
MAY 3, 2023

Optum Behavior Health Care Explorer
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Healthcare – a Case Study
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WHO ARE WE?

Informed by a good understanding of building cool technology, 
Creg was an early adopter and adapter of agile techniques 
(before there was an agile manifesto).  His approach is 
pragmatic not favoring any single method, tool, framework, etc.  
It’s about understanding the problem and selecting a toolkit 
appropriate to help learning and solving the problem.

He’s learned that there is no one perfect answer in 
organizational change initiatives – there are choices and 
experiments to learn from.  True change is never managed upon 
an organization: it’s when the conditions and perception within 
the environment are set for the organization itself to choose to 
change where lasting change is achieved.  Barriers to change 
aren’t the tools, processes, roles – it’s the lack of trust, low 
autonomy, unclear purpose, and ignoring the mastery of one’s 
craft that truly impede meaningful change.

He’s been part of large teams / organizations or small teams in 
many industries and solution spaces.  Some of his clients he’s 
worked with on transformation are American Airlines, Disney, 
Ecolab, US Bank, Wells Fargo, Optum, RBC, and many others.

Creg Schumann 
Product Innovation 
Turnberry Solutions
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When Nathan was 23 he designed his first sales revenue digital 
tool for his territory, and bang!  He was hooked!  Ever since, 
Nathan has brought a passion for pulling together IT, business, 
operations, marketing and others and working collaboratively to 
support their achievement  through effective tools.  Tools that 
make lives easier, processes that are just enough to enable and 
not disable, and organizational frameworks that optimize, 
stabilize, and foundationally support innovation.
 
A deep background in facilitation, strategic design, design 
thinking, and some of the most widely used operational 
technologies in the market, Nathan’s approach is to deliver 
effective and dynamic outcomes with each client and team he 
works with.

Nate Koering
Product Strategy
Turnberry Solutions

Jim Christy is Director of Member Engagement for the Optum 
Whole Health Solutions product team. In this role he is 
responsible for execution of digital member engagement 
strategy for the Live and Work Well site as well as integrating 
content into experiences on myuhc and other platforms. This 
includes Optum’s Care Explorer, a personalized tool that helps 
members identify the most relevant behavioral health and EAP 
programs, services and providers for them based on their 
immediate needs.

Jim Christy
Director, Member 
Engagement
Optum
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THE CASE FOR CHANGE
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FINDING CARE
What our members were telling us

Our members didn’t understand their benefits, they had a hard time finding the right care for them, and 
they didn’t know where to start. 
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I don’t know my options. Can’t 
this all be in one place? 

I don’t trust my employer with 
mental health info.

I just want to talk to someone 
now. 

Finding care is confusing and 
frustrating. Tell me where to 
start. 
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FINDING CARE
What the market is telling us

FORRESTER RESEARCH:| MAY 2022
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Health insurers are not good at putting the member first. This means: 

Lack of personalization A fragmented user journey Disjointed digital experiences 

Insurers fall short on consistently 
personalizing member 
communications beyond greeting 
them by name

Without a single system/data source 
insurers lack a complete picture of 
the member, and don’t understand 
the user journey

Prioritizing speed-to-market over 
usability leads to confusion and 
more phone calls. 

1 2 3



PAGE

CARE EXPLORER
Starting with the member need
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Core strategy 
statement

To provide a more valuable and competitive BH 
client offering, we will create a digital navigation 
experience that helps members find the benefits 
and services they need to feel better, improve 
their symptoms and feel in control.

Goals Process
Improve satisfaction about process of finding care ▪ Vision grounded in customer research

▪ Focus on the member problem
▪ Design sprints with live consumer feedback

Help members understand benefits, including lower 
levels of care if appropriate

Show that we’re listening; demonstrate empathy 
and build trust
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THE JOURNEY
Where did this journey start, and where has it to gone to date?

Innovation Design Cycles
Prioritization and 

Funding
Go To Market

Creg & Nate Jim
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INNOVATION DESIGN
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ENGAGEMENT OVERVIEW
What did the innovation journey look like and what was its goal?

Turnberry partnered with OBH on a 12-week engagement.  The initiative combined product strategy, human centered design, and user 
experience methods to help drive alignment and produce a prototype for digital Member Guided Experience. In addition, the team 
produced product and market strategy outputs including RFP language to support internal and external alignment.

WIN

What is

End user-focused 
session(s) to 
understand current 
process, problems, 
pain points, and 
needs.

What 
could be

Ideation for product 
business model and 
value propositions.  
Create persona-
centric proposed 
experience.  

What
wows

Enhanced design with 
prototype POC based on 
established priorities to 
develop,  model, test, 
review, refine.

What works

Agile delivery to iterate solution development & vision.  

PRODUCT INNOVATION: 
DISCOVERY,  STRATEGY,  AND  DESIGN SPRINT SOLUTION DELIVERY

BUILD SELL IMPLEMENT
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WHAT IS INNOVATION?
Innovation is more complex and work than most of us understand.  Simple inspiration is NOT enough
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Not This

Reference work from: Emergent Futures Lab

More Like This

INNOVATION DESIGN
▪ Innovation is production of 

the genuinely new + 
▪ Design is a process of action 

towards an outcome =
▪ Innovation Design is the 

process for producing the 
genuinely new.

INNOVATION
▪ The new is when change happens that produces a 

difference.
▪ There are two types of difference: Difference-in-

degree, and Difference-in-kind
▪ These two forms of difference/change correspond to 

two distinct forms of Innovation: Developmental and 
Disruptive.

▪ Developmental Innovation is incremental, world 
expanding, quantitative, probabilistic, and improving.

▪ Disruptive is rupturing, qualitative, possibilistic, and 
world making.

WHAT IS
1-2 Weeks

WHAT COULD BE
1-2 Weeks

WHAT WORKS
4-6 Weeks

WHAT WOWS
1-2 Weeks
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CASE STUDY

Optum Behavior Health Care Explorer
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WHAT TOOLS DID WE USE?

Jobs to be Done Canvas

Design Sprints

Build and Delivery

Organization Strategy & Vision

Product validation

Business Model Customer Segments Vision / Purpose

Persona(s)Goals & Initiatives Customer Jobs

Story Maps

what is

what  could be

what  wows

what  works

build, sell,
implement, win
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BUSINESS MODEL
How does a business model help you understand your strategy?

▪ SALES PLAN
▪ STAFFING PLAN
▪ TECHNOLOGY 

PLAN
▪ MARKETING 

PLAN
▪ PARTNERSHIP 

AGREEMENTS 
(EXTERNALLY 
AND CROSS 
CAPABILITY)

▪ CUSTOMERS
▪ CUSTOMER 

SEGMENTS
▪ PERSONAS

MARKET: THREATS AND 
OPPORTUNITIES

▪ PRODUCT 
OFFERINGS

▪ CLIENT 
NEEDS

▪ POTENTIAL SIZE
▪ MODEL 

STRUCTURE

INTERNAL: STRENGTHS & WEAKNESSES

SALES PLAN, ENGAGEMENT PLAN, & 
MARKETING PLAN

STAFFING PLAN, TECHNOLOGY PLAN, 
& PARTNERSHIPS

▪ STAFFING
▪ TECHNOLOGY
▪ PARTNERSHIPS
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CARE EXPLORER BMC
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PERSONA WITH EMPATHY
N
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JOBS TO BE DONE
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ORGANIZING FOR STORY MAPS
Story Maps shown in logical order that a Mark would typically go through experience

DEFINING 
WHAT IS 

GOING ON

LEARNING 
ABOUT 
MARK

FINDING 
WHAT CARE 

I CAN GET

BEING 
READY FOR 

THERAPY
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Define what is 
going on and 
name it.

Understand 
Mark and 
progressively 
learn about 
him.

Figure out 
what care I can 
get and what 
my options are.

I want to get 
ready for my 
first 
appointment.



PAGE

EXAMPLE STORY MAP

This story map represents the 
trigger that gets Mark to come to 
our experience:

▪ Triggering event
▪ Leads to self-research 

(Doctor Google)
▪ Looking to give it a name
▪ Makes decision to seek help

19

Define what is 
going on and 
name it.
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DESIGN SPRINTS
A design sprint is a time-constrained (one week), five-phase process that uses design thinking with the aim of 
reducing the risk when bringing a new product, service or a feature to the market.

Monday Tuesday Wednesday Thursday Friday

20
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DESIGN SPRINTS
Selected experiences from story maps to test viability using a Design Sprint

design sprints by week
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THE FRONT 
DOOR

THE GUIDED 
EXPERIENCE

RESULTS 
PAGE

EXPLORE 
THERAPY & 
PREPARE
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DESIGN SPRINT 1 – THE FRONT DOOR

zero distance

22
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DAY 1 RESULTS
C
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DAY 3 - SKETCHES
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DAY 5 – THE RESULTS

Original Home Screen
▪ Used for testing during design sprint 1 (Not tested to members)
▪ More fidelity
▪ Didn’t like the look
▪ Needs a more prominent suicide/emergency hotline or resource

Redesigned Home Screen
▪ Used for testing during design sprint 2
▪ Calming imagery
▪ Hotline at bottom
▪ Less prominent “Find all care options”

N
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CARE EXPLORER

What this digital experience looks 
like
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Supporting 
individuals, 
caregivers, and 
family members

J
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Understanding 
an individual’s 
needs, through 
their eyes
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Delivering 
personalized 
care options
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CARE EXPLORER EVOLUTION
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WHAT WE’VE LEARNED

31



PAGE

DOES THIS WAY WORK?
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EXTENDS BEYOND THE 
PRODUCT HORIZON

MINIMIZES THE INITIAL 
INVESTMENT

FINDS THE PRODUCT YOUR 
CUSTOMER NEEDS

▪ Increases product sustainability
▪ Promotes buy-in to product 

value
▪ Improve product market fit
▪ Adjust to market forces

▪ Build it once is cheaper
▪ Reduces risk
▪ Build the right product the first 

time

▪ Find and explore dark spaces of 
missed opportunity

▪ Faster adaptation
▪ Zero distance to customer
▪ Introduces real innovation
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APPROACH SUMMARY
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Details Regarding Activity Sequencing can be Found Here

alignassess Accelerate

Outcomes Clarity About the Work Ahead Gaps Closed, Team Aligned Remaining Pods Stood Up Increased Maturity, Cont. Improvement

Activities & 
Deliverables

McKinsey Doc Review
Team-Level Interviews 
Observing QBR
Observe PO Sync 
Interview SMs 
Curate Observations with FL Director
Alignment Approach SOW

Establish Detailed Training Strategy
Establish CF Leadership Coaching Strat.
Stand Up Change Mgmt Pod 
Develop Communication Plan
Develop Technical Coaching Approach
Evolve Product Toolkit 
Evolve QBR Approach 
Rollout Out Additional Pods
Prioritized Pod Staffing/Hiring 
Define Tooling Standards 
Accelerate Details are Clarified

Apply Learnings from Alignment
Rollout ~20 Pods  (double-check #)
Ongoing CF Leadership Coaching
Ongoing Team-Level Maturity Checks 
Continuous Improvement – OKRs

Scale Back Team Support Team 

Expand the Pod Model 
Ongoing Team, Group & Enterprise Maturity

Duration ~3 Weeks (August) ~3 Months (Sep-Dec) ~4 Months (Dec-Mar) Ongoing

Investment ~$45,000 ~$544,000 $1.5M - $3.5M TBD - Monthly Run Rate ~ 

Assumptions 1FT Product, 1FT OCM, 1PT SP 1PT Education Lead, 1FT Curriculum 
Development and Delivery, 2FT 
Product/Agile Coaches, 1PT Leadership 
Coach, 1FT OCM Coach, 1PT SP, 1FT 
Engineering Principal, 2 Apprentice Crew

Investment completely dependent on 
the balance of core team and pod 
staffing.  Rate structure included in SOW 
and accompanying documentation.

TBD

evolve

https://app.mural.co/t/threebridge6494/m/threebridge6494/1692358590390/05abeb749f64f95a44146d89dc7e69241a9f491d?sender=u45a19a52b5ed6b3974035839
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