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Optimizing Your “Investment” 
Improving Employed Provider 
Network Financial Performance
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• Understand where you are and benchmark 

current state

• Understand common drivers of out-of-line 

employed provider network investment

• Understand best-practice frameworks 

for evaluating employed provider network 

financial performance

Learning Objectives
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Presenter
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MANAGING DIRECTOR

EXPERTISE
• Operational and Financial Performance
• Management Infrastructure and Administrative Leadership
• Revenue Cycle
• Physician Leadership Development

KARI CRAIG
MBA

SENIOR MANAGER

EXPERTISE
• Operational and Financial Performance 
• Physician Practice Management 
• Strategic Planning and Process Improvement 
• Revenue Cycle
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• Conflict of interest is defined as having a significant financial interest in a product to be discussed or is 

or has been an employee of a company with such financial interest. Conflict of interest does not prevent 

a person from being a member of the planning committee or a speaker from making a presentation, but 

the audience must be informed of this relationship at the start of the session.

• We have no real or perceived conflicts of interest that relate to this presentation.

Disclaimer Statement



5HSGadvisors.com | © 2023 HSG

HSG Services

HSG CLAIMS 
DATA ANALYTICS

• HSG Outpatient and 
Physician Office 
Market ShareTM

• HSG Patient Share of 
CareTM

• HSG Patient FlowTM

HSG STRATEGY

• Market Share 
Growth Strategy

• Medical Staff 
Development 
Planning

• Health System 
Strategic Planning

HSG EMPLOYED 
PROVIDER NETWORKS

• Operational and Financial 
Performance Improvement

• Network & Practice 
Turnaround

• Infrastructure and 
Leadership Growth

HSG COMPENSATION 
AND COMPLIANCE

• Compensation Plan 
Design

• Fair Market Valuation 
Services

• Hospital-based Subsidy 
Arrangements

HSG Advisors (HSG) partners with health systems to transform their approach to their markets, services, 

and providers for improved growth and operational and financial sustainability.
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HSG Philosophy for Health System Employed Provider Networks 
HSG Physician Network Growth Phases™

Our work with health system employed physician networks is what led us to create “HSG Physician Network Growth Phases” which our 
view of how employed physician networks progress, the challenges they face at different points in their evolution, and what must be done by 
health system leadership to move the network forward.  The penultimate goal is to create a sustainable, high-performing network that is 
culturally and strategically integrated with the health system, serves the needs of providers, patients, and other stakeholders, and ultimately is 
capable of driving the health system’s achievement of its goals and objectives.  

HSG Book in Partnership with ACHE

https://www.amazon.com/Employed-Physician-Networks-Sustainability-Management/dp/1640550364
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History

• Hospitals or health systems employ 78% of providers that were either in private 

practice or employed by a hospital or health system, based on the 2021 MGMA 

physician compensation survey report.  

• Up from 72% five years prior

• Continued increase in provider employment continues to impact network losses

• Having the ability to pinpoint the reasons for losses is imperative for financial 
sustainability
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Employee Engagement 

• The last two years have been volatile 

for staffing

• Engaging all staff and celebrating successes 

is imperative to build morale and 

optimizing practice operations

• Engagement should start during the build 

process
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Key Questions for Current State

• What do we currently know?

• Provider-level production

• Provider-level compensation to production

• Financial Metrics
• Under- or over-coding issues

• Denials management

• Claims/Collections

• Staffing levels

• Referral sources

• How is the network structured and is that maximizing efficiencies?

• How does this information get communicated and how often



10HSGadvisors.com | © 2023 HSG

Operational and Financial Metrics to Consider

• Financial Performance vs. Benchmark

• Network

• By Practice

• Productivity vs. Benchmark

• Productivity vs. Compensation

• Staffing per FTE and wRVU

• Coding Curves

• Revenue Cycle

• A/R by Cohort

• Denials

• Payer Mix
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Financial Metrics compared to Benchmark

Presenter Notes
Presentation Notes
Financial Performance vs. BenchmarkNetworkBy PracticeProductivity vs. BenchmarkProductivity vs. CompensationStaffing per FTE and wRVUCoding CurvesRevenue CycleA/R by CohortDenialsPayer Mix
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Productivity wRVUs vs. MGMA Benchmark
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Upper Left Quadrant: Potential for compliance risks
Lower Right Quadrant: Potential for retention risks 

Compensation vs. Productivity
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Overall Coding curve with Financial Opportunity
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AR Aging Analysis
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Actionable Denials Analysis
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Staffing Analysis



18HSGadvisors.com | © 2023 HSG

Rightsizing Organizational Structure and Management Infrastructure

• Elevate the Employed Provider Network. 
The employed network should be a peer of the 
hospital(s) and other organizational entities within the 
context of the health system structure.  In many health 
systems, the employed network is subservient to the 
hospital – leading to the impression within the network 
of being less important and less well supported. 

• Build Dyad Leadership.  Dyad leadership teams 
consisting of administrative and provider pairs should 
be utilized throughout the network – from the 
executive level to the regional/divisional level and the 
practice level. 

• Align Specialties. Grouping practices by specialty 
aligns philosophies and operational approaches, which 
facilitates management and promotes cohesion. 

• Consider Geography. In larger networks, grouping 
like-specialty practices by geographic location/spread 
utilizes management more efficiently and permits 
greater onsite management presence. 

• Focus on Span-of-Control. Networks should target an 
organizational structure that promotes a span of 
control of 5-7 capable direct reports throughout the 
management structure – except at the practice level. 
This allows realistic interactions related to monitoring, 
supervision, and mentoring. 
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Key Questions for the Future

• Do we currently equip decision-makers with metric-driven management 

information to drive operational and strategic decisions?

• Do we have the management, IT infrastructure, and staffing to effectively 

mine and report on key data metrics?

• Which team members have the greatest ability to effect change for each 

metric?

• With what frequency (weekly, monthly, and quarterly), and by whom, 

should dashboard metrics be reported and reviewed?
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Data Driven Management

• Metrics are critical to equip decision-makers with data to inform operational 

and strategic decisions

• Operational efficiencies must be achieved to sustain services

• Consistency of metrics reviewed across audiences is imperative to success 

and building a culture of optimization

• Suggested metrics for the executive dashboard and all audiences are:

• wRVUs

• Collections

• Denial rates

• Provider compensation v. wRVUs



21HSGadvisors.com | © 2023 HSG

Executive Metrics Example
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Director Metrics

• Targets for directors should include the same metrics as the executive dashboard 

but with expanded data on practice specificity and three additional metrics:

1. No-show rate

2. Staffing

3. Coding
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Director Metrics Example
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Practice Manager Metrics

• Practice managers should review the same practice-specific metrics as directors, 

but also have individual provider detail

• Providers should also receive their individual dashboard

• Practice metrics should be reviewed monthly with staff

• Discuss and plan how to achieve goals
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Practice Manager Metrics Example
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Metrics

• The top consideration for what metrics to include is the organization’s 

ability to accurately capture, track, and report the associated data

• The build process should be a broad workgroup to gain buy-in across all 
stakeholders

• Start small to gain buy-in and build excitement then build on the progress

• Visual representations are effective for easy interpretation

• It is imperative every person involved in the operations or revenue cycle of the 

practice can interpret the dashboards

• IT infrastructure and staff are critical components to use an EMR to its full potential
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Other Considerations

• Organizations must understand what financial incentives they have with payers

• Processes then need to be built to streamline entry and reporting capabilities to 
ensure optimal revenue capture

• Having a pulse on the market needs and insight into expansion opportunities 

of service-line offerings is critical to maintaining a competitive advantage
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Reporting and Review Frequency 

• Reporting should be a push system on a regular intervals with three focus areas:

1. Accountability

2. Rewarding Improvement

3. Continual Optimization
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Questions
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Contact Us

M DAVIS CREECH
MBA, MHA

MANAGING DIRECTOR

Dcreech@HSGadvisors.com

KARI CRAIG
MBA

SENIOR MANAGER

KCraig@HSGadvisors.com
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Thank You
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