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Taking the Lay of the Land:
CBO Market Analysis for 
Strategic Integrated Care 

Decision
Part of the Aging and Disability Business Institute Series- a collaboration of n4a 

and ASA
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The “Business Institute”

The mission of the Aging and Disability Business Institute (Business 
Institute) is to successfully build and strengthen partnerships between 
community-based organizations (CBOs) and the health care system so 
older adults and people with disabilities will have access to services 
and supports that will enable them to live with dignity and 
independence in their homes and communities as long as possible.

www.n4a.org/businessinstitute

Partners and Funders
Partners:

• National Association of Area Agencies on Aging

• Independent Living Research Utilization/National Center for Aging and 
Disability

• American Society on Aging

• Partners in Care Foundation

• Elder Services of the Merrimack Valley/Healthy Living Center of Excellence

Funders:

• Administration for Community Living

• The John A. Hartford Foundation

• The SCAN Foundation

• The Gary and Mary West Foundation

• The Colorado Health Foundation

• The Marin Community Foundation

http://www.n4a.org/businessinstitute
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Taking the Lay of 
the Land
CBO MARKET ANALYSIS FOR STRATEGIC 
INTEGRATED CARE DECISION-MAKING

Presenters and Contributors:
Suzanne Burke, Chief Executive Officer, Council on Aging of 
Southwestern Ohio, Cincinnati, OH, sburke@help4seniors.org

Sharon ‘Madi’ Fusco, Vice President, Business Operations, Results and 
Innovation, Council on Aging of Southwestern Ohio, Cincinnati, OH 
sfusco@help4seniors.org
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Objectives
1. Articulate how undertaking a market analysis can better 

position a CBO for future success with health care 
partnerships.

2. List tangible strategies that can help a CBO analyze its 
own service offerings, as well as the external local market 
for them.

3. Understand the basic elements of a market strategy that 
can help a CBO attract the attention of health care payer 
and partners.

Positioning Our 
Organizations for 
Success
HOW CONDUCTING MARKET ANALYSIS PREPARES 
YOUR ORGANIZATION FOR SUCCESS



4/18/2017

5

Formulating A Competitive 
Strategy

We used some of the framework identified by Michael 
Porter in his book Competitive Strategy when determining 
COA's strategy. 

Developing a Competitive 
Strategy

What  is the business doing now?
 What business are we in?

What’s happening in our environment ? 

 Externally and Internally

What should the business be doing?
 What business should we be in?

10
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Developing a Competitive 
Strategy

What is the business we are in now?
 Identification of core functions and products

 Identify assumptions – what are our assumptions about 
our position, strengths, weaknesses, competitors, and 
trends must be made to stay in this business?

11

Developing a Competitive 
Strategy

What is happening in the environment?
 Customer Analysis
 Segments, motivation, unmet needs

 Competitor Analysis
 Identify, cost objectives, strengths, weaknesses

 Industry Analysis
 Attractiveness, growth, barriers to entry

 Environmental Analysis
 Technology, governmental, demographic

12
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External Analysis leads to:

 Opportunities

 Threats

 Strategic Questions

13

Internal Analysis

 What is our level of performance and how is it 
measured?

 What is our past and current strategy?

 What is our level of innovation?

 What is our cost structure?

 How diverse is our revenue stream?

 What are our organizational strengths and 
weaknesses?

14
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Internal Analysis – Internal 
Organization

 What is our organizational structure?

 What are our important organizational systems?

 What tasks do we perform and which are critical?

 Who are our “people”?  What are their skills and 
expertise?

 What is our organizational culture?

15

Internal (self) Analysis 
leads to:

 Strategic strengths, weaknesses, problems, constraints 
and questions.

 Can we compete? And Win?

16
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Developing a Competitive 
Strategy

 What Should the Business be Doing?
 How does the current strategy fit with the external 

and internal analysis?

 Identify strategic alternatives
 By product/market:  Star? Cash Cow? Dog? Question 

Mark?

 Select best strategic choice

 Implement strategy

 Review strategy

17

Star

M
ar

ke
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ro

w
th

High

Low

Relative Market Share HighLow

Dog Cash Cow

Growth/Share Matrix

Large
Positive  
Cash 
Flow

Large, 
stable 
market 
share

Cash Generation

Large Positive Cash Flow 
and growing market share

Question Mark

Modest + or – Cash Flow
Potential for high market growth

Large Negative  Cash Flow

Small, declining market share

Adopted from Michael E. Porter, Competitive Strategy 18
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What’s a star?

 Functions with high relative share in high 
growth markets

 Produce good cash flow

 Can fund other core functions

Strategy: Maintain and Expand

19

What’s a question mark?

 Functions with low share in rapidly growing market

 Required cash investment to finance growth

 Weak cash generators because of poor competitive 
position

Strategy: Evaluate and Invest or divest

20
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What’s  a cash cow?

 High share in low growth markets

 Produce good cash flow

 Allows you to invest in other core functions

Strategy: Maintain and Protect

21

What’s a dog?

 Low market share in low growth 
markets

 Cash traps – drawing on 
resources

Strategy: Support and Minimize 
Impact or Strategically Exit

22
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As we identify where all our 
products are….

We’ll look at our products/core functions with an 
external focus in mind….

23

Customer Analysis

 Who are the current buyers of our product?

 Is the current customer satisfied?

 Who are other potential customers?

 What changes in customer motivation are 
occurring?

 What attributes are most important to the 
customer at this time?

24
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Competitor Analysis

 Who are our competitors?

 What are their strengths?

 What are their weaknesses?

 What is their cost structure like?

25

Industry Analysis

 What is happening in our industry?

 How attractive is our industry?

 What are the barriers to entry?

 What are the key success factors needed to 
be successful in our industry?

 What is the cost structure in our industry 
and is it changing?

26
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Environmental Analysis

 What demographic changes are occurring?

 What governmental or political factors will present 
opportunities or threats?

 What societal factors present opportunities or 
threats?

27

Competitive Advantage
For our purposes today, we are going to define it as 
follows:

“A competitive advantage is what distinguishes you 
from your competition in the minds of your 

customer”

28
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Determining competitive 
advantage

In order to determine your competitive advantage, 
you must clearly define three things:
 What is your product?  It doesn’t matter whether it is a 

good or service, you need to clearly define it.

 Who is your target market?  In other words, who is your 
customer?

 Who is your competition?  This includes other companies, 
products, etc. but also anything your customer does to get 
its needs met

29

To achieve a sustainable 
competitive advantage:

 You must have an advantage that 
the market (customer) sees as a 
key to success

 The advantage has to be 
substantial enough to set you apart

 It needs to be sustainable 
considering competitor moves and 
changes in your external 
environment

30
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Selecting the right strategy…

Involves identifying your competitive 
advantage or in other words…

What distinguishes you from your 
competition?

OR

Why are you special?  

OR

What makes you different from the 
others?

31

Three generic strategies 

 Overall cost leadership
 Low cost position

 Economies of scale 

 Differentiation
 Creating something that is perceived to be 

unique in the industry

 Focus
 Focusing on a particular buyer group, segment 

of the industry or geographic market

32
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Market Analysis, 
Market Strategy and 
Value Proposition
ATTRACTING THE ATTENTION OF MANAGED CARE 
AND OTHER CUSTOMERS

Step 1: Identify COA 
Products
We listed all of our products and then grouped them 
to come up with a list of product lines and products. 

Program 
Management

Planning and 
forecasting

Provider contracting 
& monitoring

Quality 
mgmt.

Etc.

Care 
Coordination

In-Home 

Assisted 
Living

Specialized

Service Planning 
and Brokering

Care 
Transitions

Care Transitions 
(CCTP)

Pre-
Transition 

Care Mgmt.

AAA 
Services

Regional 
Planner

Advocacy

Grant 
Admin.

ADRN

Information 
and Referral

Screening

Assessment

Pre-Admission 
Review

Hospital 
LOC

Nursing Facility 
LOC
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Step 2: Define the products

Product Description

Description Sub Products (Note: Current
and/or Future)

Customers Competitors Service Recipient

Assessment: 
Telephonic and 
home-based care 
which is short-
term in nature. 

• Telephonic (current/future)
• In-home (current/future)
• Assessment (includes a wide variety of 

assessments defined by various funding 
customers) (current/future)

• Level of care and program 
eligibility determination 
(current/future)

• Website/online assessment 
(future)

• Caregiver assessments 
(current/future)

• Nutrition consultation
• Telephonic (current/future)

• MCOs
State (ODJFS/ODMH)

• Counties
• Physicians

Hospitals
• Private Pay (i.e., 

adult children with aging 
parents)

• Mental health 
assessors

• Providers
• Center for 

independent living 
options

• Independent 
providers

• MCOs
• CMOs

Older adults who are 
in need of services 
(typically funded by a third 
party)

Niche – Adults with 
complex health needs. 

Step 3: Market Analysis
Market Analysis

Competitive 
Advantage

Strengths Gaps Weaknesses Ability to 
Generate 
Revenue

In the home • Knowledge of 
geriatric care

• Telecommuting 
workforce

• Call center
• Ability to channel 

adults to a variety of 
community 
resources.

• Mental health
• Lack of medical knowledge
• Lack value stream 

efficiencies/standardization
• Under 60 population

Lack of advanced care planning
Tri-State (we are only in SW Ohio)

• Ability to connect with diverse 
populations

• IT tools/infrastructure for efficiencies 
(i.e., use of GIS for scheduling, web connectivity 
on the road). 

• IT – PIMS
• Financial Resources 

for IT

Medium plus 
to high
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Step 4: Create a Market 
Strategy

Star

M
ar

ke
t 

G
ro

w
th

 Po
te

n
ti

al
 c

u
st

o
m

er
s

High

Low Relative Market Share High

Dog
Cash Cow

Maintain and Protect Program 
Care Management Services

Administrator Functions 

Cash Generation

Maintain and Expand

Question Mark

Evaluate and Grow or Abandon
Care Transition-like Products

Care Management for Specialty Populations
Managed Care Contracts

Support/Minimize Impact or 
Strategically Exit

AAA Services
ADRN

Pre-Admission Review

Tip: 
Be Brutally
Honest

Step 4: Create a Market 
Strategy

Strategies

Short Term Strategy (w/in 1 year) Mid Term Strategy (w/in 2-3 years) Long Term Strategy (4 or more 
years)

Prioritize and address gaps
Develop marketing strategy and product 
development for bidding on upcoming 
opportunities.
Establish relationships with potential 
partners.
More of the same.
Develop cost leadership position in the 
market.

More of the same.
Develop cost leadership position in the 
market.

Grow the service.



4/18/2017

20

Why can’t we stop now that we have 
a market strategy?  

Problem: All the thinking to This point has been from OUR perspective

What do we know about 
our customers? 

What is the value of our 
product to our customer? 
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Step 4: Building Your Value 
Proposition

Source: “Value Proposition Design: How to Create Products and 
Services Customers Want” by Alexander Osterwalder

Who is your customer?
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What job do they have to 
do?

What are their Pains?
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What are their Gains?

How does our product create 
gains and alleviate pains?

Gains Created Pains Alleviated



4/18/2017

24

Example: Value 
Proposition

COAs care management services provide the 
expertise in home and community based care to 
manage the population health of the highest risk 
patients, while reducing cost and improving the 

patient experience. 

Step 5: Validate the Value 
Proposition
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Step 6: Competitive Strategy

 Internal Focus – What changes do 
we need to make?
 People

 Systems

 Structure

 Culture

 Tie changes  back to our strategic 
plan

 Connect the internal strategy 
with the external market forces.

Step 7: Build your Business 
Model

Source: “Business Model Generation” by 
Alexander Osterwalder and Yves Pigneur

http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&docid=foIcjRQWjyj4MM&tbnid=3J-fRBbSkMTEzM:&ved=0CAUQjRw&url=http://nettiesramblings.blogspot.com/2013/03/internal-versus-external-conflict.html&ei=_ErBU8nmEIymyATUkICQDA&bvm=bv.70810081,d.aWw&psig=AFQjCNF4QGy8XgqG9K4BoZ5dktHw91bCZg&ust=1405262966931964
http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&docid=foIcjRQWjyj4MM&tbnid=3J-fRBbSkMTEzM:&ved=0CAUQjRw&url=http://nettiesramblings.blogspot.com/2013/03/internal-versus-external-conflict.html&ei=_ErBU8nmEIymyATUkICQDA&bvm=bv.70810081,d.aWw&psig=AFQjCNF4QGy8XgqG9K4BoZ5dktHw91bCZg&ust=1405262966931964
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Lessons Learned
THE GOOD, BAD, AND UGLY

Lessons Learned

We can’t move 
fast enough. 
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Lessons Learned

Devote 
dedicated time 
to these 
activities.

Lessons Learned

Look outside our 
industry for ideas 
and opportunities



4/18/2017

28

Lessons Learned

The customer 
wants what the 
customer 
wants…not 
necessarily what 
we want to sell. 

Lessons Learned

 MCO Data Systems are not as 
robust as we anticipated.
 May not be built for LTSS

 Drives workflows and may not be 
efficient

 Only as good as the data being fed by 
the state

 Data is critical to your success. Don’t 
wait too long to “build your own”. 

 If you can, contract to use your own 
data systems.
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Lesson Learned

Focus on creating a culture to 
compete:

 Employ data driven decision making

 Focus on outcomes, quality and 
results

 Become sales and customer service 
focused

 Use cost and price models – to price 
services, understand the cost of 
operations, and drive the culture 
change

 Performance manage your staff.

Lesson Learned

The Struggle is Real. 

Build it and they will come?  

Maybe not.  Even if they want 
and need it.  

http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&docid=E546tRFJ0vzrnM&tbnid=0zMsm5eTZVcMbM:&ved=0CAUQjRw&url=http://www.stevemathew.com/post/26609305061/culture-eats-strategy-for-breakfast&ei=w0zBU4iCMZCLyATI3YGIDg&bvm=bv.70810081,d.aWw&psig=AFQjCNFfaofjtuaFTDy04_oYuxjBYrELfg&ust=1405263390244788
http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&docid=E546tRFJ0vzrnM&tbnid=0zMsm5eTZVcMbM:&ved=0CAUQjRw&url=http://www.stevemathew.com/post/26609305061/culture-eats-strategy-for-breakfast&ei=w0zBU4iCMZCLyATI3YGIDg&bvm=bv.70810081,d.aWw&psig=AFQjCNFfaofjtuaFTDy04_oYuxjBYrELfg&ust=1405263390244788
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Lesson Learned

This is a marathon, 
not a sprint.

Final Thought

“I want to build a bridge!” said one. 

“A bridge?” said the other, “To where?”

“A bridge to the twenty first century,” said the first. 

“Ah!” said the other. “So do it!”

Then they said, “That’s a very long way. Let’s just build Bridges 
to November.” 

And they did. 

http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&docid=SXNgBjHDrvO3RM&tbnid=OyRWtrm9slRneM:&ved=0CAUQjRw&url=http://www.loc.gov/exhibits/oliphant/part3.html&ei=UGDBU4n9BpStyATB64DQDw&psig=AFQjCNEM3iqKTSM0YEPTCIJyLYtyFqVH3g&ust=1405268359083919
http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&docid=SXNgBjHDrvO3RM&tbnid=OyRWtrm9slRneM:&ved=0CAUQjRw&url=http://www.loc.gov/exhibits/oliphant/part3.html&ei=UGDBU4n9BpStyATB64DQDw&psig=AFQjCNEM3iqKTSM0YEPTCIJyLYtyFqVH3g&ust=1405268359083919
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Questi
ons ?

©2014COUNCIL ON AGING OF 
SOUTHWESTERN OHIO, INC. ("COA") 
COPYING, REPRODUCTION OR 
DISTRIBUTION OF THESE MATERIALS 
WITHOUT THE EXPRESS WRITTEN 
PERMISSION OF COA IS PROHIBITED.

In the book of life’s questions, 
the answers are not in the back. 

~Charles Schultz

Questions & Answers: 
Please Submit Using the 

“Questions” Box

http://www.google.com/url?sa=i&source=images&cd=&cad=rja&uact=8&docid=xJSREvp8sr4cRM&tbnid=YU1QiwilDBA0cM&ved=0CAgQjRw&url=http://www.leadingwallpapers.com/snoopy/&ei=EEW7U6a8IIaP8gG0zYDoAQ&psig=AFQjCNEmfSYcCTHpGGt4sCmUvQu-MEA7Yw&ust=1404868240649679
http://www.google.com/url?sa=i&source=images&cd=&cad=rja&uact=8&docid=xJSREvp8sr4cRM&tbnid=YU1QiwilDBA0cM&ved=0CAgQjRw&url=http://www.leadingwallpapers.com/snoopy/&ei=EEW7U6a8IIaP8gG0zYDoAQ&psig=AFQjCNEmfSYcCTHpGGt4sCmUvQu-MEA7Yw&ust=1404868240649679
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Please join us for future webinars in 
the Aging and Disability Business 

Institute Series 

New Medicare Enrollees: Opportunities for MA 
Plans & CBO Partnerships – May 8, 2017 

Learn more and pre-register here:
http://www.asaging.org/series/109/aging-and-disability-business-

institute-series

Questions about the Aging and Disability 
Business Institute?

Email us: 

BusinessInstitute@n4a.org

http://www.asaging.org/series/109/aging-and-disability-business-institute-series
mailto:BusinessCenter@n4a.org

