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Primary Care 
Financial 
Sustainability: 
Meeting the Moment
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Stay grounded in 
the mission

Preparedness for 
budget hardships

Do our part
Engage all team 
members in 
solutions

Use data 
transparently

Prioritize high 
impact 
interventions
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Primary Care 's  Approach
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Setting Goals

5

Increase revenue by 10% in primary care by May 
20261

Phase 1: Consistent provider productivity of 18 
billable encounters  per day2

Phase 2: Optimize billing and coding practices3



Phase 1: Productivity
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Guiding Principles :
• Capture work that is  already happening

• Bill for after-hours phone advice
• “On-the-fly” encounters
• Provider staffing of ancillary services

• Maximize appointment slot utilization
• Share weekly productivity data 
• PDSAs &rapid cycles of change
• Foster innovation and creativity
• Involve every team member: “All hands on deck”
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Figure  1: average  da ily PCP encounters  per day in FY26. Goal is  18.

Figure  4: number of PC nutrition encounters  2024-2026.

Figure  2: number of PC behaviora l hea lth encounters  2023-2026.

Figure  3: number of PC denta l encounters  2024-2026.

Productivity Outcomes



Phase 2: 
Optimize 

Billing and 
Coding

Partner with DPH Revenue  Integrity team

Billing audit to identify mis sed opportunities

Borrow bes t prac tices  from other 
organizations

Automate billing workflows  in Epic

Provider learning labs  on billing 



Community PC Revenue Outcomes: FY23-26 Projections
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FY23-26 revenue 
projections 
demonstrate year-
over-year increase  
from $9M-$27M



Community PC Revenue Outcomes: FY26 Drill-Down
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32% pos itive  variance  between 
reivsed budget and projection:
• $2.7M of variance related to 

increased productivity, billing, 
and collections

• $3.9M of variance related to 
prior year settlement

PC encounter volume FY24-
26 demonstrates  increased 
productivity in FY26 
compared to prior years



ZSFG PC Revenue Outcomes: FY26 
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ZSFG PC Revenue: 
FY25 $37M-->FY26 $40M ($30M annualized)

PC encounter volume FY24-26 
demonstrates  increased volume in 
FY26 compared to prior years



ZSFG PC Revenue Outcomes: 
FY26 Gross Charges
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ZSFG PC Gros s  Charges  per Month:
$7.5M (43%) increase in May 2026 vs. June 2025



Ongoing Revenue Improvements

Maximize Medicare billing
Transition to time-based billing
Consistentlyuse continuity billing code
Modifiers for office-based procedures

Regular review of reports  to correct billing errors

Partner with Revenue Integrity
Multi-year project to increase FQHC 
reimbursement rate
Start billing Medicare pro-fees at ZSFG clinics
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Revenue vs. FTE: Doing More with Less
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While  revenue has  ris en, 
FTE has  fa llen due  to 
progres s ive  budge t 
reductions  in Primary Care



Primary Care: 
Doing Our Part
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Thank you!
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