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The information herein has been provided by 
CliftonLarsonAllen LLP for general information 
purposes only. The presentation and related materials, 
if any, do not implicate any client, advisory, fiduciary, 
or professional relationship between you and 
CliftonLarsonAllen LLP and neither CliftonLarsonAllen 
LLP nor any other person or entity is, in connection 
with the presentation and/or materials, engaged in 
rendering auditing, accounting, tax, legal, medical, 
investment, advisory, consulting, or any other 
professional service or advice. Neither the presentation 
nor the materials, if any, should be considered a 
substitute for your independent investigation and your 
sound technical business judgment. You or your entity, 
if applicable, should consult with a professional advisor 
familiar with your particular factual situation for advice 
or service concerning any specific matters.

CliftonLarsonAllen LLP is not licensed to practice law, 
nor does it practice law. The presentation and 
materials, if any, are for general guidance purposes and 
not a substitute for compliance obligations. The 
presentation and/or materials may not be applicable 
to, or suitable for, your specific circumstances or needs, 
and may require consultation with counsel, 
consultants, or advisors if any action is to be 
contemplated. You should contact your 
CliftonLarsonAllen LLP or other professional prior to 
taking any action based upon the information in the 
presentation or materials provided. CliftonLarsonAllen 
LLP assumes no obligation to inform you of any changes 
in laws or other factors that could affect the 
information contained herein.
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Agenda

Why / State of the Union / Industry

Base understanding of Why Digital

Case Studies How Data is Utilized

Concluding Thoughts
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How are Business Decisions Being Made?

4

• Gut feel
• Wind direction of the day
• Influence 

• DATA
• Financial Information
• Operational KPI’s
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Modern Challenges & Environmental Headwinds

5

• Staffing
• Rising Costs / Decreasing Revenue
• Disparate Systems with Siloed Data
• Complicated Rev Cycle
• Significant Lag in Trusted Reporting
• Data Overload
• Digital Vendor Confusion
• Covid Change Management
• Ever Changing Technology

“No Margin No Mission”
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Using business intelligence, data engineering, and data science to help you make data driven decisions. 

Business Intelligence
BI combines data visualization, data tools and 
infrastructure, and best practices to help 
organizations make more data‐driven decisions. 
Anything from general data analytics consulting, 
to developing user friendly dashboards, to re‐
engineering how an organization measures itself 
to use KPI’s better. 

Data Engineering
The process of using technology and 
automation to make raw data usable. Think 
Integration, Automation, Data Cleansing, 
Custom Development, usually as a means to a 
larger endpoint. 

Data Science
Data science helps us use data to predictwhat is going to 
happen. Predictive Analytics, Machine Learning, artificial 
intelligence all fall under this purview. Here we answer 
the question “What is your data telling you?” AND “What 
to do about it?” 

What is Digital?
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What is the Cost of Not Getting the Most Out of Your Data?
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Problem? Result?

“No Margin No Mission”
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What are the greatest impacts to your financial performance? 
(select all that apply)

 Staffing challenges and associated expenses
 Supply Chain (Costs / Access)
 Revenue Cycle (Reimbursement challenges with Payors, Denials, Bad 

Debt)
 Physician/APP turnover, retirements, departures, inability to recruit?
 Lower Patient Care Volume due to limited staffing to meet demand
 Loss of market share

12
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The Power of Data and Digital Transformation

17

• Daily Life 
• Clinical Applications
• Business 
• Empowers & Guides 

Direction 
• Creates Confidence
• Strategy
• Operations
• Efficiency 



©2023 CliftonLarsonAllen LLP

To Thrive – Systems – Need to Work Together

18
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Things you can do:
1.Organize Data into Information

2. Identify range of options and 
model outcomes? 

3. Prioritize Actions to Proceed with 
Confidence

19

Silo Systems Full of 
Unorganized Data

Data – Information – Decisions – Actions

Building Confidence to Take Necessary Business Actions ‐ Powered by Data:
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Why & How: Disparate Systems

20

Financial 
Accounting 

HR

Supply 
Chain

EHR

Rev Cycle

Market  
DataWhat Can You Do : 

Take a load off the your plate: 
“We do what we can … so you can do what only you can do”

 Aggregate Data from disparate systems to help make IMPORTANT business decisions

 Convert a mountain of data into meaningful nuggets of information

 Dashboards (Power BI = How did we do today?)

 Build Confidence / Trust (verify data)

 Make quicker business and more informed decisions

 Data Continuity (comparing yesterday to today & predicting tomorrow)

 Comparison (How are we doing compared to others?)

 Efficiency



©2023 CliftonLarsonAllen LLP 21



©2023 CliftonLarsonAllen LLP

When Does it Make Sense to Explore Enhanced Digital Solutions?

22

Symptoms: 
• Building key reports via manual data extraction
• Then dumping into Excel or some other Db
• Outgrown current systems (accounting, budgeting, scheduling, rev cycle, 

etc.)
• Disparate Software Systems that don't talk to each other
• Challenged by the Digital Transformation journey
• No Data Strategy in place today
• In your everyday work ‐ “there has to be a better way”
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“Necessity 
is the 

Mother of  
all 

Invention”



©2023 CliftonLarsonAllen LLP

Start with a Digital Readiness Assessment

24

• Determine where you are 
• Where you'd like to be
• Prioritized digital roadmap to 

bridge the gap
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Courage and Curiosity to Launch the Digital Journey

25
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One Organized Step at a Time

26

D

B
C

A

E

Simplify the process 

Align on KPI’s 

Build  Dashboards & 
Data Driven Tools

Cascade Communication

Automate the Process
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Example: 

27

Current-State Process Diagram Future-State Process
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Digital Evolution Scale: Where Does Your Organization Rank? 

28

Paper Map Map Quest

Smart Phone 
Google Maps – predictive
Music
Videos

Pre Digital Transitional Digital

Disjointed / Inefficient :
Siloed Systems
MS Excel combinations
Human effort
Static reporting 

Seamless / Effective
Integrated Systems 
Automated Dashboards
Updated continuously
Machine Learning / AI

1 2 3 4 5

VHS/Tapes

Music Vinyl 
Records CD / MP3

CD’s
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Why is Industry Kn0wledge Important?

29

The dots on the right are an 
example of where returning 
planes were getting shot
• Do you want to increase  

armor on the spots with or 
without bullet holes?
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We Believe…

30

…the current environment poses great threats and potential 
opportunities

…strong financial indicators are becoming more critical by the 
day

…understanding where you have been is critical in determining 
where you are going

…organizations create their own financial success
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Financial Empowerment

Ease of
Use

Create a path
to financial 
success

Drive 
Consensus

Actionable
Financial

Intelligence

Quicker &
Better

Decisions
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• Organizations either are overwhelmed with too much data 
and/or don’t have any actionable data

• Goal is to keep internal resources low while providing the 
necessary information to integrate with our decision‐making tools

• Pinpointing gaps in financial performance to focus improvement 
efforts

• Helping decision makers connect the dots

32

Transform Data into Insights and Focus of Action!

Why Product Line Analysis?
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An Approach to Service Line Analytics

33
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Data Model: Patient Encounter Dimensions

35

Unique Patient Encounter

CDM Charge #1

CDM Charge #2

CDM Charge #3

CDM Charge #4

Provider Info
Ordering, Rendering, Caregiver

Payer / Plan Info

Service Location 
(“Front Door”)

DRG (IP)

Charges
Units
CPT
Dept

Services (CDM) Patient Dimensions

Patient Home ZIP (City)

Patient Age

Patient Type
IP, OP, ED, Clinic

Attributed Provider Attributed Location

Indexed Procedure

System
Assigned

Data 
Driven
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Data Model: Net Revenue Data Model

36

Unique Patient Encounter

CDM Charge #1

CDM Charge #2

CDM Charge #3

CDM Charge #4

Services (CDM)
(“Gross Charges”)

Allowed Charges on Paid Claims

Contractual Adj on Paid Claims including 
bad debt write offs

Payer Adjudication
(“Net Revenues”)

Linked in Product Line

Net Revenues per Product Line

Net Revenue
Spread based
on % of 
Charges
Back to CDM 
line items

+ Bad Debt Allowance

Contractual Adj Estimate on Unpaid 
Claims (Based on payer level paid claims)
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Data Model: Expense Linkages

37

Linking CDM to Expense Trial Balance

CDM Item #1

CDM Item #2

CDM Item #3

CDM Item #4

Services (CDM)
(“Gross Charges”)

Direct Departments
Revenue Producing

Expenses
Trial BalanceLinked in Product Line

Indirect Departments
All Other Departments

Labor
Physician/Providers
Supplies & Other
Capital

Capital
All Other

Cost to Charge 
Approach

Ability to Add More 
Specific Direct 

Costing
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Data Model: Additional Statistics
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Linking CDM

CDM Item #1

CDM Item #2

CDM Item #3

CDM Item #4

Services (CDM)
(“Gross Charges”)

Master Departmental 
Volume

Based on Units x 
CDM Level 0/1 table

Linked in Product Line

Units
X

Master Stat (0/1) Table

CMS WRVU tables by 
CPT

WRVUs
CPT WRVU x Units

CLINIC DEPARTMENTS ONLY
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“Attributed Provider” Logic

39

Based on CMS logic used for QRURs and Value Modifiers

Process
Applicable Codes
Primary Care Professional Charges

Attributed Provider = All services to individual MRNs 
assigned to the Rendering provider the most Primary Care 
Professional Charges between 10/1/2018 and 9/30/2020.
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Product Line Report Definitions

40

Contribution Margin Net Revenues – Direct Expenses

Direct Expenses Operating expenses in revenue producing cost centers
Allocated from departments to CDM lines based on gross charges

Indirect Expenses All other operating expenses.  
Allocated to direct departments based on Medicare cost report allocation 

methods

Contribution Margin % [Net Revenues – Direct Expenses]
Net Revenues

Operating Margin Net Revenues – Direct Expenses – Indirect Expenses

Operating Margin % of Rev [Net Revenues – Direct Expenses –Indirect Expenses]
Net Revenues

Yield % Net Revenues
Estimated Net Revenues at Medicare FFS Payment Rates
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Case Study:
Specific Clinic Analysis

41



©2023 CliftonLarsonAllen LLP

Overall Profitability

42

Situation: You are looking for areas of financial improvement
• Do you understand where you make money?
• Do you know what services are losing money?
• Do you understand the magnitude of your subsidies?
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Overall Profitability

43
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Profitability by Department
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Profitability by DRG

45
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Profitability by Procedure
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Profitability by Patient Origin
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Case Study:
Payor Contracting

48
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Analyzing Payor Contracts

49

Situation: You are in the middle of payor contacting
• Do you truly understand your actual payment rates?
• Is there disparity between payors?
• Do you understand the magnitude of your decisions?
• Are the current contracts profitable?
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Profitability by Payor

50
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Case Study:
Provider Value

51
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Understanding Your Providers

52

Situation: You are looking to update your contracts with your 
providers
• Do you easily know how many WRVU’s they generate?
• What is their current productivity levels?
• Are they profitability all in? Professional only?
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Provider Revenue
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Provider Profitability



©2023 CliftonLarsonAllen LLP. CLA (CliftonLarsonAllen LLP) is an independent network member of CLA Global. See CLAglobal.com/disclaimer. 
Investment advisory services are offered through CliftonLarsonAllen Wealth Advisors, LLC, an SEC‐registered investment advisor.

If you are interested in learning more about our digital services, please contact:  

Matthew Borchardt
Principal 
(612) 397‐3150
Matthew.Borchardt@CLAconnect.com

Ryan Engebretson
Principal 
(612) 397‐3277
Ryan.Engebretson@CLAconnect.com


