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BACKGROUND
• DPH/SFHN exploring financial models for out of network 

(OON) costs
• 50% of inpatient/specialty at ZSFG are already Fee for 

service (FFS)
• Consortium clinics conversion to FFS increased FFS 

patients
• FFS requires more authorization review and denials 

management
• Inaccurate or incomplete authorization and denials 

management result in lost revenue
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CURRENT CONDITIONS
Clinical  Documentat ion 
Integri ty  query rate:  
• Denied Hospi ta l  

B i l l ing (HB) Cla ims 
ra te  pre-FFS: 14.5% 

• Post-FFE basel ine:  
18.6%
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2024 Scorecard: Hospital Billing Denial Rate 2024 Current: 16.9%  
True North: Financial Stewardship 2024 Target: 15.6%        
Owner: Kanzaria, Wu        

2023 Baseline: 18.6%       
% Improvement From Last Year: -9.03%Goal Statement:

Reduce Hospital Billing Denial rate for primary 
payers from 18.6% to 17% by December 2023, 

15.6% by July 2024.
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CURRENT CONDITIONS
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Operational Area (Metric) Baseline Target 
FY24

FY24 Actual

HB Denial Rate (acute stays and outpatient 
specialty procedures) 18.6% 15.6% 16.0%



PROBLEM STATEMENT
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ACCOUNT CLOSED FOLLOW-UP REIMBURSEMENT BILLING

Current ZSFG clinical and financial workflows 
result in denied claims and lost revenue which 
impacts our true north goals of Financial 
Stewardship and ultimately our ability to be 
the best hospital for our patients.



COUNTERMEASURES
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Plan: What, where, how will you implement, and by whom and when? 

Countermeasure Description and Expected Result Owner Date

Denials Taskforce Formation Invite, develop PASTA and schedule meetings for 
the following (Aaron Harries, Tammy Higgason, 
Reanna Mourgos, Marissa Foster)

Reanna/Marissa Completed 

Develop baseline for denials Monitor denials data and develop baseline for denials rate. Thomas Completed

Define denials (HB) Denials taskforce to breakdown HB Denial rate and 
define components, stratify by REAL/SOGI

Reanna/Marissa Completed

Develop and 
deploy countermeasures for 
specific denials

Discover best practices and identify root causes of denials at 
ZSFG and develop countermeasures (Denials Taskforce)

Reanna/Marissa Ongoing



1. Deepening unders tanding o f  
contr ibutors  to  den ia ls  a t  ZSFG 
current ly

a. Developing operat iona l  A3 on 
denia ls  to  ar t icu la te  current  s ta te  
and in form fu ture  e ffor ts

2. Advanc ing ongoing PDSAs
a. Expanding Observat ion Serv ices
b. Explor ing increased 

re imbursement  opportuni t ies  
re la ted to  surg ical  condi t ions 
e .g . ,  appendic i t is ,  jo in t  
rep lacements

c . Rela t ionship bu i ld ing wi th  hea l th 
p lans

d. Medical  Necess i ty  /  Lower Leve l  
o f  Care Effor ts
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DENIALS TASKFORCE
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ACHIEVEMENTS, HIGHLIGHTS, AND CELEBRATIONS

• Joint  Replacement A3:  Current  
s ta te  understanding and root  cause 
analys is  to  address denia ls  re la ted 
to  jo in t  rep lacement

• Expansion of  Services:  Expansion 
of  observat ion services to  inc lude 
Medica id /SFHP

• Partnership with Health Plans :  
A l lowing for  rea l - t ime co l laborat ion 
on er roneous denia ls

• New HIM Director :  Mary Hol loway,  
the new HIM Di rector.

• Improvement Science 
Integrat ion:  Developed 
countermeasure summary to  
analyze reasons for  denia ls  on 
month ly bas is

• Team Col laborat ion :  Brought  
broad teams together  in  person for  
the f i rs t  t ime to  a l ign effor ts  and 
develop revenue cyc le  swim lane
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NEXT STEPS
• Global Strategy Review

• Updated the PASTA & strategic team meeting to include new 
leaders and areas of focus

• Conducted init ial strategic discussions to engage leaders on 
achievements & challenges in FY 24

• Developed a draft strategic A3 worksheet to prepare for FY 25
• Investigated several other Key Performance Indicators that impact 

Revenue Cycle:
• CMI (Case Mix Index)
• Medical  Record Complet ion
• Cl in ical  Document Integr i ty Response Rate
• Revenue Real ized Percent
• Accounts Receivable Days
• CDI Cl in ic ian Train ings
• Potent ial  ROI/ f inance KPI re lated to the 9th OR and improvement work 

re lated to tota l  jo int  replacements (TJR).
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QUESTIONS
COMMENTS
DISCUSSION
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