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Optimizing Your 
Workforce
For Revenue Management 
Improvement – A Four Step 
Approach
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1. Why is Optimizing Your Workforce 
Important?

2. A Four-Step Approach to Success
• Prepare Your Interface
• Plan With the End in Mind
• Use Data to Measure Effectiveness
• Plan for Opportunities

Our Agenda
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Why is this important to an organization like Trinity Health?

January 
2018
EMR Decision

May 
2019
Team Formation

March 
2020
Virtual World

February 
2019
Consolidation 
Decision

January 
2020
Team 
Operational

©2022 Trinity Health
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Of hospitals and health systems 
across the country deployed 
revenue cycle management 
technology since the start of 
the pandemic.

75%

©2022 Trinity Health
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How is that investment utilized?

But how does that technology look now?

7

Initial Technology Investment

©2022 Trinity Health
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Step 1: 
Program Your 
Interface

8*Based  on Malcolm Knowles Principles of 
Andragogy

Designing Strategically for Adult Learners
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Interface: 
The place at which independent and often unrelated systems 
meet and act on or communicate with each other

9©2022 Trinity Health
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But what is the interface between the technology you own and the 
outcomes you need from it?

©2022 Trinity Health
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But how does this 
interface work?

11©2022 Trinity Health
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Programming Your Interface

Design Strategically to 
Ensure Readiness
• Start with the “why” your staff need to learn something 

new/different

• Incorporate and build on their experiences

• Have self-directed learning content and opportunities 
available

• Focus on the problems or challenges the learning will 
help them solve

• Construct learning with examples of real-world 
scenarios for them to work through

• Find what motivates your learners and incorporate that 
into your program

Incorporating these elements will shape your training 
programs to really draw in your audience. 

©2022 Trinity Health
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Step 2: 
Plan With The End 
In Mind

13

• Data Collection
• Data Measurement
• Data Organization
• Data Reporting
• Data Display

*Based  on Malcolm Knowles Principles of 
Andragogy
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Data Collection

©2018 Trinity Health

• Transparency
• Accountability
• Line of Sight
• Visual Management
• Performance Evaluation
• Coaching
• Stakeholder Reporting
• Technology

What are you going to measure?

©2022 Trinity Health
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Data Measurement

What are you going to measure?

Reliability
Consistency of 
results over time

Participants and 
conditions

However, reliable 
does not mean 
valid

Validity
Measuring 
accuracy

Crosschecking 
information

Quantitative 
against 
Qualitative

Time
Recency 
impacts results

Recency 
improves quality

Generalizability
How applicable the 
results of your data are 
to achieving your 
desired outcome

=

©2022 Trinity Health
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Data Organization

Begin with the end in mind by determining 
your current state - SIPOC 

Process
Design and 
Delivery of your 
program

Knowledge 
Transfer

Input
Evaluation data 
from instruments 
you create

Assessment data 
from instruments 
you create- or 
from the HIS 
System vendor

Output
End User 
Ratings

Scores

Dashboard

©2022 Trinity Health

Supplier
Kirkpatrick 
Model

Likert Scale

Tableau

Your Vendors

Customers
End Users

Stakeholders
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Training Process
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OJT Technical Training (EPIC 
Playbooks) Training by Functional Area 

New Hire Process

Continuous Learning Weeks 15-18

System Office Training
Epic – Foundational Courses

Epic – Kronos – FinThrive –
Life Cycle of Claims – HIPAA  -

Rev Cycle General

EPIC 
Playbook
Training /
FinThrive

Training by
Functional Area 

and Payer

Post Training
Assessment

Skill
Enhancement

Weeks 9 - 14Week 4 -8Weeks 1 - 3

Work Claims
under

Supervision

Audited by 
Supervisors 

and QA

Identify learning gaps and assign appropriate gap training, including audit identified training opportunities    

Billing

Follow-Up

Denials

Goal: RTW 100% at Week 14

Competency
by

Payer

Assessment
to confirm 

learning

Customer 
Service

Cash 
Applications

Credits

Functional 
specific training 

is being built – will 
attend 

Billing/FUP 
classes until 
completed

© 2022, FinThrive, Inc. All Rights Reserved.

Onboarding Evaluations

TogetherCare Evaluations

Legacy Evaluations

Assessments

Onboarding Evaluations Archived

Training Metrics

Metrics Explorer

Metrics by Fiscal Year

Data through last evaluation: 12/9/2022

1

2

3

4

5

6

7

8

Data Reporting

©2022 Trinity Health
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Basic Visual Management

Outcome Calculation

Time Period

Target Performance

Current Performance

Level One: Reaction

Likert Averages
Net Promoter

Level Two: Impact

Line of Sight

N (larger is better)

Historical Trend

©2022 Trinity Health
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Step 3:
Use Data to Measure 
Effectiveness

20

The Kirkpatrick Model

*Based  on Malcolm Knowles Principles of 
Andragogy
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Level 4Level 3Level 2

Measurement Using Kirkpatrick’s Model

21

Level 1

• Reaction
• Enjoyment

• Learning
• Knowledge Transfer

• Impact
• Behavior Change

• Results
• Return on Investment

The Kirkpatrick Model is an internationally recognized tool for evaluating and analyzing 
the results of educational, training and learning programs. 

It consists of four levels of measurement.

©2022 Trinity Health
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Measurement Using Kirkpatrick’s Model

22

The degree of difficulty in 
determining true causality 
increases with each level 

Begin with Measuring Levels 1 and 2

Level 3

Level 4

©2022 Trinity Health
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Kirkpatrick Model: Level One

Instrument Design 

Measurement Scale
Utilize a 5-point Likert Scale

Data Validation

Utilize both quantitative 
and qualitative techniques

Design survey questions 
which lead your audience 
towards a specified level 
of agreement 

Questions should focus 
on a single construct

Enjoyment of the Learning Process

Validity Testing

©2022 Trinity Health

1 Construct Being Measured

2 Quantitative

3 Qualitative
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Kirkpatrick Model: Level Two

Same

Different
Constructs measured

Measurement Scale

Instrument Design

Data Validation

Knowledge Transfer Against Training Objectives

Validity Testing

©2022 Trinity Health

1 Construct Being Measured

2 Objectives

3 Quantitative

4 Qualitative
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Kirkpatrick Model: Level Three

Workplace Simulations

Assessments
Demonstrate Proficiency by knowledge application 

Can a trainee navigate the playground-based 
scenario?

Ability to Apply New Knowledge to a 
Business Goal

Validity Testing

©2022 Trinity Health

1 Construct Being Measured

2 Proficiency

3 Validity
1. Content
2. Curriculum Design
3. Question Design
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Kirkpatrick Model: Level Four

Enterprise Point of Service 
Cash Collections: 

Pre-Intervention (Baseline) 

Post-Intervention 

Measures would typically be business or 
organizational key performance 
indicators, such as volumes, values, 
percentages, timescales, return on 
investment, and other quantifiable 
aspects of organizational performance

©2022 Trinity Health

Results and ROI
1 Construct Being Measured

2 Change in POS Collection Amounts from Baseline

25
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Adult Learning 
Methodologies
• Auditory – Tactile -
• Visual

Classroom HealthStream Claim Analysis

Experiential 
Learning

Daily Touch Bases
(educational huddles) Open Hours Evaluation of 

Reaction

Evaluation of 
Applied Learning

Evaluation of 
Behavior

Evaluation of 
Results

Post Training
Accountability and 

Support

Applied Learning Systems – Actionable Learning

©2021 Trinity Health, All Rights Reserved 27
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Step 4: 
Plan  for 
Opportunities

28

Plan, Do, Study, and Act
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PDSA: Five Moments of Need

01
First Time 
Learning

Point of Service 
Cash Collection 
Policy and 
Procedure

03
Application

Applying policy 
and practice to 
the Customer in 
an actual ask for 
money

05
Change

Strategic 
Expansion of 
Organizational 
Playbook 

Return to STEP 3

02
Learning More

Using the Cost 
Estimator Tool 
to determine 
the appropriate  
collection  
amount

04
Problem

Previous learning 
and application 
results in 
situational 
discomfort with 
the ask

©2022 Trinity Health
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Identify and Plan for Opportunities 

PDSA (Plan, Do, Study, Act)

©2022 Trinity Health
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Identify and Plan for Opportunities

The team reviews the data 
weekly 

Leadership meets on 
Outcomes weekly

We conduct Root Cause 
Analysis to isolate 
performance issues

Data Review Process

We immediately implement 
changes and fall forward 
rapidly

They create Individual 
Development Plans if 
needed

We review and revise 
content consistently with a 
Review Committee

Customer Recovery 
happens immediately

We are objectively able to 
quantify our Value Equation 

We are amazingly effective 
and display an amazing trend 

©2022 Trinity Health
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Bringing it All Together

Ensure you understand what 
success looks like for you 

Know how you will measure 
that success

Use the SIPOC framework to 
plan and design

Determine how you will 
collect and share data

Utilize the Kirkpatrick Model

Strive to achieve a Level 3 or 
Level 4 measurement

Review data often and share 
transparently

Conduct root cause analysis 
to identify opportunities

Inspect what you Expect

Plan, Do, Study and Act

Act quickly to address root 
causes

Address all 5 Moments of 
Need with your education 
program

Step 1: Program 
Your Interface

Design and execute 
strategically

Start with the “why”

Incorporate experience and 
personal motivators

Have self-directed 
opportunities available

Use real examples during 
training for problem solving

Step 2: Plan With 
the End in Mind

Step 3: Measure 
Effectiveness

Step 4: Plan for 
Opportunities

©2022 Trinity Health
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Our Experience

We used Excel for a Visual 
Management dashboard.

We had no standardized 
content.

We had not yet implemented 
Epic.

Data Analytics was not yet 
created.

We started with paper 
evaluations.

We started with paper 
assessments and manual 
scoring.

All of which were then scanned 
and uploaded daily from 3 
different brick and mortar 
locations.

Once you know what 
you have, use that

©2022 Trinity Health

It was one step at a time.
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Questions?
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Edward.thomas@trinity-health.org

(517) 899-2904

Trinity-health.org

Thank you!
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Jeffrey.becker@finthrive.com

(678) 966-2733

Finthrive.com
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