
A Comprehensive 
Scorecard for Board and 

Staff 
Larry Hegland, MD

System Medical Director for Recovery Audit and Appeal Services

Chief Medical Officer for Ministry Saint Clare’s Hospital and the 
Diagnostic and Treatment Center



Insert large graphics 
on this slide.



RAC Reporting Structure

• Centralized RAC team serving Ministry 
Health Care and Affinity Health System

• RAC Steering Committee
– Local site liaisons who oversee local 

operations
• Hospital leadership teams
• Corporate office 



Scorecards and Dashboards

• The possibilities for information 
presentation are nearly limitless

• Resources are typically constrained
– If you are like me, artistic talent is also 

highly constrained

• Where do I even begin?



Creating a Dashboard

• Why are you doing this?
– Just tracking the financial results and impacts?
– Better understanding of the process flow?
– Education?

• Who is the target audience?
– Operations staff, hospital leadership, finance?

• What information do you want to present?
– Just financial information?
– Do you want to understand where your problems may reside?
– What format(s) work?

• How frequently will the dashboard need to be produced?
– Present data by the audit cycle, monthly, year-to-date or…?

• What resources will you need?
– Do you have report generating software and do you know how to use it?
– Do the end users understand the resources and time needed to create 

and maintain the dashboard?



Sample Dashboard Content

• Total original payments 
at risk

• Total overpayments 
identified
– Before appeal
– After appeal

• Total underpayments 
gained

• Total payments 
returned on appeal

• Complex vs Automated
• DRG validation vs 

medical necessity

• Total charts requested
– No findings
– Overpayments
– Underpayments

• Overpayments
– Appealed
– No appeal

• Appeals
– Appeals won
– Appeals lost
– Appeals in process

• Top DRGs and medical 
necessity denials



Other Dashboard Uses

• It’s more than just a financial wins and 
losses statement

• Trend spotting
– Triggers questions that we post on our listserv, 

RAC Relief
• Helps identify educational opportunities

– Coders and documentation improvement 
specialists

– Case managers
– Physicians 



Who Sees the Dashboard?

• Corporate and hospital management
• Corporate and hospital boards
• CFO Network Committee
• Physician network management
• System and local integrity teams
• RAC Steering Team (our operations 

oversight team)
• RAC operations team



Our Different Approaches

• Two approaches for two key audiences
– Leadership and operations teams

• Dashboard summary
– Available on intranet
– Allows drill down capability from system 

perspective to the individual facility level
– Content based on user interviews

• Slide set summary
– Allows more in depth presentation of data
– Geared to operations people



System Level Dashboard













Facility Level Dashboard









Federal Auditor Activity 
Update

As of Some Date



Federal Auditors
US Department of 

Health & Human Services

CMS
Centers for Medicare 
& Medicaid Services

OIG 
Office of Inspector General

Medicaid Medicare

MIC
Medicaid Integrity Contractors

PERM
Payment Error Rate 

Measurement

RAC
Recovery Audit Contractors

MAC 
Medicare Auditor Contractor

CERT
Comprehensive Error Rate 

Measurement

ZPIC
Zone Program Integrity

Contractors

Prepayment Probes
From the FI

(Fiscal Intermediaries)



RAC Automated Activity 
and Results to Date

Automated RAC Audits
• Activity to Date

– 10 Ministry/Affinity Facilities
• ACH, CAH, DME & Ambulance services

– Total of 23 Denials (10% of RAC denials)
• Issues: 

– Untimed Codes
» Speech/Hearing Therapy (CPT 92507)
» Oral Function Therapy (CPT 92526)

– Date of Death – DME (O2 Concentrator)
– Ambulance Transportation 
– IV Infusion (CPT 96365)
– Peritoneocentesis (CPT 49080)
– Medication Management (CPT 90862)

• Results to Date – 23 Total Claims
– 1 Appeal won at 1st Level
– 2 Re-processed (corrected claim) and paid by Medicare 
– 3 Rescinded 
– 1 in the appeals process
– 4 Claim was already previously paid back (voluntary refund) working with NGS to 

resolve
– 12 Not appealable (money recouped)





RAC Complex Activity 
 to Date

7 of the 7 Ministry/Affinity Acute Care Facilities
Total of 1804 Records requested to Date

• Total for 2010
– Received 5 Audits 
– 854 Records

» Medical Necessity & DRG Validation Requests
» Medical Nec. issues: Syncope and Collapse, Kidney and UTI, Chest Pain, Musculoskeletal Disorders & Esophagitis, Gastroenteritis and misc 

digestive disorders
• 2011 to date - 950

– 1st Audit – 284 records
» Medical Necessity & DRG Validation Requests
» Medical Nec. Issues: PTCA procedures, Syncope & Collapse, Kidney & UTI, Musculoskeletal Disorders & Esophagitis, Gastroenteritis and misc 

digestive disorders 
– 2nd Audit – 277 records

» Medical Necessity & DRG Validation Requests
» Medical Nec. Issues: PTCA procedures, Other vascular procedures, Musculoskeletal Disorders & Kidney & UTI

– 3rd Audit – 193 records
» Medical Necessity, DRG validation & Inpatient Admission Order validation Requests
» Medical Nec. Issues: Respiratory; Kidney and UTI; Circulatory System Diagnoses; COPD; Cardiac Arrhythmia; Acute Inpt hospitalization 

Infections, Musculskeletal Disorders, Respiratory Conditions,Circulatory System
– 4th Audit – 196 records

» Medical Necessity, DRG validation & Inpatient Admission Order validation Requests
» Medical Nec. Issues: Respiratory; Kidney and UTI; Circulatory System Diagnoses; COPD; Cardiac Arrhythmia; Acute Inpt hospitalization 

Infections, Musculskeletal Disorders, Respiratory Conditions,Circulatory System 
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Top Complex Targets

0 20 40 60 80 100 120 140

Number of Claims

Resp. Diagnosis with vent support 96+ hrs

COPD

Cholecystectomy

Cardiac Valve & other Major Cardiothoracic Proc.

Simple Pneumonia

Gastroenteritis Hemorrhage

Excisional Debridement

Diseases/disorders of the Resp. System

Kidney & UTI

Septicemia 

Major small/large bowel procedures

Intracranial Hemorrhage/Cerebral Infarct

Claims in 2010 Claims in 2011



Top Complex Denials
 by DRG (Top 13)

0 5 10 15 20 25 30 35

Cardiac Arrhythmia and Conduction Disorders 

Intracranial Hemorrhage or Cerebral Infarction 

Chronic Obstructive Pulmonary Disease 

Chest Pain

Major Small and Large Bowel Procedures

Kidney and Urinary Tract Infections 

PTCA Proc. with Stent 

Septicemia or Severe Sepsis 

GI Hemorrhage

Respiratory System Dx with Vent Support 96+ Hrs

Extensive O.R. Proc. Unrelated to Principal Diagnosis

Respiratory Infections and Inflammations 

Excisional Debridement



Top Complex Denials
 by ICD­9 for Principal Diagnosis

Principle Diagnosis Codes (79 codes)
– 9 were 038.9 & 038.42 (Sepsis)

• RAC wants to switch to 599.0 (UTI)
– 10 were 518.81, 518.84 & 518.83 (Acute Respiratory Failure)

• RAC wants to switch to 038.9 (Sepsis)
– 18 were 482.41, 482.42, 482.0, 482.9, 486 & 507.0 

(Pneumonia/Pneumonitis)
• RAC wants to switch to 038.9 & 038.11 (Sepsis)
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482.9 Unspec Bacterial pneumonia

038.9 Unspecified Septicemia

482.42 Methicillin resist PN d/t staph aureus

790.7 Bacteremia

730.27 Unspec Osteomyelitis ankle&foot

434.91 Unspec Cerbral Art Occlusion

728.88 Rhabdomyolysis

996.72 Cardiac device, implant and graft

482.41 Pneumonia Staph

038.42 Septicemia due to E.Coli

518.81 Acute Resp. Failure

507.0 Pneumonitis due inhal food/vomitus

Top 12 Principal Diagnosis Codes



Top Complex Denials
 by ICD­9 for Secondary Diagnosis

Secondary Diagnosis Codes (63 Codes)
– 17 were 584.9 (Acute Renal Failure)

• RAC wants to remove or switch to 593.9 (Unspec. Disorder Kidney & ureter)
– 9 were 285.1 (Posthemorrhagic Anemia)

• RAC wants to remove this code
– 3 were 518.81 (Acute Respiratory Failure)

• RAC wants to remove this code
– Removing the secondary diagnosis code typically changes the DRG from a DRG with a CC/MCC 

to one without a CC/MCC
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276.1 Hyponatremia

403.91 HTN CKD W/CKD stage V/ESRD

567.22 Peritoneal Abscess

785.52 Septic Shock

428.32 Chronic Diastolic Heart Failure

995.91 Sepsis

486 Pnuemonia

518.81 Acute Resp. Failure

285.1 Acute Posthemorrhagic Anemia

584.9 Unspec. Acute Renal Failure

Top 10 Secondary Diagnosis Codes



Top Complex Denials
 by ICD­9 for Procedure Code

• Procedure Codes (49 Codes)
– 34 were 86.22 (Excisional Debridement)

• RAC wants to switch to 86.28 (Nonexcisional Debridement)
– 5 were 54.59 (Lysis of Peritoneal Adhesions)

• RAC wants to remove this code
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51.51 Explor. Common bile duct

53.01 Oth & open repair direct Ing hernia

06.91 Division of Thyroid isthmus

33.27 Closed Endoscopic biopsy of lung

96.72 cont invasv mech vent 96 consec hr

54.59 Other lysis of peritoneal adhesions

86.22 Excisional Debridement

Top 6 Procedure Codes



Top Complex Underpayments
 by ICD­9

• Principle Diagnosis Codes (38 Codes)
– Common RAC issues found:

• UTI to Sepsis (599.0 to 038.9 or 038.42)
• UTI to Acute Renal Failure (599.0 to 584.5 or 584.9)
• Pneumonia/Pneumonitis to Septicemia (481, 486, 507.0 or 997.31 to 038.2, 038, 038.9, 038.11 or 038.8)

• CHF to Septicemia (428.0 or 428.9 to 038.11)
• Acute Respiratory Failure to Septicemia (518.81 to 038.9)

• Secondary Diagnosis Codes (55 Codes)
– Common RAC issues found:

• Adding the Secondary Diagnosis codes for:
– Acute Renal Failure (584.9)
– Digestive Complications (997.4)
– Pneumonia (486 & 481)
– Acute Heart Failure (428.21 & 428.22)
– Acute Respiratory Failure (518.5 & 518.81)

• Adding the secondary diagnosis code changes the DRG from a DRG without a CC/MCC to one with a CC/MCC

• Procedure Codes ( 10 Codes)
– Common RAC issues found:

• Majority of these claims involve the addition of a procedure code
• Lysis of Adhesions (54.59)
• Invasive Mech vent (96.71)



Medical Necessity
• To date we have received:

– 30 Medical necessity denials 
• All were denied due to care provided in wrong setting         

(inpatient vs. outpatient)
– 4 Inpatient Admission Order denials – the absence of!!

• Diagnosis (top 8 – in descending order)
– Chest Pain  
– Cardiac Arrhythmia & Conduction Disorders
– Heart Failure & Shock
– Syncope & Collapse
– COPD
– Nutritional & Misc. Metabolic Disorders
– Esophagitis, Gastroenteritis & Misc. Digestive Disorders
– Medical Back 
– PTCA



RAC Complex Results



RAC Appeals
79 Appeals submitted (45% of denied claims)

– Won 48 Appeals (86% success rate on appeals)
• Worth $205,055.14
• All at 1st Level of Appeals except 2 (which were at 3rd Level)
• 1 case actually turned into an underpayment & we gained money with the appeal win!

– 15 in the Appeals process (worth $55,852.88)
• 12 at 1st Level of Appeals
• 3 at 2nd Level of Appeals 

– 8 pending Demand Letter to file our appeal
– 8 claims have been unsuccessful in the appeals process & further appeals will not be pursued
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Financial Overview
 For RAC Complex Requests



RAC Page Reimbursement

•299,514 Pages
–

 

Sent to RAC To Date
–

 

Sending all Medical Records to the RAC on CD’s
–

 

Totals for 2010 
•

 

Received 5 Audits
•

 

181,733 Total Pages
–

 

Reimbursed for 175,518 (have 6,215 pages outstanding)
–

 

Total of $22,291.13
–

 

2011 to date
•

 

1st

 

Audit
–

 

Total # of pages –

 

38,406
•

 

2nd

 

Audit
–

 

Total # of pages –

 

37,639
•

 

3rd

 

Audit
–

 

Total # of pages –

 

24,418
•

 

4th

 

Audit
–

 

Total # of pages –

 

17,318



Medicaid Integrity 
 Contractor

 
(MIC) Audits

– Original request
• 5 out of the 7 Acute Care Facilities received request
• $636,299.74 Total at Jeopardy 
• 116 Total Request (only 47 patients)

– Common occurrence - pt’s readmitted within 30 days
– 35 different Principal Diagnosis codes

– Results to date
• No Findings – Total to date 19
• Worth $67,673.74

– Expansion request
• 1 of the original 5 facilities received
• $39,764.00 Total at Jeopardy
• 10 Total Request (only 4 patients)

Received 2 MIC Audits
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 Pneumonia (486)

Atrial Fibrillation (427.31)

Toxic Gastroenteritis (558.2)

Premature Labor (644.03)

Coronary Artery Disease (414.01)

Cholangitis (576.1)

Malignant Neoplasm Lung (162.3)

DM w ith Neurologic Manifest.-Type 1 (250.60 & 250.61)

Infected Prosthetic Device (996.67 & 996.62)

Aftercare Chemo (V58.11)



Other Federal Audit Activity
• CERTS (Comprehensive Error Rate Testing)

– 44 requests 
– 13 Ministry/Affinity Facilities 
– Requests for both Medicare Part A & Part B
–

 

Focused on a total of 77 different codes (Lab tests, Physical Therapy, Clinic Visits, ED Visits, 
Radiological Tests, Injections, Venipunctures, PTCA without stents, Cardiac pacemaker implant, 
circulatory disorders, and others), Wheel chair, Hospital Bed

• PERM (Payment Error Rate Measurement)
– 1 PERM audit received 
– Received by Ministry Hospice

• MAC/FI
– Total of 250 requests received

• All requests have been for Ministry Home Care/Hospice
• 61 denials were received

– 55 have been overturned  (worth $178,574.69)
– 3 remain in the appeals process (worth $7,872.63)
– 1 has been upheld (at level 4) (worth $4,743.00)
– 2 partially upheld (worth $2,527.31)

• Prepayment Probes (From the FI) 
– 520 Prepay Probes
– 12 Ministry/Affinity Facilities received requests
– Issues: Modifier 25, Diagnostic X‐rays, Clinic Visits, Physical Therapy Services, X‐rays of Thoracic 

Spine, Abdominal Ultrasound, Home Health, Hospice and Surgical Debridement





Questions?

• For additional information or to be 
added to the RAC Relief Listserv, 
please direct requests to:

larry.hegland@ministryhealth.org
or
http://groups.google.com/group/rac-relief
or
715-393-2487
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