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Compliatric Where Compliance HappensFollow
Federally Qualified Health Centers (FQHCs) play a crucial role in delivering quality care to underserved communities.  Understanding and addressing the gaps in compliance, services and patient care is essential for continuous improvement and sustainability.  

The goal of this webinar is to provide health center staff, administrators, and stakeholders with the necessary insight to conduct comprehensive assessments, identify gaps and implement effective strategies for improvement.  This webinar will discuss the essential components of a comprehensive gap analysis and is designed to:

•	Explore methodologies to pinpoint gaps.
•	Explain the process for conducting thorough assessments utilizing key performance indicators.
•	Identify strategies and best practices for the creation of action plans.
•	Ensure alignment with HRSA Health Center Program Requirements.
•	Emphasize the importance of patient feedback to foster a culture of patient centered care.

Who Should Attend:
Health center leadership, quality improvement staff, compliance officers, clinical staff and anyone interested in optimizing operations and services within an FQHC.Read less
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	1. www.compliantfqhc.com
Unveiling the Blueprint:  The Components of a
Comprehensive Gap Analysis for a Community
Health Center
COMPLIATRIC WEBINAR SERIES
Michelle Layton BSN, MBA
Inﬁdium Healthcare Solutions
Jennifer Genua-McDaniel, BA (Hons), CHCEF
Genua Consulting, LLC
 


	2. Disclaimers
⚫ This presentation  is not endorsed by Management Strategists
Consulting Group (MSCG).
⚫ This presentation is not endorsed by Health Resources Services
Administration (HRSA) or the Bureau of Primary Health Care
(BPHC).
⚫ Not employed by MSCG or BPHC.
⚫ Independent Consultants who are contracted to conduct
Operational SiteVisits (OSV), provide Technical Assistance and
assist health centers with interim leadership and OSV preparation.
⚫ This information should not be considered legal advice.
Confidentiality Notice: This document is conﬁdential and contains proprietary information and intellectual property
of Infidium Healthcare Solutions and Genua Consulting. Neither this document nor any of the information contained
herein may be reproduced or disclosed under any circumstances without the express written permission of the
aforementioned parties.
 


	3. Agenda
⚫ Understanding a  Gap Analysis
◦ Definition/Purpose
◦ Benefits and Outcomes
⚫ Key Components of a Gap Analysis
◦ Current Health Center Assessment
◦ Identification of Objectives
◦ Analysis of Gaps
◦ Strategies for Addressing Gaps
◦ Monitoring and Evaluation
⚫ Case Study
⚫ General Considerations
 


	4. Definition and Purpose
Definition
A  gap analysis is a process used to assess the differences between
the current state of healthcare services provided by the health
center and the desired or optimal state
Purpose
The purpose of a gap analysis is to do the following:
◦ Compare best practices and regulatory requirements currently in place
at a health center
◦ Determine the gaps between the health center’s current practices and
identified best practices and regulatory requirements
◦ Identify new practices that will be implemented by the health center
 


	5. Benefits and Outcomes
⚫  Identification of gaps in service offerings and/or delivery
⚫ Enhancement of service delivery
⚫ Adherence to compliance and regulatory requirements
⚫ Optimization of resource allocation
⚫ Enhancement of quality improvement
⚫ Contributes to strategic planning efforts
 


	6. What Does HRSA  Say?...
⚫ Health Center SiteVisit Protocol (SVP)
◦ Chapter 5 (Clinical Staffing)
◦ Chapter 11 (Key Management Staff)
 


	7. KEY COMPONENTS OF
A  GAP ANALYSIS
 


	8. Current Health Center  Assessment
Understanding the
history of the Health
Center
History and challenges
Transitions within the organization
Reviewing past and
current data
Organizational structure
Interview staff (confidential discussions)
Review clinical and financial information
•Financial packets, Clinical quality packets,
patient satisfaction, Operational
benchmarks
Evaluating staff
capabilities, resources
and infrastructure
Provide additional training for staff to
complete tasks
What supplies/equipment are needed for
successful clinical workflows?
 


	9. Set Clear Objectives  of the Analysis
• Reviewing the mission/vision to align with the Health
Center’s objectives
• Is the strategic plan reasonable?
• What is the goal of the analysis?
• Improve areas of opportunity
• Restructure the organization
Defining clear and measurable goals
• Identify benchmarks and targets for improvement
• Is there an “investment” to meet benchmarks?
• Follow through to make improvements
Setting priorities based on identified
gaps/opportunities for improvement
 


	10. Analyzing Gaps
• Spending  time in each health center
department
• Sitting in the waiting room
• Evaluating workflows
Comparison of data
provided during the
initial assessment to
determine whether it
is reflective of what
the health center is
doing
• Identifying “bottlenecks”
• Not closing chart =not able to
bill=outstanding A/R
• Providers unable to see patients because of
credentialing/privileging challenges
Identifying specific
areas of
opportunities
 


	11. Strategies for Addressing  Gaps
Identify gaps within different departments being
analyzed
• Administration, Finance, Clinical
• Correlation between departments may be identified
• Identify if resources need to be allocated differently
• Ex. Match employee skillset with health center roles
Implement best practices to improve workflows
• Identify if other health center’s best practices can be implemented
• Remember- “ratios” of workforce are unique to each health center
 


	12. Monitoring and Evaluation  of
Implementation of Best Practices
Develop key
performance indicators
Ex. Increase patient visits, explore
adding staff, identify potential
revenue
Regular monitoring of
changes
Report as a quality improvement
project
Not all identified changes may be
implemented right away
Keep staff informed
Celebrate successes!!
 


	13. GAP ANALYSIS CASE
STUDY
-One  Health Center’s Journey-
 


	14. Gap Analysis Case  Study
Current Health Center Assessment
⚫ FQHC with 150
employees
⚫ Many lines of business
◦ Ryan White
◦ Title X
◦ Foundation/Fundraising
◦ Housing
⚫ Clinical Lines:
◦ Medical
◦ Behavioral Health
⚫ Providers work an 8-hour
day
⚫ Behavioral Health
◦ 5 patients per day
⚫ Medical (mix of physicians
and mid-levels)
◦ 10 patients per day
 


	15. Gap Analysis Case  Study
Current Health Center Assessment
⚫ Data Collection Process:
◦ Review current organizational structure
◦ Interview staff within various departments
◦ Interview with billing company
◦ Review financial statements
◦ Review clinical reporting structure
◦ Review and evaluation of staffing profile/productivity
◦ Interview clinical leadership, clinical staff and front
desk staff
◦ Interactive participation in clinical workflows
 


	16. Gap Analysis Case  Study
Analysis of Gaps (Admin/Fiscal)
• New leadership team
• CEO had 10 direct reports
• CFO/COO did not want to give up operational control of COO tasks; COO role was
not being completed
• Outsourced billing to a billing company but no dedicated staff at the health center to
work denials/other billing issues
• Front desk not collecting nominal fee (sliding fee) or co-pays
• HR Department had 1.0 FTE (General Counsel). General Counsel completing all HR
functions
• Credentialing was being completed by Director of Program for the Health Center
• Director of Program for the Health Center did not have a dedicated Medical Director,
Quality Director
 


	17. Gap Analysis Case  Study
Analysis of Gaps (Clinical)
Lacking a Deputy Director, Quality
Coordinator/Manager, Clinic Manager
Front Desk Staff lacking necessary skillset and
customer service skills
Interim Medical Director in need of additional
mentorship
Significant silos between Primary Care Services and
Behavioral Health
Lack of Psychiatric Provider with Prescriptive
Privileges
Scheduling templates allow for primary care
appointment times well above industry standards
 


	18. Gap Analysis Case  Study
Analysis of Gaps (Clinical)
Clinical support staff to provider ratio is below industry standards
No shows significantly impact productivity for Behavioral Health
HIV prevention services not provided at the Primary Care Site and
service hours reduced due to the COVID-19 Pandemic
Clinical Support Staff not working to the upper limits of their scope
Inefficient clinical workflows
Lack of Quality Improvement Program
Provider productivity and HRSA compliance significantly impacted by
all of the above
 


	19. Gap Analysis Case  Study
Strategies for Addressing Gaps (Admin/Fiscal)
⚫ CFO/COO position requires two separate people
⚫ Add COO (1.0 FTE) role to oversee all the Director of
Programs including the Health Center
⚫ Recommended training and technical assistance to CFO
on health centers and fiscal responsibilities
⚫ Recommended front desk training on customer service
and collecting nominal fees/revenues
◦ Have a dotted line from front desk to CFO and COO
and/or Director of Program (Health Center)
 


	20. Gap Analysis Case  Study
Strategies for Addressing Gaps (Admin/Fiscal)
⚫ Recommended 1.0 FTE additional billing staff that is
dedicated to the health center
● Medical Group Management Association (MGMA)
standard- 2.7** billing staff per physician (average)
**This ratio is dependent on various factors**
⚫ Add 2.0 FTE within the HR Department (total of 3.0
including General Counsel)
● Focus on credentialing of staff
● Work with Director of Programs (Health Center) for
privileging component
● Onboarding of staff, personnel issues
● Overall HR compliance issues
 


	21. Gap Analysis Case  Study
Strategies for Addressing Gaps (Clinical)
⚫ Determine if vacancies can be filled internally. If not, focus on
recruitment
⚫ Revise scheduling templates for Primary Care Services to align with
industry standard best practices
◦ New Patient Appointment – 30 minutes
◦ Follow-Up Appointments – 15 to 20 minutes
◦ Procedures – 30 minutes (dependent on procedure)
⚫ Validate all clinical support staff are working at the upper limits of
their scope
⚫ Standardize clinical workflows to streamline efficiencies
◦ Where do patients wait for and obtain lab services?
 


	22. Gap Analysis Case  Study
Strategies for Addressing Gaps (Clinical)
⚫ Increase the clinical support staff to provider ratio to 1.25:1 or
1.50:1 to align with industry standards
*Dependent on the appointment length and scope of service being provided
⚫ Increase productivity expectations to reflect the following MGMA
and NACHC benchmarks:
◦ MD/DO – 20 patients per day
◦ FNP/PA – 16 patients per day
*Dependent on staffing profile, allocation of clinical space, patient panel. Will
require addressing gaps in scheduling templates, skillset of clinical support staff,
evaluation of clinical support staff to provider ratios and clinical workflows
 


	23. Gap Analysis Case  Study
Strategies for Addressing Gaps (Clinical)
⚫ Recruit a 1.0 FTE Psychiatric Nurse Practitioner to provide medication
management, reduce wait times for external Psychiatry and reduce
no-shows for Behavioral Health
⚫ Imbed a 1.0 FTE Behavioral Health Therapist into Primary Care Services to
facilitate warm hand-offs
⚫ Implement an integrated Behavioral Health Model of Care and train staff on
fundamentals
⚫ Integrate HIV prevention services into the Primary Care Services location
to ensure access to care
⚫ Develop a Quality Improvement/Assurance Program that aligns the HRSA
Requirements (Chapter 10, HRSA Health Center Compliance Manual and
 


	24. GENERAL
CONSIDERATIONS
  


	25. Considerations…
• Increasing patients  seen
• Not leaving “money” on the table
• Investing in staff to diversify workflows
Adding non-revenue staff may mean:
• Are health center specific
• Dependent on FTEs, provider specialty, number of exam
rooms
• Types of patients seen (ex. quick visits versus chronic
visits)
Best practice ratios:
 


	26. Considerations…
• Alleviates anxiety
•  Encourages transparency
• Discourages misuse of the
process
Explain the
process to staff
• Provides credibility with staff
• Set reasonable goals
• Evaluate on a continuous basis
Follow through on
recommendations
 


	27. Resources
⚫ HRSA Health  Center Program Compliance Manual
◦ HRSA Compliance Manual
⚫ Health Center Program SiteVisit Protocol
◦ HRSA SiteVisit Protocol
⚫ MGMA Benchmarking Success:The Essential Guide for
Medical Practice Management, 2nd
edition
◦ MGMA.com
 


	28. Resources
⚫ What is  the Right Billing Staff to Provider ration for a
physician practice?
◦ RTACPA.com
◦ This article has calculations based on FTE’s
⚫ Gap Analysis Facilitator’s Guide
◦ AHRQ.gov
⚫ Health Equity Gap Analysis Tool
◦ Quality Improvement Collaborative
 


	29. Have Additional Questions?
Marketing@fqhcwebinar.com
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