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Agenda

• The Current Healthcare Consumer Experience

• Getting “MAD” About Performance Improvement

− Identifying the Problem

− Measurement

− Accountability

− Discipline

• Your Next “MAD” Idea
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What if we bought cars like this?

• What if we had to shop for an engine, a drive train, a body and tires, all 
separately, from separate vendors, with separate billing systems?

Source: http://www.forbes.com/sites/henrydoss/2014/01/15/u-s-healthcare-innovation-demands-a-paradigm-shift/, Dr. Brad Stuart, accessed August 2014
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What if we bought cars like this?

• Then, when you have purchased all the parts…

o It’s up to you to assemble those parts and make your own car,

o You have to pay each of the vendors separately,

o You end up with something that might or might not work,

o And, you will pay full price whether it works or not!  

The average consumer simply wouldn’t do this!! 

BUT, THIS IS HOW WE PURCHASE HEALTHCARE! 
Source: http://www.forbes.com/sites/henrydoss/2014/01/15/u-s-healthcare-innovation-demands-a-paradigm-shift/, Dr. Brad Stuart, accessed August 2014
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Healthcare Industry is Fragmented

• In healthcare, the “product” we are 
trying to buy is our physical well-being

• We are responsible for purchasing all the 
parts…

o We have to “assemble” our own 
health, 

o Deal with multiple, independent 
specialist providers,

o Deal with different payment 
systems,

o Decide among different delivery 
systems,

o And, we pay full price whether it 
works or not!

• Plus, the rules are constantly changing!

Source: http://www.forbes.com/sites/henrydoss/2014/01/15/u-s-healthcare-innovation-demands-a-paradigm-shift/, Dr. Brad Stuart, accessed August 2014
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Change is Happening

• US system of employer-sponsored healthcare was built around a business-to-
business model, where patients have been incidental to the delivery of healthcare

• A hospital's primary customer has been an insurance company, and the insurance 
company's primary customer has been the employer

• Or the customer has been a government program like Medicare or Medicaid, with 
the bill going to taxpayers

• Costs have been increasing because patients feel entitled to whatever care their 
provider recommends, at whatever cost

• ACA was signed into law March 2010

• This and other factors are affecting change 

• Change is resulting in consumerism in healthcare
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• Increase in coverage due to the availability of insurance and the individual 
mandate 

• New health insurance marketplaces were created that offer a choice of plans 
that meet standards for coverage and that provide information to consumers 
and small employers to help them make educated choices about the policies 
they are purchasing

• Group health plans and issuers are providing rewards to employees as part of 
“health-contingent” wellness programs

7

ACA Impact and Consumer Behavior

• Consumers becoming more 
sensitive to price and quality, 
especially those with high 
deductible health plans

• Consumers willing to pay if 
they are provided with 
information and options

Source: U.S. Department of Health and Human Services, PNC Healthcare Advisory Services
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ACA Affected Entities

ACA Employers Individuals Insurance 
Companies

Healthcare
Providers

Pharma &
Medical 
Device

• ACA is one of the factors influencing healthcare entities and their interaction 
with consumers

• Disruption is uncomfortable but also presents opportunities

• AND, it definitely affects how we operate in each of our roles



© 2015 The PNC Financial Services Group, Inc.  All Rights Reserved.

9

• Ever increasing strategy is for employers to shift costs 
to the consumer by offering high deductible health 
plans (HDHPs) and health savings accounts (HSAs)

• In 2013, about 58% of employers offered a HDHP

• Hospital uncompensated care rose to a record $45.9 
billion in 2013

• Out-of-pocket payments by insured patients are 
expected to grow by 68% from 2009 to 2015

• Increasing HDHPs = Increasing patient financial 
responsibility = Changing consumer behavior

Employers / Payers Shifting Responsibility to 
Consumers

Sources: http://www.mcrh.msu.edu/documents/grandrounds/2014_Special_Topics_GR/Jan_21/POS_Rural_Mic_final_full_slides.pdf, 
https://www.jpmorgan.com/cm/BlobServer/JPM-KeyTrends-inHealthcarePatientPayments.pdf?blobkey=id&blobwhere=1320610345938&blobheader= 
application/pdf&blobheadername1=Cache-Control&blobheadervalue1=private&blobcol=urldata&blobtable=MungoBlobs
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“Cashification” of Healthcare 

• With HDHPs and HSAs, consumers’ financial responsibility for their medical 
treatment is increasing

• Trends are moving toward employers only offering HDHP options

• Consumers usually don’t plan on ever hitting their deductibles

• Behavior is modified to save $$$$
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• Changing participant health and healthcare purchasing behaviors

• Reducing costs for “discretionary care” through informed purchasing & 
incentives

• Reducing long term costs with added incentives for “good health”

• Reducing costs of chronic conditions through improved compliance with 
treatments and disease management programs

• Reducing acute care costs with incentive hospital tiering based upon cost and 
quality 

• Narrowing market cost and quality variations

o Giving plan participants more control over and “shared responsibility” for 
managing own healthcare and related costs

o Supplying participants with the tools to act as better informed healthcare 
consumers

• Relevance? These are your critical customer requirements (CCRs)

Patient Behavior Outcomes

Source: The Institute for Healthcare Consumerism
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The Provider Challenge

• Providers need to work harder than ever to ensure they secure payment for 
service revenues rightfully due

• Providers face rising demands to drive down costs as public funding declines 
and pressures on margins increase

• Providers will need to take an active role in helping uninsured patients and 
their families enroll in coverage in the new reform environment in order to 
reduce uncompensated care costs

• Providers must make serious efforts to address quality in their organizations, 
especially as P4P provisions and poor performance penalties go into place  

• Patients becoming more engaged through the healthcare consumerism wave

• Increasing patient financial responsibility = risk for increasing A/R and bad 
debt

Bottom Line:  Providers need to focus on                                                                                     
increasing efficiencies and improving performance!
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Get MAD About Performance Improvement!

Identify the Problem

Improvement
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Identifying the Problem
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• Sometimes our meetings consist of “a lot of talking as if it’s 
business as usual”

• In healthcare there is “a lot of experience around the table”

• We sometimes think we know what the problem is but we often 
are not even looking at the real problem

Identifying The Problem
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• Many problems in healthcare today require decision makers to have reliable 
information to act upon

• The problem is that most of the time we don’t have information, we measure 
things to collect data

• Data ≠ Information

• Data, data everywhere and not a drop of information

• Many organizations measure many things and are thirsty for information, even 
though they are drowning in data

The Problem Today
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• The ability to set goals and make projections

• Measuring effectively give you the ability to “find value that 
others oversee” (i.e., information)

• Can be used to help you to find the “championship combination” 
for your organization that you can afford 

• The results of your measurement efforts will be specific to your 
organization and will allow you to customize solutions

Effective Measurement
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• We’ve all heard it: you can’t manage what you don’t 
measure

• Or… if you claim you can’t measure, you are 
confessing that you can’t manage

• Measurement aids in identifying problem areas

• Sets the stage for setting goals/targets and working 
toward them

• It is also a proven principle that:

− When performance is measured, performance 
improves.  When performance is measured and 
reported, the rate of improvement will accelerate 
beyond mere measurement alone.

• Without data, you are just another person with an 
opinion

Measurement
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Measurement: Developing KPI’s

• What to measure?

– Don’t just collect data, Data ≠ Information

– KPIs help staff make better business decisions and find solutions 
to problems

– Choose KPIs according to relevancy

– Apply KPIs where you can affect change

– Develop indicators for each process at the department/ functional 
level as well as overall system indicators

Important decisions will be made based on KPIs. Choose them wisely!



© 2015 The PNC Financial Services Group, Inc.  All Rights Reserved.

21

Measurement: Input, Process, and Output Indicators

Cost per transaction

Time per activity

Amount of rework

Turnaround time

Variability of an activity

Input
Indicators

Process 
Indicators

Output 
Indicators

Efficiency Measures Effectiveness Measures

Percent defective

Number of errors

Total response time

Billing accuracy

Revenue

Source: Process GPS, www.processgps.com



© 2015 The PNC Financial Services Group, Inc.  All Rights Reserved.

22

Measurement: Where are you today?

• Define how to measure selected KPIs (i.e., operational definition)

– A precise description of the specific criteria used for the measures 

– The methodology to get the value for the characteristic you are trying to 
measure

• Where have you been?

– Trending information is more valuable than one point in time

– Calculate values for the previous 12 – 18 months

– Track a 3 – 6 month rolling average

• Develop a baseline - where are you today?
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Measurement: Where are you going?

• Implementing initiatives to reduce operating costs is the number one priority 
of hospital CEOs in response to healthcare reform.  

• Hospital CEOs report that the most effective way to reduce costs is through 
benchmarking and the use of decision support tools.

• Use resources such as HFMA & HARA for best practice benchmarks

• Try to find benchmarks more specific to your type of facility and geographic 
region

• Look for opportunities and create your “own” target

Processes Used to Reduce Costs in the Hospital % Used
Effectiveness
(Scale 1-5)

Benchmarking 93% 3.84

Decision Support Tools 68% 3.66

National or Regional Collaborative 58% 3.76

Lean Six Sigma 42% 3.69

Management Engineers or Financial Liaisons 33% 3.70

Source: American College of Healthcare Executives.  “CEO Survey: Hospital Initiatives to Reduce Operating Costs.”  Healthcare Executive.  May/June 2011.
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Measurement: What would you do?

51 days
Net Days in A/R

Recommend Range:

45 – 55 days

2.5%
POS Collections Ratio

Recommend Range:

1.5% - 3%

3.8%
Denials Write-off Ratio

Recommend Range:

2% - 3%



© 2015 The PNC Financial Services Group, Inc.  All Rights Reserved.

Accountability

25



© 2015 The PNC Financial Services Group, Inc.  All Rights Reserved.

26

• Losing is not fun...

• Indifference should not be tolerated on accountable teams

• Each and every player on the team needs to be accountable in 
their role and understand how they affect the entire team 

• Accountable teams should celebrate when the team wins (and 
evaluate opportunities to improve when losses are experienced)

Individual and Team 
Accountability
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• Accountability is enhanced when coupled with measurement

• Every metric being measured should be tied to an accountable leader

• All staff level employees should be accountable to at least one quality 
and one productivity metric

• Determine how you will display and track KPIs

• Charts, graphs, dashboards, spreadsheets, etc.

• Decide which indicators will be tracked daily, weekly, monthly, 
quarterly

• Put someone in charge of collecting the data

• Automate data collection where possible

• Schedule regular meetings with leadership team to review indicators

• Give updates on current initiatives, identify new opportunities and 
create action plans

• Results in common goals 

• Schedule separate department meetings that includes director, 
managers, supervisors & leads

Accountability
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• Clear roles, team leadership and individual ownership

− Accountability is difficult when roles and processes are too ambiguous

− Clarify who is doing what and how they should proceed in their roles

− Accountability fosters an environment where members identify gaps 
and learn new roles and processes

− Accountability must start with leadership

− A waterfall without a source is just a cliff

− The source of accountability must be with leadership, then it can flow 
to the rest of the organization

Accountability: Clear, Defined Roles

Source: http://www.forbes.com
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• A sense of ownership for team results

− Focus on team processes 

− How is the team working toward goals and 
outcome? 

− Are team members effective? 

− Teams and individuals should be accountable to 
improving the process

− Each member should have the obligation to 
seek information, give and receive feedback 
and point out the need for corrective action at 
any time

− Ensure that people report to the right persons 
and that the “right people are in the right seats 
on the right bus”

Accountability: Ownership

Source: http://www.forbes.com
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• Freedom, support, and control to navigate competing priorities

− Most problems have multiple right answers

− Give people the freedom and control they need to make decisions 

− The first solutions your teams and direct reports come up with will 
probably be pretty good, but don’t stop there 

− Improve upon them instead of inserting your own

− Support is the key – be sure people have the resources, knowledge 
and assistance they need

− Goal = have team members increase their 
skills, confidence and ownership

Accountability: Freedom and Control

Source: http://www.forbes.com
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• The expectation of evaluation

− In accountable organizations, no one expects to “stay under the radar” 

− People seek feedback because they know it is intended to improve the 
process and add to their knowledge

− Feedback and evaluation are used to measure the health and success of a 
manager, process or department

− Lack of multiple feedback mechanisms results in discovering shortcomings 
when it is too late

• Integrity is critical 

− People do what they say they will do 

− When anyone falls short, they admit it and work to improve

− If someone consistently falls short, this is a sure sign of low commitment 
and that culture of accountability are suffering in your organization

Accountability: Evaluation and Integrity

Source: http://www.forbes.com
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• When team members become accountable to their roles, 
discipline comes more naturally

• Utilizing the information obtained through measurement helps 
to identify the right disciplined approach

• “This is a process, it’s a process, it’s a process…”

Importance of Discipline
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• It’s not about punishment:

− If your goal in fostering discipline is to 
know who to punish when revenue 
targets are not met or budgets are 
missed, you will only succeed in creating 
fear

− No one will be willing to step up, speak 
out or try something new

− Innovation and risk taking will be lost

− Once the rumor mill of an organization 
circulates a story of someone stepping 
out and being punished, hundreds, even 
thousands, of other employees will be 
skittish about taking initiative to find 
solutions

Discipline: Not About Punishment
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• It’s about improvement:

− Discipline can be the foundation for creating a learning organization

− If you want sustainable high-quality processes, you need to be able to see 
what’s working and what isn’t – and analyze the cause 

− Each person needs to honestly say what they knew, what they thought and 
what they did (or didn’t do)

− One important thing you can do to support a disciplined atmosphere is to 
take a systems approach as well as holding individuals accountable

− Seek to understand what aspects of the situation have influenced the 
process, system, culture or circumstances

Discipline: It’s about Improvement
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• Process discipline = a standardized approach:

• Define each task within the process very clearly, then stick to that 
definition each time the task is performed to improve overall 
performance.

• You don’t have to be a six sigma black belt to identify areas and ways in 
which a process can be improved and where process discipline can be 
implemented.

• If you talk to different employees who perform the same task and they give
different answers on how the task is done, you know you have a problem.

Discipline: A Standardized Approach

• Develop tools such as workflows, scripts,
and training sheets so staff can easily
follow the standard approach.

• Identify or create a process champion –
someone who performs the task (or is
willing to) in the best manner and utilize
him/her as an example/role model/trainer
for others.
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• 10 benefits associated process discipline:

1. Employee involvement and empowerment

2. Consistency (reduction of variation) among staff members performing the 
work

3. Improved productivity without added stress

4. Improved, consistent quality

5. Reduction or elimination of errors and mistakes 

6. Work process stability

7. Increased employee safety

8. Improved cost management as wastes are removed

9. Availability of a great tool for staff training

10.Visual management – managers and supervisors can see when processes 
are not operating normally

Discipline: Benefits

Source: http://www.msstegall-consulting.com/blog-0/bid/237495/10-Benefits-of-Using-Standardized-Work-Routines
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• Once you figure out your “MAD” recipe:

−You can “accomplish what no one has before…”

−Find the best path even in impossible situations

−Don’t let the past define you

Results of “MAD” Organizations
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Contact Information

Dan Bergantz - Director

daniel.bergantz@pnc.com

801-755-4628

Andre Kemeny – Sr. Consultant

andre.kemeny@pnc.com

801-857-9262
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