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Objectives

• Review the essential role of a medical director at an ASC

• Define visionary leadership of a medical director 

• Explore change management opportunities as medical director
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Role of the Medical Director: ASC
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Essential Role

• Support the MISSION of the ASC
• Revenue – Gross? Operating costs? Margins?
• Growth – Case volume? Referrals? Payor?
• Operations – Efficiency? Outcomes?
• Workplace – Patient satisfaction? Employee satisfaction? Reputation?
• Case mix – Shift volume from other pavilions? Surgical access?
• Service Lines/Physician Recruitment – HOPD only? Robotics?

• Mission depends on the governance of the ASC and the 
administrative/executive board
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Essential Role

• Strategic Planning - Mission
• Attend/chair – ASC board meetings - required
• Develop/Review Performance Metrics/KPIs
• Review budgets, operating expenses, OR utilization
• Discuss service lines: Improve existing ones, recruit new ones
• Opportunities for growth, greater referrals

• Operational Efficiencies
• Case Scheduling, Turnover times
• Delays/Cancellations
• Implement QI initiatives – access/throughput
• Case length accuracy
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Essential Role

• Collaboration
• Administrative Staff/Board
• Surgeons
• Anesthesia providers
• Perioperative staff – nurses/PA’s
• Executive committees

• Integration
• Perioperative processes – Appropriate patients, appropriate cases
• Quality Assurance
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Essential Role

• Compliance
• Adherence to ASC policies
• CMS regulations
• CLIA if applicable
• Create/Revise/Follow ASC Scope of Care/Cases Performed

• Accreditation/Licensure
• Follow regulations for accreditation: AAAHC vs. TJC vs. Quad A, etc
• Conditions for Coverage - ASC

• https://www.cms.gov/medicare/health-safety-standards/conditions-coverage-
participation/ambulatory-surgical-centers-asc 
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Essential Role

• Finances
• Financial data – surgical/anesthesia services costs
• Cost containment/Capital expenses

• Vendor Contracts
• CPT Billing/Coding Accuracy
• Supplies
• OR utilization
• Payor Mix

• Payor Contracts
• CMS – approved cases for reimbursement
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Essential Role 

• Credentialing/Privileging
• Approve surgeons/physicians

• Make sure no one is practicing beyond their scope
• Performing approved cases/procedures only

• Approve perioperative staff
• Nurses/APPs/Anesthesia staff

• Marketing
• Surgeons
• Referring physicians
• Payors
• Patients

9

Visionary Medical Director

• BIG PICTURE!!!!!!!!

• Have a vision and know how to fit the pieces together

• Engage staff

• Develop Leaders
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Visionary ASC Medical Director

• What is your purpose? 
• Mission Statement/Purpose
• Create Value
• Low Cost vs. Differentiation

• How will you measure success?
• Performance Measures
• Revenue
• KPIs

• Who is your customer?
• Patients
• Surgeons
• Payers

11

Visionary ASC Medical Director

• Organizational Behavior
• Promote Collaboration
• Encourage “horizontal leadership”
• Develop leadership from within

• Promotes retention, trust, innovation, ownership

• Culture
• “Just culture”
• Incentivize 
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Visionary ASC Medical Director

• 3S’s

• Patient Selection
• Throughput – reduce delays and cancellations

• Patient Safety
• Reduce Transfers/Hospital Admissions/Sentinel Events

• Patient Satisfaction
• Future Referrals/Revenue
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Visionary ASC Medical Director

• Innovation
• Operational Efficiencies
• Investments in people, equipment, technologies
• Pushing the envelope (safely)

• Generation of Ideas
• How can we improve performance?
• How can we increase volume/growth/market share?
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Change Management

• Change Management Agent
• Create a sense of urgency
• Gather data
• Coalition building
• Strategic Vision
• Enlist Volunteer Army
• Remove Barriers
• Generate Short Term Wins
• Sustain Acceleration
• Institute Change
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Change Management Opportunities

• US News and World Report ASC ratings
• Endoscopy, Urology, Orthopedics/Spine, Ophthalmology

• ED Visit Rate, Admission Rate, Cost of Complications, Mortality Rate

• Service lines
• Robotics
• Vascular
• Spine

• Artificial Intelligence
• Predictive Analytics – Preop Optimization
• Better OR utilization
• Billing
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Objectives

• Review the essential role/function of a medical director at an ASC

• Define visionary leadership of a medical director 

• Explore change management opportunities as medical director
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Questions?
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