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Covid-19 pushes revenue cycle into uncharted waters 
Health system upheaval threatens financial sustainability

PHASE I: Mitigate cash crunch 
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Immediate: Mitigate the cash crunch

Double down on AR1
• Redeploy revenue cycle staff to support AR and aggressively work claims

• Consider pairing coders with AR staff to revisit pending denials/underpayments to receive payment prior to Covid-

19 claims surge

• Revisit AR work queues to identify opportunities to sustainably increase speed into the future 

• Consider selling AR for short-term cash injection

Adjust the patient financial experience 2
• Improve eligibility process to prepare for increased 

number of self pay and Medicaid patients

• Waive missed appointment fees in physician clinics

• Determine telehealth rates for services typically 

performed in hospitals for self-pay patients

• Suspend collection calls for 30-60 days

• Develop FAQ around temporary policy changes 

and procedures; post on website and patient portal

• Provide scripting to patient access and call center 

employees around payment policy/ procedure changes

• Extend length of payment plans to reduce monthly 

patient bills

• Update call center “hold” message to inform patients of 

new payment policies available online

• Recheck patient eligibility for discounts and charity care 

in light of income and employment actualities

• Offer payment plan deferment for 30-60 days 

Reallocate revenue cycle staff 3
• Redeploy surplus collections staff to manage customer service call volumes

• Allow CDI Specialist RNs to be redeployed to bedside to meet demand for patient care, but retain the highest 

performers 

• Reassign underutilized access and registration staff to eligibility checks, telehealth visit registration, and pre-

service bill generation

Design your Covid-19 claims strategy4
• Create a flag for all Covid-19 claims and review patient obligation on each to:

– Prevent balance billing on services that should be covered by health plan

– Evaluate out-of-pocket costs for self-pay

• Hold Covid-19 claims until fully confirming federal and state guidance on billing

• Consider billing small batch of Covid-19 claims to see how they are adjudicated before expanding

• Monitor cancelled elective procedures and:

– Prepare to perform additional eligibility checks to see if patient coverage has changed

– Identify which cases had secured preauthorization prior to cancellation; confirm with payers if additional 

preauthorization will be required

– Generate price estimates for all procedures that weren’t generated previously

– Begin to create communication plan around process of rescheduling and payment plan options for those who 

go forward with elective surgeries
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Immediate: Mitigate the Cash Crunch

Work with finance stakeholders across the system6
• Confirm reimbursement policies for Covid-19 cases with managed care:

– Identify the payers committed to no cost sharing 

– Confirm whether payers are fronting the costs or if the health system has to cover it until CMS reimburses

– Determine which payer policies are changing and adapting (e.g., prior authorization)

• Revisit bad debt and charity care projections in light of economic strain 

• Discuss fundraising efforts with philanthropy, including current and future fundraising campaigns 

Prioritize payment accuracy5
• Update chargemaster with new HCPCS/CPT Covid-19 codes

• Train coders, CDI on new CPT and HCPCS codes, ICD-10 for diagnosis

• Create documentation and query templates specific to Covid-19

• Deploy clear processes and revisit expectations around performance metrics such as:

– Holding charts until positive test confirmed

– Recalibrate query rates given physician workload

– Adjust number of chart reviews per day expectations according to volumes

7 Improve debt position 

• Revisit bond covenants and triggers and evaluate likelihood of violating covenants

• Develop closely monitored dashboard with critical metrics (e.g., days cash on hand)
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LEGAL CAVEAT

Advisory Board has made efforts to verify the accuracy of the information it provides to members. This report relies on data obtained from many 

sources, however, and Advisory Board cannot guarantee the accuracy of the information provided or any analysis based thereon. In addition, 

Advisory Board is not in the business of giving legal, medical, accounting, or other professional advice, and its reports should not be construed as 

professional advice. In particular, members should not rely on any legal commentary in this report as a basis for action, or assume that any tactics 

described herein would be permitted by applicable law or appropriate for a given member’s situation. Members are advised to consult with 

appropriate professionals concerning legal, medical, tax, or accounting issues, before implementing any of these tactics. Neither Advisory Board 

nor its officers, directors, trustees, employees, and agents shall be liable for any claims, liabilities, or expenses relating to (a) any errors or 

omissions in this report, whether caused by Advisory Board or any of its employees or agents, or sources or other third parties, (b) any 

recommendation or graded ranking by Advisory Board, or (c) failure of member and its employees and agents to abide by the terms set forth herein.

Advisory Board and the “A” logo are registered trademarks of The Advisory Board Company in the United States and other countries. Members are 

not permitted to use these trademarks, or any other trademark, product name, service name, trade name, and logo of Advisory Board without prior 

written consent of Advisory Board. All other trademarks, product names, service names, trade names, and logos used within these pages are the 

property of their respective holders. Use of other company trademarks, product names, service names, trade names, and logos or images of the 

same does not necessarily constitute (a) an endorsement by such company of Advisory Board and its products and services, or (b) an 

endorsement of the company or its products or services by Advisory Board. Advisory Board is not affiliated with any such company.

IMPORTANT: Please read the following.

Advisory Board has prepared this report for the exclusive use of its members. Each member acknowledges and agrees that this report and

the information contained herein (collectively, the “Report”) are confidential and proprietary to Advisory Board. By accepting delivery of this Report, 

each member agrees to abide by the terms as stated herein, including the following:

1. Advisory Board owns all right, title, and interest in and to this Report. Except as stated herein, no right, license, permission, or interest of any 

kind in this Report is intended to be given, transferred to, or acquired by a member. Each member is authorized to use this Report only to the 

extent expressly authorized herein.

2. Each member shall not sell, license, republish, or post online or otherwise this Report, in part or in whole. Each member shall not disseminate 

or permit the use of, and shall take reasonable precautions to prevent such dissemination or use of, this Report by (a) any of its employees and 

agents (except as stated below), or (b) any third party.

3. Each member may make this Report available solely to those of its employees and agents who (a) are registered for the workshop or 

membership program of which this Report is a part, (b) require access to this Report in order to learn from the information described herein, 

and (c) agree not to disclose this Report to other employees or agents or any third party. Each member shall use, and shall ensure that its 

employees and agents use, this Report for its internal use only. Each member may make a limited number of copies, solely as adequate for 

use by its employees and agents in accordance with the terms herein.

4. Each member shall not remove from this Report any confidential markings, copyright notices, and/or other similar indicia herein.

5. Each member is responsible for any breach of its obligations as stated herein by any of its employees or agents.

6. If a member is unwilling to abide by any of the foregoing obligations, then such member shall promptly return this Report and all copies thereof 

to Advisory Board.
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