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Learning Objectives

• Outline the top ten strategies to lower overhead costs in your 
practice

• Analyze the most common staffing mistakes affecting your 
costs 

• Determine how to eliminate inefficiencies and make your 
practice more productive 



Medical Group Management Association (MGMA) 

Three options for reducing medical practice overhead:

1. Increase productivity: Get more bang for the buck

2. Reduce costs: Get the same bang for fewer bucks

3. Improve business operations: Get more bucks for the bang

http://s36.a2zinc.net/clients/mgma/mgma17/Custom/Handout/Speaker0_Session1341_1.pdf


PE ownership worsens quality, raises costs, according to BMJ review
Published July 24, 2023   Sydney Halleman

•Nine out of 12 studies that analyzed cost found higher costs to patients or payers at care sites 
owned by PE firms — the “most consistent pattern” in the review, researchers said.

•Of the 27 studies looking at healthcare quality, 12 found harmful impacts as a result of PE 
ownership. Just three found beneficial impacts. PE ownership’s impact on health outcomes and 
costs to operators was mixed, and the review couldn’t draw definitive conclusions as a result, 
researchers said.

https://www.healthcaredive.com/editors/shalleman/






• “You will either step forward into growth 
• or you will step back into safety.” 

• Abraham Maslow







Better-performing practices use benchmarking 
and patient surveys, study finds

• According to a recent report from MGMA, better-performing 
medical practices use formal surveys to gauge patients' satisfaction 
with their practices. 

• More than 30% of these practices benchmark the results to other 
practices, and more than 60% educate physicians about behavior. 
In addition, better-performing practices spend more on 
information technology operating expenses and reported less bad 
debt to fee-for-service activity per full-time-equivalent physician



# 1 Reducing Staffing Costs

• Mergers/ Expense share
– Reduce FTES per MD by sharing staff

• Use Per Diem staff esp. MAs
– Train well

•  Scribes
– Potential Medical Students
– Outsourced  e.g. ScribeAmerica





Virtual Services – Mine since last year
• www.Poweredbooks.com     Bookkeeping 

AP, and reconciliation = QuickBooks 
experts

• www.Prialto.com – Virtual assistant 
– No Work Comp
– No Payroll taxes
– No ADP fees

• www.hellorache.com – excellent medical 
office staff

http://www.poweredbooks.com/
http://www.prialto.com/
http://www.hellorache.com/


Reducing Staffing Costs

• Create job descriptions 
–  hold staff accountable, e.g., A/R ratios

• Create incentives
– reward staff for ideas that make or save the 

practice money

. 



AMA News  1.9.12



Peter Drucker's brilliant 
47-year-old idea could 
transform healthcare

“The most successful organizations will cultivate a culture of 
decision making on the front-lines, by instituting processes and 
methods that support and encourage it.”

Dunn, Lindsey. “Peter Drucker’s brilliant 47-year-old idea could transform healthcare.” Becker’s Hospital Review. September 17, 2014. http://www.beckershospitalreview.com/healthcare-blog/peter-drucker-s-brilliant-
47-year-old-idea-could-transform-healthcare.html

http://www.beckershospitalreview.com/healthcare-blog/peter-drucker-s-brilliant-47-year-old-idea-could-transform-healthcare.html
http://www.beckershospitalreview.com/healthcare-blog/peter-drucker-s-brilliant-47-year-old-idea-could-transform-healthcare.html


Control Overtime 
Non-Exempt  - Entitled to Overtime

• Usually Non- Exempt
– RNs, LVNs, Medical Assistants, X-Ray/Techs
– Billers
– Receptionists, Surgery Schedulers
– Medical Records
– Physician Assistants now non-exempt in CA

• Overtime must be authorized by 
Supervisor







#2 Evaluate Benefits Yearly

– Cost Sharing

– High Deductible Plan with Health Savings Accounts

– Set amount per Employee

– PEO – Employee leasing



# 3 Office Space  
• Rent 

•  Extend hours

•  Share space - cost per MD goes down

•  Billing/ A/P  move to less costly space

•  Medical Records Room still have charts?  Move off 
site to storage and repurpose the space

• Negotiate leases carefully



#4  Analogy  - MDs & Advanced 
Practice Clinicians (NP, PA,) 
& RNs, Estheticians

“Physicians performing all work is similar to 
automotive engineers changing sparkplugs”

Frees up MD to perform more difficult work,  
expand the practice, increase net income







#5 Injectables, Medical & Office 
Supplies

• “Just in Time” Inventory

• Use Inventory Control Systems

• Play vendors off each other for better prices

• Don’t overstock – may expire



Inventory Tracking Form

Supply
Items

Inventory
Standard

Supplies
to Order

OK’d Date Arr./
Backorder

Invoice
No.

Date
Paid

Check
Number

cotton
balls

3 cases 1 case DP 7/21 071715 8/1 1724









Discounts

• Pay bills on time -  2% net 

• Malpractice insurance 
•  Negotiate group rates
• Take advantage of any discounts offered by your malpractice carrier by 

completing risk management surveys, attending seminars or on site audits

• Local/State Medical Association discounts for insurance/services/Purchasing 
Groups



Go Green

• Reuses envelopes received in the mail for daily 
deposits

•  Use the back side of old faxes

• Pens, fax paper and receipts are less expensive if 
purchased in bulk 



#6 Legal/Accounting

• QuickBooks – Train managers 
–  prepare profit loss reports internally 

• Maximize Your Tax Deductions within the 
law

• CPA Motto – 
– “Pigs get fat, Hogs get slaughtered”



# 7  Eliminate Clutter

• Cross Cut Shred  all unnecessary paper

• Organize files neatly, saves staff time looking for things



Organization saves Labor Costs



As demands such as flexibility and efficiency shape the future of medical office design, adaptive 
design solutions like Compass System, created by Continuum and Herman Miller Healthcare, 

enable a better patient experience and greater efficiency.



Storage

• Cost Benefit – Selling and getting rid of 
storage versus the cost

• Repurpose Medical Records Room
– Exam room or med spa
– Scan and shred records 

• Contact malpractice carrier for advice on length of 
retaining records.  



# 8  Implement Financial policies
• Collect Copayments and Deductibles 

Before Seeing Patients

• Charge patients for completing forms

• Charge for missed appointments 

• Add patient payment option to website



Implement Financial policies

• Copy the patient’s insurance cards at every visit 

• Scan patient insurance cards and driver’s licenses into your practice management (PM) 
system

• Load contract allowables in your PM system so you know when you are not being paid 
correctly by contract

• Post charges daily

• Have providers submit charges within 24 hours or institute financial penalties.  







# 9 Office equipment

•  Buy Used Reconditioned Equipment and 
Furniture 

–  EBAY, DOTMED.com. Laser Co. 
– Used Furniture Stores – Tech companies that 

go out of business.
– Evaluate Copier/Fax/Scanner needs – used 

equipment EBAY.com, Amazon 



#10  Telephone Management

• Automated Systems for Text Reminders, Callbacks 

• Website Maps for directions

• Telephone
– Negotiate reduced cell phone/long distance
– Review telephone bills – controls on long distance



Telephone Management 
Scheduling 

• On-line scheduling – Patient Portal

• Hires outside pooled secretarial service to answer 
phone and schedule patients – e.g. Ruby 
Receptionist www.ruby.com 

• Hires at home staff person to carry cell phone and 
schedule

http://www.ruby.com/


Software to Reduce No Shows

• Lumahealth.com 

• Phreesia.com 

• Fills cancellations with waiting list



Text messaging 



SAVE TIME, MAKE MONEY

Practice Patterns that Contribute to
Higher Overhead

• Coming in late, running staff into overtime

• Stay on time, can see another 2-3 patients per day



“Have you been waiting long?”



Patient Waiting times
Which cities, states have the shortest physician wait times? Beckers Hospital 
review March 24, 2016

• Wait time and patient ratings are correlated. Physicians with higher ratings on 
Vitals' website had shorter patient wait times. Here is a breakdown of the wait time 
from the highest rated physicians (5 stars) to the lowest rated physicians (1 star).

• 5 stars — 12 minutes and 56 seconds
• 4 stars — 18 minutes and 19 seconds
• 3 stars — 21 minutes and 40 seconds
• 2 stars — 26 minutes and 11 seconds
• 1 star  —  33 minutes and 1 second



• How have you reduced overhead expenses??

• Group Discussion



QUESTIONS?

• Email Debra Phairas

     dphairas@practiceconsultants.net

• (415) 764-4800
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