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Welcome to HFMA Lone Star 
Winter Conference



Leveraging Technology in Healthcare for Financial 
Excellence

Define financial excellence to your teams

Define important metrics relevant to your organization

What is “Beyond the Metrics”?

Breaking down “Silos”



Revenue Cycle is very much like Gold Mining



Example of an Alluvial Gold Processing Plant Flow



Revenue Cycle is very much like Gold Mining

Collection of qualified 
soil with all types of 

rocks



Revenue Cycle is very much like Gold Mining

Separation of 
materials, grouping 
and qualification of 

different soils



Revenue Cycle is very much like Gold Mining

Sifting dirt from 
rocks for finer soil



Revenue Cycle is very much like Gold Mining

Shaking through the 
tunnel in hopes of finer 

dirt containing GOLD



Revenue Cycle is very much like Gold Mining

I think we see GOLD !!



Revenue Cycle is very much like Gold Mining

Even though the GOLD is 
mixed with dirt, we must 

continue to shake it to 
capture pure GOLD!



Revenue Cycle is very much like Gold Mining

After applied efforts we 
know we have GOLD, 
take it to a table to 

shake-off dirty particles 
to capture pure GOLD



Define Financial Excellence To 
Your Teams

&
Define important metrics 

relevant to your organization



What is one metric of importance 
to you?



In one word, how do you define 
Financial Excellence ?



Points of Origin Impacting 
Financial Excellence



Points of Origin Impacting Financial Excellence

Registrations:

Because a claim has all correct points of registration does not mean it aligns with Managed 
Care Contracts.

 How often are you reviewing “Registered Plans” with changes week-
over-week?

 If not measured plans will continue their path through the Revenue 
Cycle until corrected and by the time the correction is made (30-45 
days) it has taken a financial impact

Example: Blue Cross HMO plan registered incorrectly 
may have a higher contractual  than a PPO plan



How Can Technology Help with 
Registrations?

Obtaining data from EMR systems to create dashboard to review influx of incidents, 
studying points of access related to errors, studying why they happen, continue to 
happen to leverage learning opportunities with Leadership and Team Members.



How Can Technology Help with 
Registrations?

How often do you review your EMR list of “Plan Names” 
for accuracy and alignment with Managed Care contracts?

How often do you review your “Miscellaneous Plans” for 
opportunities to capture out-of-network payers?

Maintaining the lists above will help with reduction of AR 
balances, contractual adjustments, creation of plans in your 
system.



Points of Origin Impacting Financial Excellence

Discharged Not Final Billed:

Are you aware of the Dollars and Number of claims in holding 
status (DNFB / DNFC) ?

- jflk
-

What is the importance of this metrics?

Do you know what your daily billing average is to calculate your 
DNB / DNFC days?



Points of Origin Impacting Financial Excellence

DNFB formula

- B days?

- jflk
-

DNFB ீ௥௢௦௦ ௗ௢௟௟௔௥௦ ௜௡ ௗ௜௦௖௛௔௥௚௘ௗ ௡௢௧ ௙௜௡௔௟ ௕௜௟௟௘ௗ

஺௩௘௥௔௚௘ ௗ௔௜௟௬ ௚௢௥௦௦ ௣௔௧௜௘௡௧ ௦௘௥௩௜௖௘ ௥௘௩௘௡௨௘

DNFC formula DNFC ீ௥௢௦௦ ௗ௢௟௟௔௥௦ ௜௡ ௗ௜௦௖௛௔௥௚௘ௗ ௡௢௧ ௙௜௡௔௟ ௖௢ௗ௘ௗ

஺௩௘௥௔௚௘ ௗ௔௜௟௬ ௚௢௥௦௦ ௣௔௧௜௘௡௧ ௦௘௥௩௜௖௘ ௥௘௩௘௡௨௘

Example
Dollars in DNFB = $8,759,355
Average daily patient revenue = $ 1,569,788

DNFB=
$଼,଻ହଽ,ଷହହ

$ଵ,ହ଺ଽ,଻଼଼
5.57 days



How Can Technology Help with DNFB?
Every EMR has a suite of reporting; slicing the reporting to help identify dollars in every area can be a 
taunting task due to lack of understanding or system set-up. 

Investing time of what data is available will benefit your overall Revenue Cycle. For example, exporting 
data from an EMR, applying logic related to DNB Metric mentioned earlier will facilitate review, leverage 
understanding of what type of challenges every point of revenue cycle is experiencing. 

The following 
example is a result 
of applying 
grouping, logic by 
metrics, to further 
explore facilities 
over 5 days in 
DNFB. 



Importance of DNFB / DNFC Metric?

 Decrease backlogs 
 Process improvement
 Improve cash flow
 Decrease Days In AR
 Decrease cost to collect
 Accelerate patient balances after insurance
 Improve patient satisfaction

 High performance quartile: 4.5 days
 Median performance: 5.5 days
 Low performance quartile: 7 days or higher



Points of Origin Impacting Financial Excellence

Rejections:

Are you aware with “types” of rejections from your Electronic Claim 
Submissions?

Rejections can be avoided by ensuring correctness is data such as:
 Provider identifiers, NPI’s, Tax ID’s, Taxonomies, etc.
 Payer plan mapped data points
 Patient information

 The list goes on, and on…

How are you measuring “Rejections” and how are you categorizing them?                   



How Can Technology Help with 
Rejections?

Managing rejections same day from your EDI vendor is critical to avoid backlog 
increasing cost of re-work claims, clean claim rate, further delay in work-ques.

 Understanding rejection categories will help you identify which team to pivot 
information to for resolution. 

 Lack of understanding on resolution of rejections and edits can rapidly escalate 
volume of task to complete by any team without obtaining results, leading to 
what is call “recycling of claims”.

- jflk
-

 Consider focus groups to resolve issues with material impact

 Consider daily reporting on total dollars and volume of claims 
 patient type
 service line
 categories and reason codes



Points of Origin Impacting Financial Excellence
Aging A/R and Denials:

Understanding the limits of your A/R will solidify outcomes and how 
you approach 
Accounts resolution.

It is important to acknowledge and answer “What is my…”

 A/R as a percentage of total billed?
 A/R as a percentage of billed A/R by Payer Group?

 First Pass Denial Rate by Payer Group
 First Pass Denial Rate as percentage of Total Billed by Payer Group

 Denial Resolution Rate by Payer Group?
 Appeals Resolution Rate?

 Days to payment after denial?
 Days to resolution age regardless of outcome?

 Developing reports around areas mentioned with Base Lines as a guide will help you 
execute and drive outcomes. It is important to point out reporting by different types of 
level

• Executive   summarized
• Director     summarized and action oriented
• Manager/Supervisor  action oriented with detail from a summary



A/R and Denials

 Developing reports around areas mentioned with Base Lines as a guide will help you 
execute and drive outcomes. It is important to point out reporting by different types of 
level

• Executive   summarized
• Director     summarized and action oriented
• Manager/Supervisor  action oriented with detail from a summary



A/R and Denials



How Can Technology Help with Aging A/R and Denials?

Executive Level Reporting – high level review with top wins/losses, informative to sustain and visualize 
expressed wins/losses



How Can Technology Help with Aging A/R and Denials?

Director Level Reporting – strategic view of current A/R status, to pivot as needed.



How Can Technology Help with Aging A/R and Denials?
Manager/Supervisor Level Reporting – ready for review and action implemented based on base lines, 
assumptions applied to inventory



Points of Origin Impacting Financial Excellence

Payments and Zero Pays:

How do you measure cash collections?

Cash postings
 Postings to account level
 Patient payments
 Payments to GL account as result of negotiations and 

settlements                              

Challenges
 Aging from payers due to adjudication timing, denials, 

underpayments, etc.
 Uncollected patient dues
 Projects on un-resolved AR                               



Points of Origin Impacting Financial Excellence

Overcoming Payment Challenges

Measure
 Payments by Financial Class and Payer Type

Government Payer
Commercial
Self-pay
Balance after insurance

 Payments base line
13-month average
Quarterly average

 Days to payments 
Days to FPP (first payer payment)
Days from FSD (first statement date)



How can technology help with 
Cash Collections?

Managing payments MoM by days to payment allows you to 
view continuous performance compared to other months, 
capturing delays within a payer or financial class



How can technology help with 
Cash Collections?

Tracking by payer type allows you to identify any plan within a 
payer roll-up increasing days to payment, create focus groups 
in follow-up to address issues delaying payment.



Points of Origin Impacting Financial Excellence

Are you reviewing your ZBA accounts?
Measures: Number of days for an account to reach Zero 
Balance on Account

Constant review of ZBA accounts provides hindsight on performance on 
payments by Insurance Payers and Patients.

This measure provides an organization a pulse on Revenue Cycle processes, 
indicating that RCM is effectively collecting payments and resolving outstanding 
balances.

ZBA Rate =
்௢௧௔௟ ே௨௠௕௘௥ ௢௙ ஺௖௖௢௨௡௧௦ ௪௜௧௛ Zero ஻௔௟௔௡௖௘

்௢௧௔௟ ே௨௠௕௘௥ ௢௙ ஺௖௖௢௨௡௧௦ ௪௜௧௛ ஺௖௧௜௩௘ ஻௔௟௔௡௖௘

 Which is the appropriate benchmark for my organization? 

Trending a period of 13 months of ZBA will show you the performance. Selecting a goal from current 
average days will be to improve by 5 days with continuous improvement to reach 10% change from 
current average within 12-month period. 



There are so many metrics we 
can talk about!! 

Where can I review what metrics 
apply to my organization?



HFMA Map Keys

Measure to create excellence 
HFMA has developed MAP Key program where you have resources to explore what suits best to your 
organization. 

The Key is to get started !!



“Beyond the Metrics”



Survival Bias Theory
How many of you are familiar with the term?



Survival Bias Theory
During WWII there was an influx of damaged planes and to explore 
further the root cause, Abraham Wald was recruited to analyze the 
improvements. The military was heavily inclined to re-enforce damaged 
areas from returned planes.
Wald decided the opposite and to re-enforce areas without damage due 
to “missing” information or most obvious information. 
The rest is history



RCM Survival Theory
What points of the Revenue Cycle are you not seeing hidden within metrics 
that could potentially flare and impact your Financials?

COB / No Coverage

Policies, revision dates

Late charges,, lack of 
validation in demographic

Extended payment plans

Re-work cost 

Quality of F/U

% of NPR

Unmatched Remits trend



“Breaking-down Silos”



Technology can help add value at every point of the 
Revenue Cycle Management

Data and Analytics

Clinical Protocols

User Experience, 
Assessments and 

Workflow Management

Information Integration



The key to breaking-down silos within Revenue Cycle is to interact with 
other members, understand their challenges, create inter-departmental 
educational sessions and willingness to explore other points of view

Example:
 Empower through learning materials team members in 

Registration to understand process and outcomes of their 
activity on Utilization Management – an incorrect plan can 

deteriorate the Authorization process on an inpatient visit by 
contacting an incorrect plan.

 Follow-up team member understanding time constraints ER staff 
have when obtaining information from patients creating challenges 
in eligibility and coverage through billing edits, holds.



“Let’s build your Revenue Cycle Playbook”


