
 

 

 

 

THE HEALTHCARE 
ASSOCIATION OF 
THE FUTURE

Innovating your revenue stream  
by decoupling the business model



Introduction 

Healthcare associations are at a crossroads. Traditional 
revenue sources such as membership dues are under pressure, 
the healthcare ecosystem and landscape are changing, and 
increasing numbers of clinicians are working as employees 
rather than independent, small practices. As the healthcare 
workforce transitions from a small business entrepreneur 
model to an employed model, many associations need to 
rethink their value proposition to stay relevant and sustainable 
to their members' changing needs.

We can look to technology companies, such as Google 
or TripAdvisor for inspiration. These organizations have 
successfully decoupled their customers and consumers.  
That is, most consumers utilize the company’s services  
for free because external parties (advertisers in Google’s case) 
are the customers. 

A decoupled business leverages the size of its network to 
subsidize most consumer access by charging a small group of 
customers. Due to the large base of membership, healthcare 
associations are well placed to pursue similar strategies.

In this paper, we outline an approach for creating a new 
decoupled business model for your organization. Decoupling 
will allow you to develop alternative revenue streams, 
offer more value to members, and provide opportunities 
to add new tiers of membership at lower, or even zero, 
cost. Migrating the business model enables relevance and 
sustainability in a changing ecosystem. 

The current healthcare ecosystem is changing

Over 50 per cent of physicians are now employed by 
companies rather than self-employed

Perceptions about the value of membership are changing

Membership dues and revenues for most associations 
have been stagnant, the impetus for developing non-dues 
revenues continues to grow

Strong investment returns have masked the challenges of 
revenue growth at many associations. In our analysis, 60 
per cent of associations would have had budgetary deficits 
for two or more years in a five year period between 2009 
and 2014 without the support of investment income.
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Disruption will continue, will your business? 

The last two decades have seen several  
industries disrupted

Tesla has reinvented the automobile industry and its market 
capitalization now surpasses that of established automakers. 
Tesla can sell 500,000 units of a car that was two years away 
from production, while its competition is usually discounting 
their inventory and relying on sales gimmicks.

For decades, Rand McNally had an enviable position in selling 
high margin paper maps. Then, people stopped buying paper 
maps as free maps on smartphones  
became ubiquitous. 

The advent of e-books, e-readers and tablets has similarly 
disrupted the publishing industry. A new generation of 
students, who grew up with a free internet and concepts of 
sharing, find it easy to download chapters, or books instead of 
buying physical copies.

For associations, digital disruption can take the form of: 

• the proliferation of virtual meetings is impacting 
attendance at conferences

• low cost, online Continued Medical Education (CME) 
offerings are increasing competition for  
continuing education

• virtual simulation training is replacing hands on,  
expert-led simulation

• free and low-cost online resources based on social media 
provide networking opportunities and impact local meetings

• online and electronic media are disrupting the 
publications and advertising revenue model.

Growing non-dues revenues is a strategic imperative for 
most associations. Decoupling the business model means 
associations can improve the member value proposition and 
attract new members (consumers) by subsidizing the cost of 
services from other customers. This model offsets traditional 
membership dues with paying customers in other categories, 
which is especially relevant as more millennials and Gen Z’ers 
join the provider ranks - these generations have become 

highly accustomed to getting free, online services.

With a decoupled model, you can attract the next generation 
of members, providing them with many of the traditionally 
valued services while deriving revenue from alternative 
sources. In turn, you create an opportunity to reinvent the 
organization to stay relevant in the changing  
healthcare ecosystem.  

Innovate your business by decoupling consumers & customers  

Just as the advent of the steam engine completely 
disrupted agriculture-based economies, the 
information age and digital disruption will change the 
way we live, work, and associate – both professionally 
and socially. The risk of not adapting your business 
model is too high.

Increasing non-dues revenue is critical to our strategy. A key member benefit of any 
association is to leverage the strengths we have as aggregators to bring more benefits  
to our members while decreasing member dues as a percentage of our overall budget.
Christopher M. Becker, Chief Business Development Officer, American Academy of Neurology
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Reinventing Formula 1 

A decade ago, Formula 1’s business model was entirely based 
on advertiser and sponsor revenue, focused primarily on the 
European market.

Today, Formula 1 teams leverage their brand and their engineering 
capability to drive multiple sources of revenue across a global 
footprint. The McLaren racing team leverages their engineering 
capability to develop solutions for wellness, wearable technology, 
and for the transport of pediatric post-operative patients. 
The Sunday racing show is just the marketing and consumer 
engagement for all the business activity throughout the week.
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Evaluate your 
ecosystem 
to identify 
opportunities to 
create value

Enhance your 
proposition to 
improve member 
value and the 
“stickiness” of 
member engagement

Develop a steady 
pipeline of 
innovative products 
and services for 
new and existing 
customer segments
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The ADA's role in the healthcare ecosytem is to foster true patient-centered integrated 
care that supports a better health outcome, patient satisfaction and contains rapidly 
escalating costs. To put it simply, you can't be healthy without good oral health.
Dr. Kathleen O'Loughlin, Executive Director, American Dental Association

Decoupling: a three step approach 

We start by evaluating your specific 
evolving ecosystem and understand the 
role your association plays. A few current 
trends to consider include an increased 
number of employees, increased medical 
student debt, and more price  
conscious customers.

With an understanding of the ecosystem, 
you can prioritize key customer segments 
within the ecosystem and develop go–to-
market strategies for each.   

For example, a client determined that 
while they had many products to serve 
their members and practitioners, their 
portfolio was light on products serving 
industry customers such as pharmaceutical 
companies and device manufacturers. As 
a result, they made a conscious decision 
to develop additional products focused on 
industry for their specialty and are now 
actively pursuing that market segment.

STEP 1: Evaluate your ecosystem to identify opportunities to create value
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Most associations are often looking at opportunities to enhance 
their member value propositions by developing new offerings. 
Leading associations take that concept a step further—by 
developing and inter-linking their different offerings in a way 
that provides compelling value to members  —to improve the 
strength of their member relationships. This strategy is often 
called building a better moat.

A client of ours was looking to establish a Qualified Clinical 
Data Registry (QCDR) to help its members report data to The 
Centers for Medicare & Medicaid Services (CMS). In addition 
to offering the QCDR as a stand-alone product, they looked 
at their complete member value proposition to tie additional 
benefits to participants, such as:

• board and maintenance of certification (MOC) requirements

• benchmarking

• access to a robust dataset to support research & publications

• development of clinical guidelines based on data.

Tying the above benefits together with MIPS/MACRA 
reporting enabled our client to create a compelling QCDR 
offering. Although the regulatory outlook has shifted and 
MIPS/MACRA reporting is no longer a high priority for some 
participants, it is still highly valued by members.

STEP 2: Enhance your proposition to improve member value and the “stickiness” of member engagement

A NEW APPROACH TO NON-DUES REVENUE GROWTH6



BUSINESS 
CASE 

REVIEW

BUSINESS 
CASE 

REVIEW

BUSINESS 
CASE 

REVIEW

Where to play

Customer & consumer insights

Consumer value proposition

Business design

Market geography

Competitor landscape

How to win

How to profit

1 
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concept

2 
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concept 

feasibility

3 
DESIGN 

design 
development

4 
DELIVER 

commercialization

Process development

Product & package development

It is important that we constantly communicate the value of intangible benefits of 
membership to our members, their daily practice and their personal lives, as well 
as remind them of the core tangible benefits we offer, such as event and product 
discounts, clinical decision making support tools and continuing education.
Dean Wilkerson, Executive Director, American College of Emergency Physicians

STEP 3: Develop a steady pipeline of innovative products and services for new and existing  
customer segments

PA'S HOLISTIC PRODUCT DEVELOPMENT PROCESS

Business model innovation requires continuous investment 
in developing innovative products and services. A product 
development methodology can help build a steady pipeline, 
and is used to asses new ideas, make judicious investments, 
and analyze the overall portfolio to identify where to grow 
and where to scale back.

While working with a client in developing a digital education 
business, we found that their historical approach of “one 
size fits all” courses did not work for all stakeholders and 

they are now developing multiple course formats—one-day 
versions, two-day versions, online modules to reduce class 
time, virtual simulation training to supplement the in-class 
experiential learning, etc. A structured product development 
methodology will allow them to identify new courses to 
develop in an objective manner based on market feedback 
and to provide the right level of resources for growing the 
product portfolio. 
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Transaction fees allow outside parties to sell 
goods and services that are desirable to your 
members while paying you for it. The more 
transactions that take place the more valuable 
it is to you.

Recruitment refers to posting job 
opportunities available to your members 
through your network. With the increase in 
market consolidation and the shift to large 
provider networks, this can be especially 
beneficial for your members. 

Cross-selling refers to sharing valuable 
information generated from your private 
network with other communities. White 
papers, case studies and best practices  
are a few examples.

The monetary pay-offs of decoupling—a data 
monetization example  

Advertising refers to marketing products and 
services to your network. It should be tailored 
and specific for your network based on their 
interests and needs. 

Premium content allows you to offer free 
membership but charge a fee for certain 
industry information or resources.  

There are several products you could develop to monetize your private network.
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CHEST: Improving pulmonary 
medicine by developing an 
analytics business 

The American College of Chest Physicians (CHEST) is a 
membership organization for professionals focused on promoting 
lung health. We’ve already helped CHEST create a research and 
analytics business that effectively organizes and monetizes the 
organization’s data, analysis and insight. Now we’ve helped them 
also take control of that data with a cloud-based platform that 
stores it securely and makes it easier to access and leverage.

CHEST Research and Analytics offers insights valuable to 
clinicians, pharmaceuticals companies, and medical device 
businesses. We used our expertise in bringing together disparate 
cloud-based solutions into an integrated whole to develop the 
platform. As well as being able to perform custom analysis based 
on customer requests, CHEST can give customers access to the 
data on a subscription basis. With the new platform, the CHEST 
Research and Analytics business is poised for growth into  
the future.

INNOVATIVE PRODUCTS AND SERVICES
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For more information on how to decouple your association, contact us at 
healthcare@paconsulting.com 

If you’d like to know more, 
please get in touch with:

NILESH CHANDRA 

tel.: +1 617-838-7196 
email: nilesh.chandra@paconsulting.com

BRET SCHROEDER 

tel.: +1 303-570-8394 
email: bret.schroeder@paconsulting.com

EDWARD WALLACE 

tel.: +1 212-973-5963 
email: edward.wallace@paconsulting.com
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About PA.

An innovation and transformation 
consultancy, we believe in the power 
of ingenuity to build a positive human 
future in a technology-driven world.  

As strategies, technologies and 
innovation collide, we turn complexity 
into opportunity.  

Our diverse teams of experts combine 
innovative thinking and breakthrough 
technologies to progress further, 
faster. Our clients adapt and transform, 
and together we achieve enduring results.

We are over 2,600 specialists in consumer, 
defense and security, energy and utilities, 
financial services, government, healthcare, 
life sciences, manufacturing, and transport, 
travel and logistics. And we operate 
globally from offices across the Americas, 
Europe, the Nordics and the Gulf.

PA. Bringing Ingenuity to Life. 1_
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Corporate headquarters

The Chrysler building 
405 Lexington Avenue                         
New York, NY 10174 
United States 
+1 212 973 5900

paconsulting.com

This document has been prepared by PA.  
The contents of this document do not 
constitute any form of commitment or 
recommendation on the part of PA at the  
date of their preparation.

©  PA Knowledge Limited 2018.  
All rights reserved.

No part of this documentation may be 
reproduced, stored in a retrieval system,  
or transmitted in any form or by any means, 
electronic, mechanical, photocopying or 
otherwise without the written permission 
of PA Consulting Group.


