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the solutions that can overcome them.
	 A gap analysis can either give 
decision-makers a comprehensive 
overview of the entire practice or 
focus on a particular function, such 
as billing, accuracy of coding to pre-
vent denials, information technology, 
or operations. This allows doctors 
and office managers to determine 
whether the practice has the resourc-
es needed to meet their goals and 
objectives. The gap analysis helps the 
practice focus its efforts and make in-
formed decisions. After the gaps are 

identified, the gaps are categorized as 
high, medium, and low priority.
	 The larger gaps between expec-
tations and experiences or between 
“what is” and “what should be” gen-
erally lead to patient dissatisfaction. 
Therefore, measuring these gaps is 
the first step to patient satisfaction. 
Having the realistic ability to reach 
identified strategic goals and targets 
puts your practice at a distinct ad-
vantage. This inevitably leads to bet-
ter patient care, enhanced reputa-
tions both on- and off-line, more new 
patients, and greater productivity.
	 If you conduct patient surveys 
of your practice, you will also find 
unmet needs in your practice. Cer-
tainly, all the unmet needs or gaps 
can’t be solved, but the ones that 
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A 
gap analysis can be used 
by a medical practice to 
determine what steps 
need to be taken to move 
from its current state to 

the desired, future state. Gap analysis 
consists of the following steps:
	 1) Listing characteristic factors 
(e.g., attributes, competencies, perfor-
mance levels) of the present situation 
(i.e., “what is”);
	 2) Listing factors needed to 
achieve future objectives (i.e., “what 
should be”); and
	 3) Highlighting the gaps that exist 
and need to be filled.

	 Gap analysis forces a practice to 
reflect on the current situation and 
what can be done in the future to 
bridge the identified gap.
	 Medical practices are different 
from other services or products. Doc-
tors and hospitals are in charge of far 
more serious aspects of our patients’ 
needs and wants than any other pro-
fession or occupation, with the pos-
sible exception of an airline pilot! 
Often there are gaps between what 
patients request and what we deliver 
in the services we provide.

Benefits of Conducting a Gap 
Analysis
	 A gap analysis can help you un-
derstand and prioritize problems and 

deficiencies by identifying gaps that 
need to be overcome. Once you un-
cover the gaps, it becomes easier to 
quantify them and identify the work 
effort that will be required to address 
them. Certainly, you are likely to 
identify several gaps that need to be 
bridged, but once discovered, you can 
prioritize them so that the largest gaps 
or the ones that are affecting patients 
the most can be addressed first.
	 Gaps usually appear in one of 
three categories: people, processes, 
and technology.

	 • People gaps, for example, might 
be that the staff or an employee lacks 
the right skill set, or that their job de-
scriptions aren’t clearly defined.
	 • Processes gaps might include 
redundancies or unclear handoffs be-
tween steps in a process. One exam-
ple is asking patients to fill out insur-
ance forms and health questionnaires 
each time they have an appointment. 
This irritates patients and results in 
inefficiency in patient flow.
	 • Technology gaps would include 
situations such as incompatibility be-
tween the computer system at the prac-
tice and the one used by the hospital.
	 Each type of gap requires a sim-
ilar approach: identify the gap; find 
the cause; and then provide the solu-
tion. A thorough gap analysis can help 
identify the gaps, their root cause, and 

Here’s how to close the gaps 
in your practice.

Zap Your Gaps

By Kendra Reed, PhD, and Neil Baum, MD
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Gaps usually appear in one of three categories: 
people, processes, and technology.



www.podiatrym.comSEPTEMBER 2020 |  PODIATRY MANAGEMENT 

134

OFFICE ISSUES

patients are complaining about wait-
ing four to six weeks to have access 
to the practice and then waiting near-
ly 60 minutes after their appointed 
time to be seen by the physician, you 
have identified a significant gap that 
needs fixing. Don’t forget to ask your 
employees for gaps in what they are 
experiencing in the workplace.
	 Also, look at your online reviews. 
Anything less than a score of 3.5 out 
of 4.0 should be cause for concern, 
because that indicates that there is a 
gap between patients’ expectations 
and the experience they received.
	 Don’t forget to ask your employ-
ees for gaps in what they are experi-
encing in the workplace. If you notice 
increased employee turnover and see 
that employees are leaving after a short 
period of employment and not even 
giving two weeks’ notice that they are 
leaving, you have identified a gap that 
needs fixing. An efficiently conducted 
gap analysis is designed to improve the 
entire practice, including deficiencies in 
the staff. If your employees are better 
motivated and enjoying more satisfac-
tion at work, there will be less turnover, 
enhanced productivity, and, ultimately, 
happier patients and happier doctors.

Key Elements of Effective Gap 
Analysis
	 In gap analysis, you typically list 

appear over and over 
again should be given a 
high priority.
	 Gap analysis also ap-
plies to your internal cus-
tomers; that is, your staff. 
Gaps between their expec-
tations and their work ex-
periences can lead to low 
morale and poor produc-
tivity as well as increased 
and costly turnover of 
your employees.

Identifying the Gaps
	 A gap often reveals itself when 
a patient or staff member expresses 
a need that is not being met. Such 
gaps often are identified by listening 
to our patients and our staff. Think 
about your patients and which of their 
needs are not being met. For example, 
if patients are having to wait weeks 
or months to obtain an appointment, 
this is a gap that should be bridged or 
repaired. Yes, it may fuel the doctors’ 
egos to feel that they are in demand 
by having a long wait-time, but this is 
not meeting patients’ expectations or 
their needs. Another example is seen 
when patients call the office or e-mail 
the doctors with a question and do not 
have the call returned or e-mail an-
swered in a timely fashion… currently 
a reasonable response time is 24 hours.
	 Gaps also can be identified by 
conducting a survey of your patients. 
This survey can be a formal one, such 

as those that can be created at no cost 
on SurveyMonkey.com, or informal, 
as when you look at online reviews of 
your practice. Another type of infor-
mal survey that will identify gaps is 
merely to ask patients about their ex-
perience with your practice. The key 
here is to speak to the patients and 
your staff and identify what are their 
pain points or what are their needs.
	 Other gaps in your practice might 
include revenue and productivity, 
profit, market share, patient com-
plaints, or staff issues such as absen-
teeism or frequent turnover.
	 For example, if surveys show that 

Gaps (from page 133)

Continued on page 136
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in 18 months, or increasing annual profit from $.5 million 
to $.75 million over the same time period. An orthopedic 
surgeon might consider a gap to fill as increasing your 
market share for hip replacement surgery in the three 
zip codes around your office from 5% to 8.5%. Finally, if 
you have patients waiting to obtain an appointment, then 
consider goals of decreasing wait times for a new appoint-
ment from four to six weeks to no more than two weeks and 
decrease the time waiting to be seen by the doctor once 
they arrive in your office from the “is” of 60 minutes to less 
than 15 minutes.

Next, consider the future state or the ideal condition 
you’d want your practice to be in or the “should be.” This 
state can be highly specific (e.g., increase by three new 
patients a day, decrease no-shows from three to five to one, 

or better yet, zero), or generic (e.g., enhance morale in the 
workplace). Your gap analysis template should record all 
the changes you would like to make as they correspond to 
the current state (Figure 2).

Look for Causes Before Providing Solutions
Start looking for causes or gaps. This is where the rubber 
hits the road and you identify the factors responsible for 
the difference between your current and future desired 
state. Only after identifying the causes of any problems can 
you then use this template to come up with a remedies and 
action plans to zap the gaps.1

The next part of your gap analysis template should list 
all the factors responsible for the gap identified in the pre-
vious column. This list should be specific, objective, and 

Figure 1. A gap analysis designed to reach the goal of attracting new patients.

Figure 2. Template for gap analysis.    Figure 2: Template for gap analysis.
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   Figure 1: A gap analysis designed to reach the goal of attracting new patients.

Don’t forget to ask your employees 
for gaps in what they are experiencing 

in the workplace.
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the whole practice) or narrow (e.g., 
staff morale in the collections depart-
ment). The analysis can be quantita-
tive (e.g., currently see 25 patients per 
day); qualitative (e.g., patients are not 
taking their medications properly); or 
both. The key thing is to be specific 
and factual with an emphasis on iden-
tifying weaknesses or shortcomings.
	 Other examples of gaps to be filled 
might include the practice’s revenue; 
for example, increasing revenue of 
your practice from $1.25 million to 
$1.75 million in 18 months, or increas-
ing annual profit from $.5 million to 
$.75 million over the same time period.
	 Finally, if you have patients wait-

ing to obtain an appointment, then 
consider goals of decreasing wait 
times for a new appointment from 
four to six weeks to no more than two 
weeks and decrease the time waiting 
to be seen by the doctor once they ar-
rive in your office from the “is” of 60 
minutes to less than 15 minutes.
	 Next, consider the future state or 
the ideal condition you’d want your 
practice to be in or the “should be.” 
This state can be highly specific (e.g., 
increase by three new patients a day, 
decrease no-shows from three to five 
to one, or better yet, zero), or generic 
(e.g., enhance morale in the work-
place). Your gap analysis template 
should record all the changes you 
would like to make as they corre-
spond to the current state (Figure 2).

Look for Causes Before Providing 
Solutions
	 Start looking for causes or gaps. 
This is where the rubber hits the 
road and you identify the factors re-
sponsible for the difference between 
your current and future desired state. 
Only after identifying the causes of 
any problems can you use this tem-
plate to come up with remedies and 

elements in the practice’s current state, 
then list its desired state, and formulate 
a comprehensive plan to fill in the gap 
between these two states, i.e., the cur-
rent situation or the “is” and the future 
or improved state or “should be” (Fig-

ure 1). The first step in gap analysis is 
identifying your current state and your 
future desired state.
	 Every gap analysis starts with 
taking an honest look at an existing 
situation or your current state. Then 
you list the areas you’d like to see im-
proved. Your focus can be wide (e.g., 
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Gaps (from page 134)

Continued on page 138

Every gap analysis starts 
with taking an honest look 

at an existing situation 
or your current state.
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action plans to zap the gaps.1

	 The next part of your gap analy-
sis template should list all the factors 
responsible for the gap identified pre-
viously. This list should be specific, 
objective, and relevant. For example, 
poor prescreening of employees can 
be responsible for increased workplace 
absenteeism, or patients having to wait 
four to six weeks for an appointment 
can result in an increase in no-shows.
	 The last step in the gap analysis is 
to list all the possible solutions or rem-
edies for bridging the gap between the 
current and ideal state. These remedies 
should directly address the factors or 
causes that you have identified as pro-
ducing the gap. For example, having 
patients complete their demographic 
information and health questionnaire 
online before coming to the office will 
reduce their wait time in the reception 
area. The remedies must be action-ori-
ented and specific, such as arranging 

automatic prescription refills in order 
to enhance patient compliance with 
their medications. You might consider 
hiring a physician assistant in order 
to shorten the time a patient needs to 
wait to gain access to the practice.

Bottom Line
	 American healthcare is becoming 
fragmented, and patients are left with 
a less than optimal experience during 
their interactions with doctors, hospi-
tals, and payers. Most physicians are 
experiencing time constraints, making 
it difficult for them to enhance the doc-
tor–patient relationship. Also, spending 
more time with patients has the ad-
ditional detractor that additional time 
spent with patients typically is not re-
imbursed. As a result of such barriers, 
gaps are generated in the doctor–pa-
tient relationship. Conducting a gap 
analysis is the first step to identifying 
the problem, finding the cause of the 
problem, and then proceeding to the 
solution of “zapping the gap.” PM
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