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Key Observations
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Summary
Physician practices nationwide ended 2021 with sizeable gains 

in physician productivity and revenues relative to the fourth 

quarter of 2020, but mounting expenses and high levels of 

investments/subsidies required to support practices continue  

to be areas of concern.

The median Investment/Subsidy per Physician Full-Time 

Equivalent (FTE) was above late 2019 and late 2020 levels 

throughout 2021. Total Direct Expense per Physician FTE also was 

above Q4 2020 levels throughout 2021 and above pre-pandemic 

levels for the last three quarters of the year, even as clinical and 

front desk staffing levels declined.

Investments, Compensation, and Productivity

The median Investment/Subsidy per Physician FTE rose to $263,001 

for the fourth quarter of 2021, and was up 9.9% from $239,274 in 

Q4 2020. The metric was up 5.9% compared to the third quarter 

of 2021, driven in part by a 16.3% year-over-year increase in Total 

Direct Expense per Physician FTE that mitigated physician 

revenue and productivity gains.

Investment/Subsidy levels increased across most specialties. 

Obstetrics and Gynecology (Ob/Gyn) had the largest increase, up 

22.5% from Q3 to Q4. Hospital-based Specialties—which include 

Hospitalists and Intensivists—had a slight 1.1% decrease in 

per‑physician investment/subsidy for the quarter.

Actual paid Physician Compensation per FTE was up compared 

to the fourth quarters of 2019 and 2020, both nationally and 

across most specialty groups. The national median was $342,198 

in Q4 2021, up 3.3% from Q3. Physician Compensation per work 

Relative Value Unit (wRVU) increased 3.2% from Q3 to $58.15 in 

Q4 2021. Physician productivity, measured as Physician wRVUs 

per FTE, rose 3.5% compared to Q4 2019 and was up significantly 

at 21.9% compared to the last quarter of 2020.

Health system leaders should be mindful to consider both intrinsic 

and extrinsic factors affecting physician practice performance 

going forward. While many of the challenges of 2020 and 2021 can 

be attributed to the COVID-19 pandemic, it is clear that some 

systems are taking action to counter unsustainable physician 

investments/subsidies.  
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Revenue and Expenses

Not surprisingly, Net Revenue per Physician FTE also increased 

with higher patient volumes and physician productivity, performing 

above pre-pandemic levels for the last three quarters of 2021. The 

metric rose to $695,088 in the fourth quarter, up 7.4% from the 

previous quarter. Primary Care had the biggest increase in Net 

Patient Revenue per Physician FTE at 12.9% from Q3 to Q4, as 

more patients sought care that may have been deferred during 

the height of the pandemic and before 2022 copays kicked in.

Net Revenue per Physician wRVU increased 4.1% from $103.17 in Q3 

to $107.44 in Q4 2021, but remained slightly below the Q4 2020 level 

of $108.21. The data continue to show that physician productivity is 

the primary driver of fluctuations in this metric, with recent 

changes in payments and fee schedules having minimal impacts.

Total Direct Expense per Physician FTE continued to climb, 

reaching $955,281 in the fourth quarter. That is up significantly 

from prior years at 9% versus Q4 2019 and 16.3% versus Q4 2020. 

Expenses increased across all specialty cohorts from Q3 to Q4 2021. 

Health system leaders would be well served to take a hard look 

at their direct expenses and look for ways to bend this cost curve 

moving forward.

Clinical and front desk staffing levels declined for the quarter, with 

Support Staff FTEs per 10,000 wRVUs down 5.8% from Q3 to Q4. 

The metric was up 4.3% compared to Q4 2019 but down 16.6% from 

the first year of the pandemic in Q4 2020. Primary Care providers 

experienced a material decline in Support Staff FTEs per 10,000 

wRVUs to below pre-pandemic levels. This decrease is driven by a 

combination of increased patient visits, the CMS increase in wRVUs 

for Evaluation and Management (E&M) codes, and a growing 

number of staff vacancies due to nationwide labor shortages.

Summary (continued)
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Key Takeaways
1.	 Overall physician enterprise productivity is above pre-pandemic levels.

Relative to pre-pandemic levels, productivity per physician (and net revenue per physician) have 
increased markedly.

2.	 Investment/Subsidy levels per physician rose nationally.

Physician investment/subsidy increased from Q3 to Q4 2021, continuing the trend of higher investment/ 
subsidy levels per employed physician compared to pre-pandemic levels. While the national median for 
the metric was up, there was material variation at the geographic and specialty levels. 

3.	 The impact of COVID-19 on Q4 physician enterprise performance was negligible.

While continued spread of the Delta variant and emergence of the Omicron variant may have caused 
some hyper-localized disruptions, overall physician enterprise production was above pre-pandemic levels 
in the fourth quarter of 2021.

4.	 Labor expenses and shortages are posing significant operational challenges

The number of Clinical and Front Office Support Staff FTEs per 10,000 wRVUs decreased markedly over 
the past year while labor costs increased. At least three forces appear to be driving this shift, including 
increased office visits, increased wRVUs per visit (driven in part by CMS 2020 wRVU changes), and 
increased staffing challenges and associated costs.

http://kaufmanhall.com
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Key Performance Metrics (Median) Q4 2021

Change from 
Q4 2020 to Q4 

2021 Q4 2020 

Change from 
Q4 2019 to Q4 

2021 Q4 2019

Investment/Subsidy per Physician  $263,001 10%  $239,274 10%  $239,024 

Physician Compensation per FTE  $342,198 6%  $322,359 8%  $316,338 

Physician Compensation per wRVU  $58.15 -11%  $65.04 6%  $54.99 

Physician wRVUs per FTE 5,689 22% 4,669 4% 5,496

Net Revenue per Physician FTE  $695,088 19%  $582,730 9%  $637,953 

Net Revenue per Physician wRVU  $107 -1%  $108 -2%  $110 

Total Direct Expense (including APPs) per 
Physician FTE  $955,281 16%  $821,248 9%  $876,041 

Clinical and Front Office Support Staff per 
10,000 wRVUs  2.91 -17%  3.49 4%  2.79 

Key Performance Metrics Summary
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Investment/Subsidy  
per Physician
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Source: Kaufman Hall Physician Flash Report, January 2022

The median Investment/Subsidy per 
Physician Full-Time Equivalent (FTE) 
increased 5.9% from Q3 to $263,001 in 
Q4 2021. That is up 9.9% from Q4 2020 
and up 10% from Q4 2019.

Investment/Subsidy per Physician FTE 
increased from Q3 to Q4 for four of five 
regions, but declined in the West. The 
Midwest had the greatest increase, rising 
39.9% to a median of $192,731 in Q4.

http://kaufmanhall.com
http://kaufmanhall.com


PHYSICIAN FLASH REPORT  January 2022

10©2022 Kaufman, Hall & Associates, LLC | kaufmanhall.com

Hospital-Based
Specialty

Medical
Specialty

Ob/Gyn Primary Care Psychiatry Surgical
Specialty

$0

$100k

$200k

$300k

$400k

$500k

$600k

$700k

Q4 2019 Q4 2020 Q1 2021 Q2 2021 Q3 2021 Q4 2021 Medians

Subsidy (Loss) per Physician FTE
By Specialty Cohort - 25th, 50th, 75th %-tile

Source: Kaufman Hall Physician Flash Report, January 2022

Investment/Subsidy per Physician FTE 
rose from Q3 to Q4 in five of six 
specialties. Ob/Gyn had the biggest 
quarter-to-quarter increase at 22.5%. 
Hospital-based Specialties had only a 
slight decrease at 1.1%.
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Compensation
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Source: Kaufman Hall Physician Flash Report, January 2022
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The median Physician Compensation per 
FTE rose to $342,198 in Q4, up 3.3% from Q3 
and up 6.2% from Q4 2020. Compared to a 
median of $316,338 before the pandemic in 
Q4 2019, the metric was up 8.2%.

Physician Compensation per FTE 
increased from Q3 to Q4 across all 
specialties. Ob/Gyn had the largest 
quarter-to-quarter increase, rising 9.6% 
to $382,051 in the fourth quarter.
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Source: Kaufman Hall Physician Flash Report, January 2022
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Physician Compensation per Work 
Relative Value Unit (wRVU) rose 3.2% 
from Q3 to Q4, for a second quarterly 
increase after dropping significantly in 
Q2. The metric was down 10.6% versus 
Q4 2020 but up 5.7% from Q4 2019.

Physician Compensation per wRVU rose 
across five specialty cohorts from Q3 to 
Q4. Medical Specialties had the biggest 
increase at 11.1%, and Primary Care 
was the only cohort to see a decrease, 
down 2.2%.
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Productivity and  
Revenue
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Source: Kaufman Hall Physician Flash Report, January 2022
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Physician wRVUs per FTE increased 5.2% 
from Q3 to a 2021 peak of 5,689.4 in Q4. 
The metric was up 21.9% from the fourth 
quarter of 2020 and up 3.5% from 
before the pandemic in Q4 2019.

Physician wRVUs per FTE were up from 
Q3 to Q4 across five of six specialties. 
Hospital-based Specialties had the 
biggest increase at 16.6%, while 
Psychiatry had the only decrease at 1.3%.
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Source: Kaufman Hall Physician Flash Report, January 2022

Net Patient Revenue per Physician FTE 
(including APPs) was $695,088 in the 
fourth quarter, up 7.4% from Q3. The 
metric increased 19.3% compared to 
Q4 2020 and was up 9% from $637,953 
in Q4 2019.

Net Patient Revenue per Physician wRVU 
(including APPs) rose 4.1% from Q3 to 
$107.44 in Q4. Year-over-year, however, 
it was down 0.7% from Q4 2020 and 
down 2.2% from Q4 2019.
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Expenses and  
Support Staff
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Source: Kaufman Hall Physician Flash Report, January 2022
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Total Direct Expense per Physician FTE 
(including APPs) rose 6.3% from Q3 to 
$955,281 in Q4. Compared to prior 
years, it was up 16.3% from the fourth 
quarter of 2020 and 9% from the fourth 
quarter of 2019.

Total Direct Expense per Physician FTE 
(including APPs) increased across all 
specialties from Q3 to Q4. Psychiatry and 
Primary Care had the biggest increases 
at 14.3% and 11.7%, respectively.
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Support Staff FTEs per 10,000 wRVUs 
were down 6% from the third to the 
fourth quarters. The metric was down 
16.6% from the fourth quarter of 2020 
but up 4.3% compared to the same 
quarter in 2019.

Support Staff FTEs per 10,000 wRVUs 
decreased across three specialties and 
increased for two from the third to the 
fourth quarters. Primary Care had the 
biggest quarter-to-quarter decrease 
at 15.5%.

http://kaufmanhall.com
http://kaufmanhall.com


PHYSICIAN FLASH REPORT  January 2022

20©2022 Kaufman, Hall & Associates, LLC | kaufmanhall.com

About the Data
The Physician Flash Report uses actual data over the last three years 
sampled on a recurring monthly basis from Syntellis Performance 
Solutions. The dataset contains more than 100,000 providers 
(physicians and APPs) from 100 different specialties. The sample 
includes physician data from across the United States from a range 

of practices, from family medicine physicians to neurosurgeons, 
and from single physician practices to large academic physician 
groups. Advanced statistical techniques are used to standardize 
data, identify and handle outliers, and ensure statistical soundness 
prior to inclusion in the report. 

Map of Regions General Statistical Terms

	◾ Range: The difference in value between the maximum 
and minimum values of a dataset

	◾ Average (Mean): The average value of an entire dataset

	◾ Median: The value that divides the dataset in half, the middle value

	◾ 1st Quartile: The value halfway between the smallest number and 
the median

	◾ 3rd Quartile: The value halfway between the median  
and the largest number

	◾ Interquartile Range (IQR): The difference between the 
3rd Quartile and the 1st Quartile (Q3 – Q1).
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Northeast/
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What Is a Box Plot?

A box plot is a graphical description of the distribution of data through three quantities of the 
dataset: 1st quartile, median, and 3rd quartile. The trend line does not represent a particular 
value but is present to highlight the trend in medians between bars.

Evaluating the Plot

The box plot to the left contains three related vertical bars:
	◾ The bottom of each bar represents the 1st quartile (25th percentile)
	◾ The diamond between the top and bottom of the bar is the median value of the dataset.
	◾ The top of each bar represents the 3rd quartile (75th percentile)
	◾ The orange line shows the trend between the bars

Measure Definitions:

	◾ Investment/Subsidy per Physician FTE: Subsidies represent net 
patient service revenue minus total direct expense. Subsidies 
are divided by physician FTEs.

	◾ Physician Compensation per wRVU: Total physician 
compensation divided by Work RVUs.

	◾ Physician Compensation per FTE: Total actual compensation 
paid for the period divided by physician FTEs; does not account 
for accrued physician incentives.

	◾ Physician wRVUs per FTE: Physician Work RVUs divided by 
physician FTEs.

	◾ Net Revenue per Physician wRVU: Net revenue divided by 
Work RVUs.

	◾ Net Revenue per Physician FTE: Net revenue divided by 
physician FTEs.

	◾ Total Direct Expense per Physician FTE: Total expense divided 
by physician FTEs.

	◾ Support Staff FTEs per 10,000 wRVUs: Support Staff FTEs 
divided by 10,000 Work RVUs. Support Staff includes front office 
and clinical support staff. Work RVUs are adjusted by provider 
FTEs to assess productivity.

About the Data (continued)
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To learn more

Please visit the Kaufman Hall website at kaufmanhall.com,  
or call 847.441.8780 to talk with our experts.

For media requests

Contact Haydn Bush at hbush@kaufmanhall.com

Cynthia Peters Arnold 
Senior Vice President
Kaufman, Hall & Associates, LLC
carnold@kaufmanhall.com

Matthew Bates
Managing Director
Physician Enterprise Service Line Lead
Kaufman, Hall & Associates, LLC
mbates@kaufmanhall.com
406.285.1652 | mobile

For more information contact

Contacts
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