
BRIDGING THE DIVIDE 
BY MINDING THE GAP

A Leadership Journey
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Two Needs of the Spirit

GROWTH CONTRIBUTION



Mindset Divide

◦ JOB

◦ CAREER

◦ CALLING
◦ Strong inner impulse

◦ Craft

◦ Identity

◦ Strong sense of purpose



Curiosities

Family Astronomy Cooking Leadership Efficiency Accounting

Drumming Travel Golf Parenting Soccer
College 

basketball

Finance Productivity Friendships Def Leppard Healthcare Learning

Meditation Boating Education Reading Biohacking Order/Justice



Passions

◦Where multiple curiosities 

intersect you find your 

personal passions

◦Passion & Perseverance = 

Grit

◦Passions are where you find 

your life’s purpose



Purpose

◦ Curiosities for drumming, cadence, a 

sense of order, the rhythm of business 

led to my passion as a healthcare CFO

◦ Life’s purpose to bring order to the 

chaos, to set the cadence for growth, 

contribution, efficiency, improvement, 

legacy

◦ Coupled with the Mission of expressing 

God’s love by being steadfast in serving 

all, especially the poor & vulnerable



Stand Guard

◦DELETION CREATURES (Delete, Distort, Generalize, Forget)

◦NEGATIVE BENT – 80% of thoughts;  95% repetitive

◦EDUCATION VS ENTERTAINMENT

◦DABBLER, STRESSOR, MASTER

◦PROXIMITY IS POWER – MENTORS, EXECUTIVE 

COACHING, NETWORK/CONNECT



Heartset Divide



CULTIVATING BLISS
◦ REFLECTION

◦ GOOD FINDER

◦ GRATITUDE JOURNAL



Letting Go
◦ EMOTIONAL FUEL

◦ Summer of 1997 

◦ HINDSIGHT WINDOW

◦ reframe, close; Moment of Grace

◦ LETTING GO- for me not to me



Personality Leadership

Personalysis & DiSC

Wheel of Life / Professional Wheel

Six pillars of burnout



DiSC & Personalysis

◦ Common language, frameworks

◦ Dominance, Influence, Steadiness, 

Conscientiousness

◦ Engagement, Communication Style, Decision 

Making

◦ Mind the gaps of our personality, awareness, 

conflicts



Personal & Professional Wheels of Life

◦ Self-awareness

◦ Happiness is Progress

◦ Structured models to mind 

the gaps personally and 

professionally



Burnout

◦ Purpose, Praise & Participation

◦ Progress



ORGANIZATIONAL FOCUS

◦Conceptual framework

◦Establishing the GAP (s)

◦Creating the cadence –THF, IFE



Value Based Leadership

◦ A powerful conceptual framework for 

financial leadership of your physician 

enterprise

◦ Value creation flywheel creating 

optimization of and balanced focus on the 

physician investment

◦ Strategic portfolio review to ensure health 

system financial outcomes

◦ Scorecard feedback loop using the flywheel 

categories and the quadruple aim

◦ Operational Gap Map utilized to develop a 

financial improvement plan (FIP)

TIMELESS PRINCIPLES

Mission Inspired

Consistency

Transparency

Optimization

Critical Focus

Strategic Insights

Business Acumen

Success Rituals



VALUE INFRASTRUCTURE
“Resources”

PRODUCTION
“Front Door”

REVENUE CYCLE
“Cash is King”

CLINICIAN 
COMPENSATION SYSTEMS

“Rewards”

MEDICAL GROUP VALUE CREATION FLYWHEEL
Financial Framework for a High Performing Value Driven Physician Enterprise

02

Patient flow, 
optimization, top of 
license, team-based 
care, panel size, visits, 
virtual care

THROUGHPUT

04

POS collections, 
bundles, PMPM cap, 
collection rates, days 
in AR, denials, 
controllable write-offs

COLLECTION

01

Patient acquisition, 
Schedule optimization, 
third next available, 
extended hours, 
referral integrity, pre-
visit flow

ACCESS

05

Compensation models 
that reward behaviors, 
quality components, 
panel, citizenship, call 
value.

REWARDS

08

Panel management, RAF 
scores, recapture rates, 
Value based contract 
performance, Quality, 
Patient experience, Care 
Coordination

POPULATION HEALTH

07

Staffing support, 
footprint 
utilization, 
supplies, on-going 
capital investment

SUPPORT

06

Fair market value, 
financial 
sustainability, excess 
call burden, working 
at top of license.

ECOLOGY

03

Coding optimization, 
pre-AR/unbilled 
workflow, charge 
capture 
reconciliation, coding 
audits/coaching

CAPTURE

Optimized 

Patient 

Experience

Better 

Health 

Outcomes

Improved 

Caregiver 

Experience

Lower 

Cost of 

Care



Balanced Scorecard

◦ Operational focus using the 

quadruple aim and the four 

quadrants of the value creation 

flywheel

◦ Timely and focused metrics 

focusing the physician enterprise 

on timely progress

◦ Visual controls allow for ease in 

creation of the operational gap 

map and the corresponding 

financial improvement plan (FIP)

Jan 2021 YTD

Measure Definition 2020 Target NE PMG SE PMG Kadlec MG MT PMG WA/MT
Reporting 

Timeframe
Updated 

≥ 50th%tile 41 43 33 46 39 Monthly 1/31/2021

Raw score 92.4% 87.9% 86.3% 89.2% 87.3% Monthly 1/31/2021

≥ 50th%tile 35 37 29 45 34 Monthly 1/31/2021

Raw score 87.5% 87.9% 86.3% 89.2% 87.3% Monthly 1/31/2021

Caregiver Engagement 
“Organizational Engagement” Category from 

Performance Cultural Assessment – Towers Watson
≥ 50th% 45th% 55th% 46th%tile 45th%

Annual 

Measurement
1/31/2021

> 50th 42nd% 55th% 21st% 45th% 40th%
Annual 

Measurement
12/31/2019

> 3.72 3.62 3.73 3.44 3.68 3.62
Annual 

Measurement
12/31/2019

Ambulatory Quality Measures Quality Composite Score (Average of 8 Measures) Target = 5/8 4.0 6.0 0.0 6.0 3.0 12 month rolling 1/31/2021

Revenue Net Patient Revenue / wRVU Incr trend 158.45$                       96.14$                              82.66$                              91.92$                           119.21$                       3 month rolling 1/31/2021

Expense Total Operating Cost / wRVU Decr trend 166.27$                       124.47$                           129.55$                           (91.64)$                          212.89$                       3 month rolling 1/31/2021

400,081$                    (223,559)$                      220,657$                        244,062$                     641,241$                    YTD 1/31/2021

11% -20% 85% 11% 8% YTD 1/31/2021

Internal Referral Rate

% of referrals originating in Providence primary care 

sent to providers, clinics, departments that are 

considered internal or affiliated divided by total 

referrals. Tier 1 & 2 referrals only - no Tier 3.

> 80% 74.0% 86.0% 72.0% 73.0% 75.0% 3 month rolling 1/31/2021

Patient Access

(Primary Care) 

Patient Access

(Specialty) 

Patient Access
Patient experience survey methodology "Patient Access 

Question"
≥90% 93.6% 94.5% 92.1% 94.1% 93.1% 3 Month rolling 1/31/2021

Provider Productivity
Average Group Productivity based on the  wRVU rates 

per specialty (12 month rolling) 
≥ 60th%tile 44 29 58 30 45 12 month rolling 1/31/2021

Average Primary Care Patient Panel Size (Risk Adjusted) 

– standard attribution convention

Panel Target > 

1800
1,663 1,394 1,571 1,787 1,634 3 month rolling 1/31/2021

Total Panel Growth YOY Growth 5.5% -0.8% 9.9% -5.0% 4.5% Year over year 1/31/2021

Total Panel Raw panel 139,264 19,812 74,421 37,986 271,483 3 month rolling 1/31/2021

Staffing  per Provider FTE < 50th%

Days in Pre-AR/Unbilled Days of revenue in Pre-AR < 3 days

Copay Collections % of eligible copay collected > 80% 51% 48% 40% 27% 45% Monthly 1/31/2021

Payor Mix YTD % Commercial >33% 33.5% 27.5% 41.2% 25.8% 34.4% YTD 1/31/2021

Days in A/R Days of revenue in accounts receivable ≤ 40 days 38.5                                38.2                                    38.2                                    35.9                                 38.1                                Monthly 1/31/2021

Denials Denials for all reasons < 5% 9.7% 6.8% 7.5% 5.1% 8.2% 3 Month Rolling 1/31/2021

Controllable Writeoffs Controllable writeoffs as a percent of revenue < 1% 0.6% 0.5% 0.06% 0.3% 0.4% 3 Month Rolling 1/31/2021

Rewards Compensation to Net Revenue Clinician Compensation as a % of Net Patient Revenue <100%

Ecology Compensation to wRVU Clinician Compensaiton per wRVU <60th %'ile

Total Provider Headcount  Raw # 937                                 102                                     345                                     258                                   1,642                             Monthly 1/31/2021

FTE variance year over year (Green - growth, Red - 

recedence)
> 0% 0.8% -2.9% 5.8% 12.2% 3.2% Year over year 1/31/2021

Staffing Staff Productivity Staffing per 10K wRVU - Multispecialty (last pay pd) < 50th%tile Monthly
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Access

Throughput

2.91 3.46 5.01 2.71 3.61 3 month rolling

Primary Care Patient Panel Size

YTD Operating EBIDA (Variance) $ Variance and % Variance to Regional Budget YTD

Footprint Utilization Rate wRVU / total clinic squ.ft. >= 3.06

62.8%

1/31/2021

Providers

Recapture Rate Overall recapture rate (80% annually) > 80% 61.3%

≥ 0%

17.5 3 Month rolling 1/31/2021

1.30                                    1.02                                    1.00                                 1.00                                YTD

61.1% YTD 1/31/202165.2% 58.4%

Risk Adjustment Factor (RAF) Score Risk Adjustment Factor (RAF) Composite Score > 1.0 0.95                                

“Third Next Available” Methodology ≤ 7.0 days 19.1 16.3 20.1 11.9

13.5 16.0 3 Month rolling 1/31/2021

Patient Experience
“Likelihood to Recommend Provider “ Press Ganey 

Survey (Top Box)

“Third Next Available” Methodology ≤ 3.0 days 14.0 19.1 21.1

1/31/2021

Providence Medical Group (Washington / Montana) Executive Operational Balanced Scorecard

Clinician Engagement
“Physician Alignment” Category from Performance 

Cultural Assessment – Press Ganey

Patient Experience
“Likelihood to Recommend Practice “ Press Ganey 

Survey (Top Box)



PRODUCTION – Access & Throughput

Key Input agreements

• Specialty designation & market metrics

• Full time equivalency definition

• Worked hours

Key Metrics

• Access measures – 3rd next available & new patient visit 

percentage

• Throughput measures – wRVU and Sacred Encounters

• Panel size

Gap Map Visual Controls

• Production percentile vs 3rd next available

• Volume by date of service view

• Volume needed to hit 60th percentile

Posted Division
 YTD 

Posted 

 YTD 

Budget

 % of YTD 

Budget

 2020 YTD 

Capacity

 % of 

YTD 

Capacity

Percentile 

Ranking

Pediatric General 92,786        114,292    81% 88,980       104%              64.7 

Medical Specialties 475,890      487,658    98% 470,025    101%              60.9 

Surgical Specialties 377,769      406,002    93% 377,633    100%              59.8 

UC's System Division 131,520      154,294    85% 138,908    95%              55.0 

Primary Care - Internal Med 101,979      125,208    81% 108,772    94%              52.2 

Pediatric Specialties 156,709      182,560    86% 174,311    90%              50.8 

Cardiology Division 42,105        47,155       89% 46,909       90%              50.7 

Primary Care - Family Med 197,939      211,865    93% 224,141    88%              45.1 

Neurology Division 190,581      245,251    78% 231,665    82%              43.6 

Stevens County Clinics 89,808        108,548    83% 114,775    78%              35.0 

Transplant 5,534           6,000         92% 16,355       34%              13.6 

Totals 1,862,620   2,088,833 89% 1,992,473 93%              53.7 



REVENUE CYCLE – Capture & Collect

Key Input agreements

• Days in pre-AR (unbilled) target

• Days in AR target

• Co-pay collection target

Key Metrics

• Days in AR

• First pass denial rate (clean claim rate!)

• Controllable write off percentage

• POS collection percentage

Gap Map Visual Controls

• Revenue cycle dashboard

• Payor Mix



CLINICIAN COMPENSATION – Rewards & Ecology

Key Input agreements

• Clinician compensation models

• Clinician production measurement

Key Metrics

• Clinician compensation

• Clinician production (wRVU)

• Clinician net revenue

Gap Map Visual Controls

• Clinician compensation as a percent of net 

patient revenue

• Clinician compensation per wRVU

• Percentile production vs percentile 

compensation



Clinician Compensation 
Philosophy & Principles

Our compensation plan 
supports our mission of 
providing exceptional, 
patient-centered care. 
We recruit and retain 
the most talented 
physicians by offering a 
market competitive 
salary that rewards 
performance. Our plan is 
simple, transparent & 
sustainable.



INFRASTRUCTURE – Support (Staffing & Footprint)

Key Input agreements

• Clinician count and production

• Staffing in FTE by job type

• Footprint attribution

Key Metrics

• Clinician and staff FTE

• Staffing by clinic

• Production by clinic/clinician

• wRVU per square foot

Gap Map Visual Controls

• Portfolio Review

• Staffing per 10k wRVU

• Footprint utilization

Footprint UtilizationStaff Benchmarking



INFRASTRUCTURE – Support (Population Health)

Key Input agreements

• Panel definition / Roster management

• HCC definitions

• Contract parameters (Risk varieties)

Key Metrics

• Clinician panel

• RAF scores & Recapture Rates

• Contract performance metrics (Quality)

Gap Map Visual Controls

• RAF & Recapture trend

• Quality metrics



Strategic Outcomes

Portfolio Review – Investment and Connected Network 

Value

◦ Physician Enterprise direct outcomes of investment per 

clinician by specialty

◦ Gap maps by quadrant influence the investment outcome

◦ FIP (financial improvement plans) course correct the Gaps

◦ Connected Network Value is value (contribution margin) 

driven by clinician investments in partner facilities and 

service partners

◦ Ultimate value is at the primary care medical home 

(panel)

◦ Contractual relationships determine value creation across 

continuum



Tactical Processes
◦ Controller functions – position control, stewardship

◦ Financial budget & forecasting function

◦ Proforma viability assessment and management

◦ Valuations, Merger & Acquisitions, Recruitment/Growth

◦ Productivity measurement

◦ Enterprise Value Proposition

◦ Referral network integrity function

◦ Revenue integrity & Revenue cycle performance

◦ Payor contract management; Alternative payment models

◦ Interest based negotiations

◦ Value based contracts and population health (HCC, Quality, TCOC, etc)

◦ Financial story telling & influencing

◦ Clinician compensation system development and management

SCIENCE OF 

ACHIEVEMENT



Kirk 
Rowbotham

◦ Picture of the 

Charles River by 

Harvard

◦ One of his “daily 3”

◦ Giving words of 

encouragement

◦ KBO – Keep 

Buggering On

◦ Art of Fulfillment





Bridge the 
Divide by 

Minding the 
Gaps

◦ Between our Mindset and our Heartset

◦ Between the Volume in our Head and the Value in our Heart

◦ Between our Job and our Calling

◦ Between our Curiosities and our Purpose

◦ Between our Ego and Letting Go

◦ Between Activity & True Leadership

◦ Between Personality and Teamwork

◦ Between Expectations & Appreciation

◦ Between Achievement & Fulfillment

◦ Find your Bliss, Cultivate your Gratitude, Design your fulfilling 

Life and Keep Making a Difference.  God Bless.


