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The Performance Management Group LLC

An Arizona Limited Liability Company (established in 1998) 

Our Mission:

Helping public and private sector organizations become more productive, efficient & cost effective.   

Our Structure:

We are a closely held group of independent consultants who consistently employ the signature 
TPMG performance improvement approach through specialized services including: Lean Six Sigma, 
The Balanced Scorecard, Performance Analytics, Non-Value Added Analysis, Activity Based Costing 
and Strategy Consulting.  Our company details are as follows:

Introduction

Consultant 
Locations
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Address: 
P.O. Box 44989
Phoenix, Arizona 85064

NAICS Codes:

Email:  info@helpingmakeithapppen.com • 541611 Administrative Management & General 
Management Consulting Services 

Phone: 602.692.5073
CAGE Code:  3SDW3

• 541614 Process, Physical Distribution, and Logistics 
Consulting Services 

DUNS Number: 144166969 • 611430 Professional and Management 
Development Training 



What is Lean Management?

Lean management refers to a company’s style of 
operational excellence. Made popular by the Toyota 
method of production, also known as Total Productive 
Maintenance (TPM); lean thinking was given life in 
North America as a result of the work of MIT 
researchers lead by James Womack, Daniel Jones and 
Daniel Roos, “The Machine that Changed the 
World.” The objective of lean management in 
healthcare is to create value for a healthcare delivery 
organization.   Value in healthcare is “expressed in 
terms of the quality of healthcare outcomes and 
satisfaction of patients divided by the cost to produce 
those outcomes – over the continuum of care.” 

Lean Transformation for Healthcare

In our attempt to keep things simple, TPMG describes lean management as:

 A “quality improvement business practice” that strives to produce perfection in the 
delivery of products and services. “Process Perfect”

 A “method of management” that uses facts, information and data to make decisions 
and manage business performance.

 A “problem solving method” that identifies root causes to problems and determines 
permanent solutions. 

From an operational perspective, the value proposition of lean transformation is to improve the 
quality of work.   Improving quality creates a “chain reaction”. When a provider organization 
improves quality, their costs go down. Their costs go down to the tune of 20 – 40% of total 
operating expenses. The cost reduction occurs because the expense of wasted effort, reworking 
problems, correcting medical errors, re-admitting patients, and correcting invoices is 
eliminated. As rework goes down, productivity naturally improves. Productivity improves because 
of the more efficient use of human time & effort, technology and working capital in value added 
care activities. Improved productivity creates of better patient outcomes. Better patient outcomes 
and the elimination of non-value added cost leads to greater profit margins and enhanced 
economic value. The additional economic value funds growth and innovation, which leads to 
improved healthcare quality and high value jobs.

From a patient perspective, implementing lean management also creates a “chain reaction.” When 
a provider organization implements lean management, they continuously adapt their services to 
exceed patient needs, attitudes and perceptions. They accomplish this by translating the voice of 
the patient into operational requirements and structuring their systems and processes to 
continuously exceed those requirements. Over time, they capture the market with better 
healthcare outcomes, greater patient satisfaction and a superior reputation as a healthcare 
delivery organization.
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Healthcare Outcomes + Patient Satisfaction

Cost of Healthcare Delivery
Value =

Principles of  Value Based Healthcare Delivery



Case Study Project Summaries 

Lean Transformation for Healthcare – Case Study Projects

Case Study Project #1 - Reducing Preventable Front-end Related Denials; Impact the Reduction of Write-offs
The facility is a network of successful imaging centers which offers high quality MRI Scans, CAT Scans and other medical services in 5 
major metropolitan areas of the United States.

Problem Statement:
In 2015, the network’s average Initial Controllable Denial Rate was 9.0% of total scan volume.  After attempts to re-file and appeal the 

Initial Denials, they were successful at recovering 39.9mil (64.7% of all denied charges), however, they were unable to recover 23.7 

mil in gross revenue.  This unrecoverable revenue represents an average write-off percentage of 4.1% of total gross revenue for 2015.

Project Goal
1. Produce a sustained reduction of the Initial Controllable Denial Rate to < 5% of total scan volume and a sustained 

reduction in the “Controllable Write-off %” to <2.5% of Total Gross Revenue. 

2. Based on 2015 total scan volume and gross charges, a reduction of Initial Controllable Denial Rate to < 5% would have a 

significant Operational/Fiscal impact to write-offs by an estimated $8.6mil. 

Measure
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Measure:
• Over a 2 yr. period, the Denial % of front-end related 

controllable denials grew from 6.76% to 9.05%. 
• The high Denial % is persistent and systematic.
• Management has determined that we need to 

perform corrective action and improve processes in 
order to reverse this unfavorable trend and bring the 
Denial % down towards our goal of less than 5%.

Evidence of Performance Denial %

Goal = <5.0%

Avg
6.76%

Avg
9.05%

Measure:
• Over a 2 yr. period, the Write-Off % of total gross 

charges grew from 2.68% to 4.13%.
• The high W/O% is persistent and systematic.
• Management has determined the need to perform 

corrective action and improve processes in order to 
reverse this unfavorable trend and bring W/O% 
towards our goal of <2.5%.

Avg
2.68%

Avg
4.13%

Evidence of Performance Write-off %

Goal = <2.5%



Case Study Project Summaries 

Lean Transformation for Healthcare – Case Study Projects

Root Cause Analysis: Separating the Vital Few from the Trivial Many

1. Determine which denial reasons to target for highest impact on write-offs

• Write-offs resulting from unrecoverable initial denials: 87.5% of all 
Controllable Write-offs are attributed to  Out of Network and No 
Authorizations.

2. Determine which denial reasons to target for Highest Impact on Write-offs – Drill 
down for OON Reason (OON = Out Of Network)

• BCBS & Medicare Managed-Care Carrier plan types account for 76.6% of all 
the write-off $’s associated to Out of Network

Root Causes Verified:
Center specific protocols in order entry authorizations created denials and subsequent 
write-offs.

• Patient data has wrong/missing carrier
• Incorrect authorization requirements defined and gives rise to eligibility 

issues
• Exam data has wrong or missing CPT codes
• Missed special protocols

Solutions:

1. Eliminated center specific protocols & added clinical review by tech staff#
2. Carrier table locked down and updated. No unauthorized changes.
3. New automated checks & balances utility that continually run – for prevention & 

control of our highest CSF offenders.
4. Created & introduced new tools & utilities, new standardized workflow, new 

measurements, & new policy & procedures for authorization process. 
5. Relocated entire services function to a centrally located shared services function. All 

authorization and order entry related functions are now under single management & 
control. 

6. Introduced  new process. New tools & utilities, standardized workflow, 
measurements, policy & procedures for new clinical review process. 

Results:

• Denials improved from 9.0%  in 2015 to 4.14% in 2016
• Number of denied scans reduced by 23,618
• Write- offs have dropped to less than 1% in 2016 both resulting in an annual 

savings of $10.2 Million.
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Case Study Project #1 - Reducing Preventable Front-end Related Denials; Impact the Reduction of Write-offs (Con’t)



Contact Information

Lean Management Coaches

TPMG Consulting lean management coaches support clinics, hospitals and systems on a part 
time and full time basis.  They provide expertise:

 To help you establish a lean management program
 To provide on-campus training and certification events
 For process improvement initiatives
 For – one week - workshops and Kaizen events
 For lean transformation coaching and advisory services

Contact us today!

Let us explain how our lean management coaches can effectively and affordably help you 
reduce the cost of care and  simultaneously improve patient satisfaction.

The Performance Management Group LLC
Professional Services Consulting
P.O. Box 44989
Phoenix, AZ 85064
Email:  info@helpingmakeithappen.com
Phone:  1.602.692.5073 
www.helpingmakeithappen.com
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