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Large Hospitals and Health SystemsLarge Hospitals and Health Systems
Industry Immersion SessionIndustry Immersion Session
Moderator:

Cheryl L. Wagonhurst – Partner – Foley & Lardner LLP

Panelists:

Paul Belton – Vice President, Corporate Compliance – Sharp Health Care

Michelle Cooper – Vice President, Corporate Responsibility Officer – Catholic Health 
Initiatives

John Steiner – Chief Compliance Officer – UK Healthcare, Lexington, Kentucky
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Catholic Health Initiatives (CHI)Catholic Health Initiatives (CHI)

• Current strategic focus:  Growth, quality of care, stewardship, and 
“One CHI” - centralization and standardization of core functions

• Statistics for FY ended 6/30/07
– 2nd Largest Catholic Health Care System in the country
– 72 hospitals, 42 long term care facilities, and 2 community health 

service organizations in 20 states
– 1.8 million inpatient days, 4.3 million outpatient visits, 650,000 long term 

care days, 40,000 home care visits, 635,000 residential days, and 3.5 
million physician visits

– Approximately 65,000 employees 
– $11.4 billion in assets and $7.7 billion in operating revenue 
– Cost of community care and unpaid cost of Medicare = $842 million
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Catholic Health Initiatives (CHI)Catholic Health Initiatives (CHI)

– Bond rating AA

– Approximately 47 market based organizations and associated local
fiduciary boards along with one corporate fiduciary board
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SHARP HEALTHCARESHARP HEALTHCARE

• Sharp Healthcare is a not-for-profit integrated regional health care 
delivery system based in San Diego

• Sharp includes four acute care hospitals, three specialty hospitals 
and three medical groups plus a full spectrum of other facilities and 
services.

• Sharp was named a recipient of the 2007 Malcolm Baldrige National 
Quality Award and was the first health care system to be named a
gold-level award recipient by the California Council for Excellence 
(CCE) for the California Awards for Performance Excellence (CAPE) 
program, the state-level affiliate of the Baldrige Award, in 2006.

• Sharp’s passion for caring is shared by 2,600 physicians and 14,000 
employees.
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• Established in 1957, consisting of the medical, nursing, health 
sciences, public health, dental and pharmacy patient care activities 
of the University of Kentucky in Lexington, Kentucky

• UK HealthCare facilities include UK Chandler Hospital, Kentucky 
Children’s Hospital, UK HealthCare East, Kentucky Clinic, Kentucky 
Clinics North and South

• Points of Interest:
– Medical Center faculty:  about 1,000

– Medical Center staff:  6,000+
– UK Chandler Hospital attending physicians:  630

– UK Chandler Hospital residents:  about 500
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– More than 80 specialty programs and services including the  Center for 
Advanced Surgery, Minimally Invasive Surgery Center and Transplant 
Center

– More than 140 outreach clinics and programs
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Overview Overview –– Compliance Program Organizational Compliance Program Organizational 
Challenges and Suggested Solutions for Large Challenges and Suggested Solutions for Large 
Hospitals and Health SystemsHospitals and Health Systems

I. Organizational Challenges – Roles & Responsibilities and 
Suggested Solutions

II. Organizational Challenges and Suggested
Solutions – Implementation of the elements of an effective 
compliance program

III. Organizational Challenges and Suggested
Solutions – Substantive Risk Areas
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I.I. Organizational Challenges Organizational Challenges –– Roles & Roles & 
ResponsibilitiesResponsibilities

• Corporate board vs. governing board
• The Compliance Officer 
• Interface with Departments of the hospital and systems
• Legal Department
• Human Resources
• Quality/Clinical Effectiveness
• Governance
• Documentation/Billing/Coding
• Investor Relations
• Government Relations
• Information Privacy and Security
• Staff Interaction/Staff Mentoring
• Succession Planning
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I.I. Organizational Challenges Organizational Challenges –– Roles & Roles & 
Responsibilities Corporate board vs. governing boar dResponsibilities Corporate board vs. governing boar d

• Roles and duties of corporate board, governing board and board 
compliance oversight committees in supporting compliance program

• Reporting information to corporate board and board oversight 
committee

• Reporting information to local governing boards and board oversight 
committee

• Board Reports, Board Packets

• Conflict?



www.hcca-info.org | 888-580-8373 10

I.I. Organizational Challenges Organizational Challenges –– Roles & Roles & 
Responsibilities Corporate board vs. governing boar dResponsibilities Corporate board vs. governing boar d

• “Delegated Accountability”
• How Accomplished?
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I.I. Organizational Challenges Organizational Challenges –– Roles & Roles & 
Responsibilities Interface with Departments of the Responsibilities Interface with Departments of the 
hospital and systemshospital and systems

• Compliance Officer’s interface with Departments that support the 
Compliance Program
– Corporate board vs. governing board
– The Compliance Officer 
– Interface with Departments of the hospital and systems
– Legal Department
– Human Resources
– Quality/Clinical Effectiveness
– Governance
– Documentation/Billing/Coding
– Investor Relations
– Government Relations
– Information Privacy and Security
– Staff Interaction/Staff Mentoring
– Succession Planning
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PLAN
Monitor
Audit

Remediate

ASSESS

IMPLEMENT

Compliance Program Process

Assess : Compliance office, administrators, faculty, risk assessments
Plan: Compliance office, compliance committees
Implement : Compliance committees, delegated responsibilities, compliance   

‘indicators’, compliance resources (e.g. software, training and 
education)

Monitor/Audit/
Remediate: Self- monitoring, focused audits, department annual 

reports/dashboads and remedial steps/action plans
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I.I. Organizational Challenges Organizational Challenges –– Roles & Roles & 
Responsibilities Interface with Departments of the Responsibilities Interface with Departments of the 
hospital and systemshospital and systems

• Specific issues of coordination with legal department
– Seeking advice from lawyers (internal/external)

– Attorney/client privileged reviews
– Conflict?

• Specific issues of coordination with human resources department
– Coordination of Investigations
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Commitment to compliance/organization culture
• Code of Conduct/Policies/Procedures
• Education & Training
• Monitoring & Auditing
• Effective Lines of Communication
• Responding to detected offenses & corrective action
• Compliance as an element of employee performance & enforcement 

of Disciplinary Guidelines
• Measuring effectiveness
• Risk Assessments
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Board and Organizational Support of Compliance Program
– How do you raise awareness, sophistication and engage participation 

from your Board and Board Oversight Committee?
• Education

– How often do you educate vs communicate with the Board?
– What topics have you found success?

» Ethics
» Recent settlements 

• Communication
– Does the Board see the Report Cards/Dashboards?
– Does the Board approve all initiatives?
– Is Board involved in strategic planning?
– Are some of these activities deferred to the Board Compliance Oversight 

Committee?

• Board operations and self assessments used to improve 
governance process
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Code of Conduct and Policies & Procedures
– What policies do you have?

• Gifts and Gratuities
• Conflict of Interest

• Non-Retaliation

• Deficit Reduction Act
• Laboratory Policies-Reflex Testing

• Diagnostic Imaging Test Order Modification

• Excluded Provider

• HIPAA Privacy and Security

– Can you demonstrate that you follow your policy consistently?

– How do you document compliance with the policy?

– Example: Sharp’s and CHI’s Policies
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Education & Training (a discussion of approaches to the unique 
challenges of large systems)
– Content

• How do you keep content creative and fresh?
• What formats/styles do you use?

• Topics:
– Do you effectively integrate tone at the top, P&Ps, hotline and auditing trends, and 

the Code?
– Are you focusing on improving  outcomes (accuracy in coding, billing, etc.)?
– Are there specific risk areas for focused education?

• Purchased content or developed?
– Has anyone found a good product/vendor they are using
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

– Methodology
• Web based applications require Learning Management Systems (LMS). 

What vendors are making it easy?
• How often (annual, quarterly?) and what topics are you focusing on? 

• Do management and staff have different education?

• Does the format/style of education being offered vary based on the audience 
(e.g., board, employees, physicians)?

• How do you track and monitor education?

– CIA Requirements (how do you handle CIA challenges)
• Specific staff with more specialized education (coding, billing, cost reporting)

• New hires, returns from LOA, promotions to management positions,
vendors, long-term contracted individuals, volunteers

– Certifications (Management and Staff)
• Awareness of fraud and abuse

– Vendor Education
• Breadth and scope
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Monitoring & Auditing
– Do you data mine?

– Are you using a compliance report card/dashboard?
– Where do you focus your attention?

• Complaints

• Risk assessments or audits
• Voluntary disclosures

• Published risk areas

• Recent settlements

– How much of your time is spent auditing?

– What resources do you use for auditing and monitoring?
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

– How do you use the results?
• How well is it shared for inter-departmental learning purposes?

– Are the results of auditing/monitoring built into the organization’s 
compensation model? 
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

Effective Lines Of Communication

• Monthly Reports
• Word of Mouth
• “Open door” policy
• Hotline
• Web-based reporting tools
• Exit Interviews
• Other
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

Responding to Detected Offenses & 
Corrective Action

– Role of Human Resources

– Plan

– Closing the loop

– Paying back the money

– Disclosure
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Compliance as an element of employee performance & enforcement 
of disciplinary guidelines

• Rewarding for exceptional compliance/disciplinary action for non-
support of program – Does it work?  Is it consistently applied?

• Use of Bonus Programs/Compliance Incentive Program
• Role of Human Resources

• Role of Compliance Committee
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Effectiveness (can you answer the tough questions?)
– How do you know your organization is ethical?

– How do you know your compliance program is effective?
• Measurement

– What are you measuring? 7 elements? Culture to do the right thing? Awareness? 
– What are you benchmarking? 
– What tools do you use?

• Methodology
– Focus on an effective process for preventing, detecting and correcting?
– Example: Demonstrating process to Malcolm Baldrige

• National Quality Award Surveyors
– Systematic Processes
– Ethics Surveys
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Healthcare is compliant when it:

Key Benchmarking Areas
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II.II. Organizational Challenges Organizational Challenges –– Implementation of the Implementation of the 
elements of an effective compliance programelements of an effective compliance program

• Risk Assessments
– What are you assessing and how often?

• External Risks
– OIG, DHS, Patients/stakeholders, competitors/ vendors

• Internal Risks
– Internal practices

– Internal or external?
• Based on expertise

• Who are the best external auditors?

– What is the Compliance team’s role in your organization’s Enterprise 
Risk Management Process?

– External Program Assessments
• Frequency
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Corporate Compliance Projects LogCorporate Compliance Projects Log
As of As of Sample Format for Audit CommitteeSample Format for Audit Committee

STATUS OF MAJOR COMPLIANCE MATTERS
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

CSCC

Hospital Group Practice

Clinical Services Compliance Committee (CSCC)Clinical Services Compliance Committee (CSCC)
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Clinical Services Compliance Committee 
Matters
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk Areas Substantive Risk Areas 
and Moreand More

• Quality
• Medicaid Enforcement
• Physician and Other Source Arrangements – Stark II, III
• Clinical Trials
• Research
• Claim development and submission
• Document Coding/Billing

– MS DRG’s

• Data integrity and security – CMS audits
• CIA/CCA
• Policy/Bill/Regulation changes
• Vendors, Third Party Billing Companies
• IRS focused and general audits
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

• OIG/AHLA recent guidance to Boards of Directors
• Substandard care/medically unnecessary surgery – when does 

compliance officer step in?
• Parallel tracks of reviews
• Use of outside review organizations
• System-wide review?
• Managing the cost of effective compliance
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

Medicaid Enforcement

• Medicaid Integrity Program (MIP)
– 100 New Staff
– $50 million now, $75 million next fiscal year

• Medicaid Integrity Contractors (MICs)
– Audits, data mining, reporting tools, enforcement support

• Medicaid Integrity Program (MIP)
• Creation of independent Medicaid Inspector General
• State False Claims Acts
• New Penal Statutes
• Revenue Recovery Audits
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

Physician Arrangements

• Stark – Multiple changes/phases/confusion
– Tracking physician non-incidental benefits/gifts – how well is this 

managed?

• Laboratory/Pathology
• DFRR and impact
• Employed physicians
• Information technology – what can and cannot be provided to non-

employed physicians?
• Arrangement with physician family members – whose monitoring 

this?
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

Clinical Trials
• Research Compliance Coordinating Committee:

– Environmental Health Safety Director

– Health Care Enterprise Chief Compliance Officer

– Legal Counsel – Research
– Office of Research Integrity Director

– Office of Sponsored Projects Administration Director

– Research Faculty (3)
– Center for Clinical & Translational Sciences Director

– Division of Laboratory Sciences Director

– Controller’s Office

• Healthcare Operations Research Sub-Committee
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

Coding/Billing

• Recovery Audit Contractors
– National Expansion

• MS DRG’s
– Coding education and reviews; creative and cost effective methods for 

training staff involved in the revenue cycle
– Financial ramifications

• Clinical Documentation Programs
• Specialty Coding

– Interventional Radiology/Cardiology

• Keeping up with the Jones’s – Is your charge master up to date?
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

• Settlement and Negotiation
• Review of other CIA’s
• CCA vs. CIA
• General Counsel Teamwork
• Scope and Ramifications
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

• Dissection of the CIA
– Strategic Plan, Timelines, Accountability

• “System wide” Implementation
• Leverage of CIA
• Press Releases/Public Relations/System Awareness
• Similar Settlements



www.hcca-info.org | 888-580-8373 41

III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

• Independent Review Organization (IRO) Selection & OIG Approval
– Experience & Cost

• Details & Definitions
– Scope of Applicability/Education

– Material Deficiencies
– Overpayments

• Implementation
– Compliance Committee
– Sub Committees/Specialty

– Compliance Liaisons
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III.III. Organizational Challenges Organizational Challenges –– Substantive Risk AreasSubstantive Risk Areas

• Legislative Committee
• Ombudsman
• Monitoring of Bulletins/Dissection
• Centralization of Communication

– Distribution/Routing Verification

• Automation via Software (E-mail) Alerts
• Interpretive Compliance Bulletins
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Questions


