respond to changes in 
employees, market conditions, and unforeseen activities that affect 
growth plans. Marketers can quickly press forward on accounts 
that are new to them, and robust reporting allows management to 
confidently steer the agency forward.

6. Better administrative performance

The amount of information that resides within quality CRM solutions 
is staggering. When the solution is able to analyze and present the 
data in a meaningful way, agency management has an intelligent, 
informed view of the situation and can create realistic plans for 
growth. They can see how well their patient mix is prepared for 
PDGM and target referral sources that can better position them for 
optimal reimbursement under the new model.

GETTING IT OFF THE GROUND
“One of the most daunting aspects of adopting a new referral 
management technology solution is the implementation and 
integration process. After carefully researching the best technology 
solution, agencies should make sure they’re aware of what the 
process will entail and how long it will take,” Lee says.

“The chosen technology provider should spend time explaining the 
process and ensuring the agency’s systems are ready for integration. 
There should be someone available to answer questions and guide 
the process through implementation, including training, launch, and 
ongoing support,” she adds.

The technology provider will handle much of the implementation,  
but the effort will not succeed without complete and enthusiastic 
buy-in from the participating agency.

Identifying a champion within the organization is the first step in 
ensuring success. This should be a leader at the organization who is 
committed to the project’s success. This person will need to push  
the effort forward internally, addressing questions and hesitancy 
while marshaling enthusiasm at all levels. 

The champion will communicate closely with the CRM’s integration 
team and ensure everything is ready internally to make the process 
as easy as possible.

Once this champion is in place, the agency must cultivate a culture 
of success. Hierarchies and job duties should be assessed to ensure 
adequate time is allotted for the agency’s part of the integration 
process. Without a project champion, the project will have a much 
lower chance of success.
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This person will play a crucial role to enthusiastically 
identify and address any roadblocks to implementation 
that occur. While many providers expect a smooth 
transition, the fact is many offices have incomplete or 
messy records that must be cleaned up before integration. 
They also will need to address concerns staff members 
have to implementing the change.

Finally, the agency must ensure that all appropriate 
members of the staff receive adequate training and 
feel comfortable using the technology. They need to 
understand that use is not optional, but critical for future 
success. By making sure they have access to people 
who can answer their questions and concerns, both 
internally and with the CRM vendor, many potential issues 
can be addressed before they become serious. Super 
users become the new champions to carry this forward 
and serve as a peer resource to bolster adoption in a 
safe environment where some users may be otherwise 
uncomfortable seeking help after training and go-live.

DRIVE THE SYSTEM TOWARD SUCCESS
After completing integration and organization-wide 
solution acceptance and training, the real work of building 
a successful long-term operation begins. This starts 
by emphasizing a top-down commitment to the CRM 
solution, Lee notes, along with other important steps for 
success:

n Make the launch milestone a big deal. Leadership 
should play a visible role, connecting with managers, 
sales reps and administrative staff about what the 
success of the endeavor will mean to the company. By 
building person-to-person connections that convey 
how seriously the agency is taking the implementation, 
those in other roles will begin accepting the solution. 

n Demonstrate how the solution will benefit their day-to-
day activities and overall earning potential. A structured 
incentive plan should be unveiled alongside the launch 
to further advance employee buy-in. Marketers need 
to know that the investment of their time and energy in 
learning the new application will be working for them in 
a real and measurable way.

n Prioritize consistency in application use and reward 
those who demonstrate a commitment to using the 
solution successfully. When a team works together 
to achieve measurable, ongoing goals, performance 
outcomes will naturally rise.

Lee also suggests that administrators ensure managers’ 
plates are sufficiently cleared to allow them to spend at 
least half of their time in the field, thereby sustaining 
momentum and guiding the success of the referral 
management plan. Working in the trenches alongside 
marketers will expose managers to the challenges and 
issues that may need to be addressed, while also allowing 
them to ensure marketers have the appropriate time, 
resources, and support needed to succeed in their 
positions. Additionally, this managerial presence in the 
field will further support the top-down commitment to 
success with a technologically advanced CRM solution.

CONCLUSION
There hasn’t been a time in the last 30 years when  
post-acute care providers could just sit back and wait for 
referrals to come their way. What is new in today’s market, 
though, is the fierce competition that exists among home 
health agencies and the challenges they all must overcome 
to succeed in the face of PDGM, internal challenges, and 
tech-enabled competitors.

Simione Healthcare Consultants has found that some 
clients have seen a significant increase in referrals just 
months after CRM implementation, when used in concert 
with claims data. Smart referral management is the key 
to a successful future in today’s market. By putting in 
the work now and seeking solutions to remain strong 
and profitable in 2020 and beyond, agencies can move 
confidently through PDGM implementation, and excel for 
many seasons to follow.

1: Arthur Cole, 7 Greatest Benefits of Customer Relationship Management (CRM) 
Software in 2019, published January 30, 2019, https://www.itbusinessedge.com/
articles/benefits-of-crm.html
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confidently through PDGM implementation, 
and excel for many seasons to follow.

SIMIONE HEALTHCARE CONSULTANTS: 
DRIVING RESULTS
For more information, visit simione.com.

PLAYMAKER HEALTH: POST-ACUTE DATA 
ANALY TICS AND BUSINESS INTELLIGENCE
Discover hidden growth opportunities with a  
Free Market Assessment from PlayMaker Health. 

Click here to request your Free Market Assessment.
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