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Rethinking Lean: 
Disrupting the Lean Practice Paradigm

Che Miller, MD, FACS, MHCM, CEO, True North Initiatives
Emalee Ligon, MBA, President, True North Clinic
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History of the Economics
HIPAA
• 1996-HIPAA

⚬ Health Information & HIPAA
￭ Established standardized coding for medical services 
￭ Ushered in the Medicare physician fee schedule-MPFS

• Payment = RVU X CF
⚬ RVU = (Work RVU x Work GPCI) + (PE RVU x PE GPCI) + (MP RVU x MP GPCI)

Initial RVU rate-$36.69
Today's RVU rate - $32.36

Hospital reimbursement has kept pace with CPI, 
Physician reimbursement remains flat 

However, average FMV physician salaries have increased

The allocation of Medicare dollars has been preferentially distributed to 
hospitals that then redistribute to physicians in order to keep 

pace with the market 
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Dollars
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SO 
WHERE 

DOES 
THAT 

LEAVE 
US?

Alternative Options
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INTERNALIZE HIGH 
PROFIT PROCEDURES

CASH PROCEDURES ALT. TALENTS PSA GET LEAN

VOLUME

EMPLOYMENT

ALT. PRACTICE 
MODEL

OUTSIDE 
INVESTMENTS

SURG. CENTER, IMG CENTER, 
OTHER BUSINESSES
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Loss due to Reduced 
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Enriched
Medical 
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Traditional Private Practice Model

Intake Vitals Assessment

Diagnosis Treatment Checkout

Document Billing Admin 
Oversight

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Billing
8 min

Admin 
Oversight

10 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Admin 
Oversight

10 min

Clerical
5 min

LPN/MA
8 min

Provider
32 min

Billing
4 min

Billing
4 min

Admin 
Oversight

14 min
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Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Billing
8 min

Admin 
Oversight

10 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Clerical
15 min

LPN/MA
9 min

Provider
30 Min

Treatment
3 min

Admin 
Oversight

15 min

Billing
3 min

Billing
24 min

RN
54 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Enriched Practice Model

Treatment
2 min

Treatment
2 min

Treatment
2 min

Treatment
2 min
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Expenses after inflation
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Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Billing
8 min

Admin 
Oversight

10 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Clerical
15 min

LPN/MA
9 min

Provider
30 Min

Treatment
3 min

Admin 
Oversight

15 min

Billing
3 min

Billing
24 min

RN
54 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Novel True North Model

Treatment
2 min

Treatment
2 min

Treatment
2 min

Treatment
2 min

A strong, ultra-
efficient practice 
cannot operate 

LEAN
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TRUE NORTH MODEL

EFFICIENCY EXCELLENCE EMPLOYEES

True North Private Practice Employees
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Investing in efficiency will grow your revenue opportunity
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Traditional Private Practice Model

Intake Vitals Assessment

Diagnosis Treatment Checkout

Document Billing Admin 
Oversight

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Billing
8 min

Admin 
Oversight

10 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Admin 
Oversight

10 min

Clerical
$15/hr
5 min
$1.25

LPN/MA
$20/hr
8 min
$2.66

Provider
$366/hr

32 min
$192.20

Admin 
Oversight

$30/hr
14 min

$7

Billing
4 min

Billing
4 min

Expenses
Staff - $10.91
Provider - $139.09

Revenue

$150

57

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Treatment
5 min

Checkout
5 min

Document
15 min

Billing
8 min

Admin 
Oversight

10 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Clerical
$15/hr
15 min
$3.75

LPN/MA
$20/hr
9 min

$2

Provider
$366/hr
30 Min
$183

Treatment
3 min

Treatment
2 min

Admin 
$30/hr
15 min
$7.50

Billing
3 min

Billing
$25/hr
24 min

$10

RN
$34/hr
54 min
$30.60

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Treatment
2 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Treatment
2 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Treatment
2 min

Billing
8 min

Novel True North Model

Expenses
Staff - $53.85
Provider - $183
Margin - $213.15

Revenue

$450
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Complete & Total Buy-in

Appropriate Motivators

Management has to 
intimately involved 

with the model

Highly Capable Staff

Untethered Referral 
Source

Progressive Autonomy

58

Recipe Ingredients to circumvent lean reductions

59

Referrals Highly Functioning 
Employees 

Quality
Patient Satisfaction

Organization
Communication

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Intake
5 min

Vitals
3 min

Assessment
4 min

Diagnosis
4 min

Checkout
5 min

Document
15 min

Admin 
Oversight

5 min

Treatment
3 min

Billing
8 min

Treatment
2 min

Treatment
2 min

Treatment
2 min

IMAGINE IF...
60
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RICH & ABUNDANT PRACTICE

QUESTIONS?
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Thank You!
Che Miller, MD, FACS, MHCM
CEO, True North Initiatives 
Che.miller@truenorthsurgery.com

Emalee  Ligon, MBA
President, True North Initiatives 
Emalee@truenorthsurgery.com
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