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You want to increase your compensation? 

Focus on the KPIs you can influence.
• Establish measurable goals. 

• Track performance. 

• Improve the bottom line. 

• Tie compensation to results. 
Come to the table with data. 
Numbers don’t lie.
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Gather Your Data

This is what you will need:

1 The last 12 months of financial income statements in Excel by month

2 Number of Rooms (OR & PR)

3 Case volume by month

4 Number of days open in the month

5 Collections by month 

6 Supply cost data from the financials excluding pass through 

7 Total clinical and non-clinical Payroll hours by month 



©  VMG Holdings LLC.  All Rights Reserved.  |  vmghealth.com

Build Your KPI Tool | Utilization

Using the KPI dashboard template…

Pull the last fiscal year of data and review quarterly case stats and utilization. 
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Key opportunities:

• Reduce cancellation ratio. 

• Increase cases per OR. 

• Improve OR utilization. 

• Identify scheduling issues.

Areas of Improvement for Bonus Leverage

Improve utilization and reduce cancellations.

Target
Bring the cancellation ratio down to 8%

As a result, capture approximately 631 additional cases. 

Revenue opportunity 631 cases × $1,581 = $997K
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Build Your KPI Tool | Revenue

Using the KPI dashboard template…

Pull the revenue section from the prior fiscal year. 
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Key opportunities:

• Improve collection ratio. 

• Increase collections per case. 

• Review payer contracts. 

• Evaluate RCM performance.

Areas of Improvement for Bonus Leverage

Improve collections, evaluate contracts and RCM

Target
Increase collections per case to $1,600 or $19 per case

Revenue opportunity 11,244 x $19 = $214K
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Build Your KPI Tool | Cost per Case

Using the KPI dashboard template…

Pull the COGS per case from the prior fiscal year. 

Supply expense is one of the largest controllable expenses in an ASC.
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Focus on:

• Supply chain management 

• Contracted pricing 

• Purchasing patterns 

• Inventory levels 

• Cost by case type and physician

Areas of Improvement for Bonus Leverage

Control Supply Costs

Target
Improve supply ratio to 30%

Revenue opportunity save ~$1.24M annually
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Build Your KPI Tool | Staffing

Using the KPI dashboard template…

Pull the Payroll and Related Staffing expenses from the prior fiscal year. 
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Focus on:

• Payroll cost per case 

• Labor ratio 

• FTE utilization 

• Hours per case 

• Flex staffing

Areas of Improvement for Bonus Leverage

Manage Labor Costs

Target
Reduce payroll ratio from 32.4% to 28%

Revenue opportunity save ~$755K
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Build Your KPI Tool | Move the Bottom Line

Using the KPI dashboard template…

Pull the Operating expenses from the prior fiscal year. 

Operating expenses are largely driven by fixed and contracted costs.
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Focus on:

• Contracted services 

• Repairs & maintenance 

• Equipment contracts 

• Unnecessary PM agreements 

• Other controllable expenses

Areas of Improvement for Bonus Leverage

Increase EBITDA, set a clear goal

Target
Move the needle from 10.24% to 15%

As a result, increase annual EBIDTA to $2.67M

Revenue opportunity increase EBIDTA by ~$848K
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Bonus Plan

Position Nurse Leader

Base Salary $100,000

Bonus Pool Year 1 20.00%

Potential Annual Bonus $20,000

Quarterly Potential Payout $5,000

Total Potential Annual Income $120,000

Quarterly Bonus Effective Date 1/1/2026
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Tie Your Bonus to Measurable Results

Goal Measurement
Industry 

Standard
Quarterly Goal

Current State

2025 YTD
Weight

Reduce 
Cancellation Ratio

Total cancellations divided 
by total cases. 

Less than 6%
Eligible for Bonus for 

10% or lower
Cancelation rate was 

13.63%
25%

Reduce Supply 
Cost Ratio

Total Supply costs (less 
pass thru items) divided by 

total net revenues.

Less than 30%
Eligible for Bonus with 

Supply cost 30% or less 
COGS Ratio was 

36.96%
25%

Reduce Payroll 
Ratio

Total Payroll costs divided 
by total net revenues. 

Less than 30%
Meet industry benchmark 

high of 30% or less
Payroll ratio was 

32.24%
25%

Increase EBITDA %

Earnings before interest, 
taxes, depreciation and 

amortization

12% to 25% 
(1) Eligible for Bonus for 

15% or higher
Payroll ratio was 

10.24%
25%

(1) Ophthalmology Specific Range based on current case mix is 
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Metric Bonus Results

Goal & Target Q1 Q2 Q3 Q4 Year 1 Bonus

Reduce Cancellation Ratio 1,250 1,250 1,250 1,250 5,000

Reduce Supply Cost Ratio 1,250 1,250 1,250 1,250 5,000

Reduce Payroll Ratio 1,250 1,250 1,250 1,250 5,000

Increase EBITDA % 1,250 1,250 1,250 1,250 5,000

Total Bonus Payout Based on KPIs 5,000 5,000 5,000 5,000 20,000 

Position: Nurse Leader

Base Salary: 100,000 Quarterly Bonus Effective Date 1/1/2026

Bonus Pool Year 1: 20%

Potential Annual Bonus: 20,000 Quarterly Potential Payout 5,000 120,000 

*Quarters based on implementation, not calendar.
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Track your 
progress and 
bonus pay out
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Turn Performance into Compensation

Measure
Establish your baseline using meaningful 

ASC KPIs.

Identify
Find the opportunities that can improve 

revenue and reduce costs.

Set Goals
Establish specific, measurable targets tied to 

financial performance.

Track
Monitor results throughout the year and 

adjust as needed.

Reward 

Results

Tie the bonus to measurable 

improvements—not effort alone.
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Business Ops >
Key Indicator Tracking & Reporting

Available to 
eSupport 
Members

Financial Dashboard & Comp/Bonus Plan  
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(800)-832-0609CONTACT US:

Additional questions? 
Would you like to learn more?

Let’s dive deeper. Contact us today! 

Thank youNancy.Stephens@vmghealth.com
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The leading 

online membership for 

ASC nurse leaders who want 

to run a compliant, efficient, 

and profitable ASC with confidence.

RUN NING AN AS C CAN B E OVERWHE LMING
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Join our 
Facebook Group

A place to connect, support, 

and network with other ASC 

managers all over the country.
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Upcoming Webinars

DATE CE WEBINAR TOPIC SPEAKER

OCT 30 60
RN,

CASC ASC Coding and Reimbursement Challenges
Kirk Mack, COMT, COE, CPC, 
CPMA
VMG Health

NOV 23 20
Staying Ahead of the Surveyor: Key Findings and Focus Areas for 
2026

Lisa Nagle, RN
VMG Health

DEC 18 60
RN,

CASC A Guide to ASC Risk Assessments
Debra Stinchcomb, MBA, BSN, 
RN, CASC
VMG Health

Registration opens each month on vmghealth.com
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2026
WEBINAR 

CALENDAR



©  VMG Holdings LLC.  All Rights Reserved.  |  vmghealth.com

Help Shape the 
2027 eSupport 
Webinar Lineup.
Complete a brief survey to tell 
us what topics you want to see 
in the 2027 webinar program.
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