
KPI PERFORMANCE ANALYSIS CASE STUDY 

Unlocking Hidden Revenue: Patient Intake Optimization for Multi-Clinic Healthcare 

Company: Outpatient Mental Health Services | Primary Initiative: Using KPIs analysis for Process Standardization 

& Holistic Intake Adoption 

1. Executive Summary & Cross-Clinic Variance 

Historically, this healthcare organization tracked monthly Key Performance Indicators (KPIs) purely as a passive review 

ritual, without recommending actionable operational changes. To bridge this gap, we conducted a rigorous cross-clinic 

revenue and demographic analysis. While Clinic A and Clinic B generated identical annual revenues of $3.5M each 

providing mental health services, demographic data revealed Clinic A serves a patient population 50% larger than Clinic 

B. In-depth interviews with clinic directors and frontline staff identified the root cause: Clinic B was utilizing an intimate, 

customer-friendly intake process featuring a holistic care questionnaire, whereas Clinic A relied on a transactional intake 

model that under-monetizes its significantly higher patient volume. 

2. Operational Deep-Dive & Root-Cause Discovery 

Clinic A (High Volume / Underperforming) 

• Demographic Scale: Serves 50% larger patient 

population (150% relative density vs. Clinic B). 

• Transactional Intake: Focuses strictly on 

administrative data; misses secondary patient mental 

health needs. 

• Revenue Gap: Generates $3.5M ($1.00 revenue per 

capita density ratio vs $1.50 at Clinic B). 

Clinic B (Optimized Best Practice) 

• Intimate Patient Experience: Customer-friendly 

onboarding builds high trust and patient retention. 

• Holistic Intake Questionnaire: Identifies co-

occurring needs, leading to complete care plans and 

higher yield/patient. 

• Revenue Performance: Generates $3.5M on a 

smaller base ($1.50 relative productivity efficiency). 

3. Implementation Investment & Financial ROI Projection 

Category / Line Item Calculation Baseline  Cost Projected Revenue  

Training Investment 1 Day Pay for 2 Directors ($110K Salary ÷ 

260 Days × 2) 
$846 — 

Equipment / Tech Cost No additional hardware or software 

needed for Clinic A 
$0 — 

Conservative Revenue Gain (25%) Clinic A captures 25% of efficiency parity 

gap ($3.5M × 50% × 25%) 
— +$437,500 / yr 

Moderate Revenue Gain (50%) Clinic A captures 50% of efficiency parity 

gap ($3.5M × 50% × 50%) 
— +$875,000 / yr 

TOTAL YEAR 1 IMPACT (Moderate) Net Gain: $874,154  

Return on Investment: 103,328% 
$846 +$875,000 / yr 

Financial Summary & ROI Assumptions: Full parity revenue upside at Clinic A is $1.75M annually ($3.5M × 50% 

population premium). Assuming a moderate 50% capture rate ($875,000 revenue increase) against the nominal $846 

training investment yields an unprecedented 103,000%+ ROI, proving that actionable metric review creates exponential 

enterprise value. 

4. Implementation Roadmap & Stakeholder Reflection 

• Strategic Recommendation: Conduct a 1-day peer-to-peer training session where Clinic B's Director trains Clinic A's 

leadership on the holistic questionnaire and intake workflow. 

• Actionable KPI Protocol: Establish a mandatory 'Insight-to-Action' agenda item during monthly reviews to continuously 

replicate best practices across all clinics. 
 


