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9 KPIs for 
Comprehensive 
Practice

www.EyeCodeEducation.com

Christopher Wolfe, OD, FAAO, Dipl. ABO
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Common Understanding

www.EyeCodeEducation.com

Step #1 •Billing and Coding

Step #2 •Is it Routine or Medical?

Step #3 •Dropping Vision Plans
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We Help Practices Implement Effective Systems
To care for patients à  build wealth

www.EyeCodeEducation.com

Step #1
• Analyze Your Data

Step #2
• Master Billing and Coding

Step #3
• Know Your Protocols

Step #4
• Integrate Protocols with Total Patient Care M
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9 KPIs for Comprehensive Practice

www.EyeCodeEducation.com

Typical KPIs Are Not Enough – But They Are Important

• ~$400 is Average

Revenue/Exam (Refraction)

• ~$402 is Average
• $800,000/49/5/8 = ~$408

Revenue/OD Hour
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Beware of the 
Dopamine Hit

www.EyeCodeEducation.com

Christopher Wolfe, OD, FAAO, Dipl. ABO
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Real World Examples - EyeMed
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Prescription Eyewear Routine Eye Exams
Medical Eye Care Contact Lenses
Other

Optical RECIEPTS On the Day of Service

Today You Collect ($323):
• Copay: $10
• Frame: $76
• Lens: $198
• Optomap: $39

MBA Average Capture Rate (43%):
• Consider 20 patients/day
• 9 purchase glasses - $2907
• 11 get exam only - $539
• Money in the bank TODAY: $3,446
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Assume a $70 Copay
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Prescription Eyewear Routine Eye Exams
Medical Eye Care Contact Lenses
Other

Medical RECIEPTS On the Day Of Service

Today You Collect $70/patient
• Consider 20 patients/day
• $1,400
• Money in the bank TODAY: $1,400
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37%

28%

7%
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11%

Prescription Eyewear Routine Eye Exams
Medical Eye Care Contact Lenses
Other

Which Is Better?

Routine
•Money in the bank 

TODAY: $3,446

Medical
•Money in the bank 

TODAY: $1,400
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Real World Examples - EyeMed
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Prescription Eyewear Routine Eye Exams
Medical Eye Care Contact Lenses
Other

Optical RECIEPTS AFTER CHARGEBACKS AND COGS

You MAKE ($291.85):
• Exam: $10 +$55
• Frame: $76 + $81.54 - $84.15
• Lens: $198 - $83
• Optomap: $39

MBA Average Capture Rate (43%):
• Consider 20 patients/day
• 9 purchase glasses - $2,626.65
• 11 get exam only - $1,144
• Money in the bank TODAY: $3,770.65
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Assume Medicare National Average
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Prescription Eyewear Routine Eye Exams
Medical Eye Care Contact Lenses
Other

Medical RECIEPTS After Payment and COGS

Assume 99213 and 92083/Patient
• Consider 20 patients/day
• 99213: $90.88
• 92083: $63.25
• Total: $154.13
• Money in the bank TODAY: $3,082.6
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Prescription Eyewear Routine Eye Exams
Medical Eye Care Contact Lenses
Other

Which Is Better? – Delayed Payments/Chargebacks

Routine
• Money in the bank AFTER 

CHARGEBACKS: $3,770.65

Medical
• Money in the bank AFTER FULL 

PAYMENT: $3,082.6
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9 KPIs for Comprehensive Practice

www.EyeCodeEducation.com

Master Billing and Coding - 992X3/992X4 Ratio

• Often prescribe more medications or perform more procedures than 
their peers.

992X3/992X4 ratio < 1

• Often prescribe less medications or perform less procedures than 
their peers.

992X3/992X4 ratio 1 to 1.5

• Often underestimate the complexity of the care they are providing 
and overutilizing lower-level codes. 

992X3/992X4 ratio > 1.5
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Problems for the Profession & 
Problems for Patients

www.EyeCodeEducation.com

CMS Data Analysis
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Problems for the 
Profession & 
Problems for Patients

CMS Data Analysis 0
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CMS Data Analysis

% of GA ODs Billing Less Than 
11 VF in 1 Year 86%

% of GA ODs Billing Less Than 
38 VF in 1 Year 91%

Problems for the Profession & 
Problems for Patients
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9 KPIs for Comprehensive Practice

www.EyeCodeEducation.com

Know Your Protocols

• 92083/92015
• 92133/92015
• 92020/92015

Glaucoma

• 92134/92015
Macular Dz

• 92250/92015
DM and Peripheral Retinal Dz

• 92285/92015
Ocular Surface Dz
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Problems for the Profession & 
Problems for Patients

www.EyeCodeEducation.com

CMS Data Analysis
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CMS Data Analysis

% of GA ODs Billing Less Than 
11 Special Tests in 1 Year 80%

% of GA ODs Billing Less Than 
38 Special Tests in 1 Year 85%

Problems for the Profession & 
Problems for Patients
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9 KPIs for Comprehensive Practice

www.EyeCodeEducation.com

Example Report - Increased Annual Potential by almost $90,000
This year, we want you to focus on:

1. Normalizing your 992X3/992X4 ratio to be closer to 1.0
1. Chart analyzed #37969216 - should be level 4, chronic condition progressing w/ 

prescription medication
2. Increasing your 92020/92015 ratio and 92083/92015 ratio closer to your 92133/92015 

ratio.
1. Evaluate your glaucoma protocol.

3. Increasing your 92133/92015 and 92134/92015 ratio closer to your 92250/92015 ratio.

By implementing the above recommendations, particularly adjusting service ratios to
benchmarks, your practice has a potential annual revenue increase opportunity as
follows:

• Gonioscopy and Visual Field Adjustments: $4,120 combined potential increase.
• Level 3 to Level 4 Adjustment: $39,959 potential increase.
• Optic Nerve OCT and Macular OCT Adjustments: $44,731 combined potential increase.
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