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About Newbrier

Financial Excellence for fantastic rural hospitals

Newbrier helps rural hospital leaders achieve financial excellence by strengthening executive
performance. We partner with strong hospitals to embed disciplined leadership routines that turn clarity
into confident action without adding headcount. Our work helps leaders become Results Fanatics and
keep their hospitals strong and positioned for growth.
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Results-Ready Financials for Rural Hospitals

Financial information that arrives after decisions are made is not conservative.

It is irrelevant.

In too many rural hospitals, financial statements are issued only after most of the next month is over, the staffing
schedule is set, and the cash has already moved. At that point, numbers can be reviewed, explained, and debated, but

they cannot change outcomes.

That lag costs more than most leaders admit.

When results are unclear, leaders rely on instinct. Instinct feels decisive. It often feels earned. But cash does not respond

to confidence. It responds to timing.

Results-ready financials compress the distance between what happened and what leadership can still influence. In a rural
hospital with thin margins, tight staffing, and limited access to capital, that distance is the difference between steering

and reacting.
This is not an accounting issue.

It is a results problem.

Delayed Information

Financial statements arrive after the
month is over, staffing is set, and
cash has moved. Numbers can be
reviewed and debated but cannot
change outcomes.

Instict Over Data

When results are unclear, leaders
rely on instinct. It feels decisive and
earned. But cash does not respond

to confidence; it responds to timing.

The Gap

Results-ready financials compress
the distance between what
happened and what leadership can
still influence. That distance is the
difference between steering and
reacting.
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Where Results Are Lost

In many rural hospitals, results are lost during the close, not because people are careless or uncommitted, but because
the financial process is built to explain the past rather than influence what happens next.

A long close stretches the distance between operational reality and leadership response. Volumes change daily. Labor
costs rise quietly with each schedule adjustment. Cash moves continuously. Yet leadership often waits days or weeks for
financial information to arrive in a form that feels safe enough to use. By the time the numbers are final, the opportunity
to respond has narrowed or disappeared entirely.

Results-ready financials exist to close that gap. They are designed to surface meaningful signals early, while there is still
room to adjust course. Their purpose is not to deliver perfect answers, but to provide timely, credible insight that
supports real decisions.

If financial information cannot influence
staffing, spending, or pacing while those
decisions still matter, it may be accurate, but it
does not produce results.
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What Results-Ready Financials Enable

Results-ready financials exist to support leadership action. Their role is not to impress auditors or accelerate the calendar
for its own sake, but to deliver usable signals while there is still time to respond.

When financials are truly results-ready, leaders gain early visibility into what matters most:

e Where cash accumulated

e Where it quietly leaked

* Where performance missed expectations

* Where pressure is building next month, not just where it showed up last month

This is why speed matters. Not as a metric, but as a mechanism. Speed compresses feedback.
Feedback enables adjustment.

Adjustment changes outcomes.

7

Early Visibility Speed as a Mechanism Changed Outcome
See where cash accumulated, Speed compresses feedback. Adjustment changes outcomes
where it leaked, and where Feedback enables adjustment. while action still matters.

performance missed
expectations.
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What Leaders Should Expect to See

Results-ready financials give leaders early, credible signals while there is still time to respond. Cash movement and
emerging pressure points are visible first, not buried or delayed.

Variances surface sooner, with fewer surprises at month-end. The close confirms what leadership already understands
rather than revealing anything new.

The information is consistent in form and cadence, making changes obvious and action easier. Financials earn their value
by arriving in time to influence decisions, not just explain them.

What Traditional Financials Miss

Traditional financials are excellent at documenting the past. They reconcile accounts, close periods, and satisfy reporting
requirements. What they often miss is the usefulness of leadership.

By the time traditional financials arrive:

e \Variances are already baked in
e Cash movements are historical, not explanatory
® |abor and volume shifts are visible, but no longer adjustable
e Decisions have already been made without the benefit of clarity
This is not an accounting failure. It is a mismatch between reporting design and leadership needs.

Results-ready financials close that gap. They do not replace formal statements; they complement them by prioritizing
relevance over completeness and timing over polish so leadership can act while action still matters.
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Results Run on a Calendar, Not Good Intentions

Most finance teams rely on effort. Results rely on discipline.

Results-ready teams do not close faster because they hustle at month-end. They close faster because the work is
designed to be predictable before the month begins.

In a results-ready system, the close runs on a visible calendar. Every task has a date. Every date has an owner. Every
owner knows the cutoff, and leadership treats those cutoffs as non-negotiable. The calendar is set in advance, reviewed
in leadership meetings, and enforced consistently.

This is where rural hospitals usually struggle, not due to lack of competence, but lack of structure.

Tasks live in people’s heads. Knowledge is tribal. The process depends on who is available and who remembers what
happened last month. When something slips, the response is improvisation, not adjustment.

Replace Folklore with a Written, Enforced Close

Results-ready teams make a different choice. They externalize the process. The close is written down, not remembered.
Ownership is explicit, not assumed. Cutoffs are established in advance and protected, even when pressure mounts.

When a step consistently breaks, the response is not to work harder or stay later. The step is fixed by changing the
sequence, the expectation, or the timing. Results-ready financials replace folklore with visible commitments and
immovable dates, not to create rigidity, but to create reliability that leadership can act on.

01 02 03

Visable Calendar Set in Advance Non-Neagotiable Dates
Every task has a date. Every The calendar is reviewed in Leadership treats cutoffs as
date has an owner. Every leadership meetings and immovable, creating
owner knows the cutoff. enforced consistently. reliability that leadership

can act on.
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Results Improve When Decisions Move Upstream

Slow closes are rarely caused by transaction volume.
They are caused by decisions that were never fully made.

When key decisions are left unresolved, the close becomes a
monthly exercise in re-litigation. Recurring entries are rebuilt
instead of reused. Accruals turn into debates. Cutoff rules soften

when pressure mounts. Teams lose hours re-deciding what was
already discussed last month.

Results-ready systems take a different approach. They move

decisions upstream, out of the close window and into a ~
controlled, deliberate moment.

In results-ready environments:

* Recurring entries are staged before the period opens
* Accrual logic is documented once and applied consistently
e Cutoff rules are written plainly and enforced without exception

This shift does not reduce rigor. It reduces friction. By deciding once and deciding early, teams eliminate unnecessary
rework and free themselves to do what they are meant to do: produce usable information on time.

Boring systems produce timely results.

Creative systems consume time.
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Where Decisions Live

Area Traditional Close Results-Ready Close

| Recurring Entries Rebuilt during close Prepared before period opens
Accrual Logic Debated monthly Documented and reused
Cutoff Rules Flexible under pressure Fixed and enforced
Time Spent Re-deciding Executing
Leadership Value Historical Actionable

Early Signals Create Control

A soft close is an early, controlled estimate of where the month landed. It is intentional, clearly labeled, and governed by
documented assumptions. It does not replace the final close, nor does it lower standards. It exists to provide early
visibility, not final answers.

Leaders do not need audited certainty on day three. They need to know whether the month is trending below
expectations, tracking as planned, or exceeding targets, so they can still adjust staffing, spending, or attention. Early
signals allow leadership to respond before small issues become fixed outcomes.

Hospitals that reject early signals often do so out of caution. That caution is understandable. But when comfort is
prioritized over visibility, control quietly slips away. By the time certainty arrives, options have narrowed, and decisions
are forced instead of chosen.

Results-ready financials use the soft close to shift leadership from explanation to steering. The final close still matters, but
the organization is no longer driven solely by looking in the rearview mirror.
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Accuracy Depends on Ownership and Cadence

Rural hospitals rightly value accuracy. Clear, defensible numbers are essential for governance, compliance, and trust. But
accuracy alone does not produce results.

Results-ready financials depend first on clear ownership. Every task belongs to a defined role, not an individual. Roles
persist through turnover. Memory does not. When ownership is explicit, accuracy improves naturally because
expectations are clear and repeatable.

When ownership is unclear, even well-intentioned teams struggle. Tasks stall while edge cases are debated. Reviews
expand unnecessarily. Cutoffs soften. The calendar slips. Leadership waits, not because the work is complex, but because
no one is accountable for moving it forward.

Results-ready systems pair accuracy with cadence. They define who owns each step, when it must be completed, and
how exceptions are handled. This structure ensures numbers are both reliable and timely so leadership can act with
confidence.

Results do not come from decimals alone. They come from clear accountability, disciplined timing, and financial
information that arrives early enough to support decisions.

Role-Based, Not Person-Based Visible on the Calendar

Every close activity belongs to a Ownership is embedded directly
defined role. Names change. Roles in the close calendar. Dates do not
persist. Accountability is structural, float. Visibility enforces

not personal. accountability without escalation.

Ownership Must Be Singular

If more than one role owns a task,
no one owns it. One role performs
the work. One role reviews it.
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Making Ownership Real

Ownership does not come from job descriptions. It comes from decisions that remove ambiguity before pressure arrives.
Ownership must be role-based, not person-based.

Every close activity belongs to a defined role. Names change. Roles persist. When tasks are assigned to individuals
instead of roles, ownership dissolves the moment someone is out, overloaded, or replaced. Results-ready systems
survive turnover because accountability is structural, not personal.

Ownership must be singular.

If more than one role owns a task, no one owns it. Shared ownership feels collaborative, but it slows execution. One role
performs the work. One role reviews it, if a review is required. Committees do not close months. Individuals do.

Ownership must be visible on the calendar.

A task that lives in email or memory is not owned. In results-ready environments, ownership is embedded directly in the
close calendar. Dates do not float. Missed tasks do not quietly slide. Visibility enforces accountability without escalation.

Ownership includes cutoffs, not just completion.

Owning a task means owning its boundaries. Each role defines what is included, what is excluded, and when the door
closes. Cutoffs that move under pressure are not controls; they are invitations to delay. Results depend on knowing when
work stops.

Ownership requires authority to move forward.

Without clear authority, ownership collapses into debate. Someone, typically the CFO, must have the explicit right to
accept directionally correct numbers, log exceptions, and protect the calendar. Results are lost when perfection is
allowed to overrule timing.

When ownership is real, accuracy improves without being chased. Questions decline. Exceptions repeat less often. The
close becomes routine instead of theatrical.

That is how results-ready financials are sustained.
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Documentation Is Stored Judgment

Every undocumented decision leaks time.
Every undocumented rule invites debate.

Documentation exists to eliminate repeat conversations. When the same question comes up every month, the system is
undocumented, even if no one admits it.

The goal is not binders.
The goal is silence during the close because no one is relearning last month.
Silence is not disengagement.

Silence is speed.

Eliminate Repeat Conversations Not About Binders

Every undocumented decision leaks time. The goal is not creating documentation for

Every undocumented rule invites debate its own sake. The goal is silence during the
close because no one is relearning last
month.

Silence Is Speed

Silence is not disengagement. Silence is speed. When the same question comes up every month, the system is
undocumented.
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The Results-Ready Monthly Financial Cadence

This is not a “speed close” calendar.

It is a results-ready financial rhythm.

The purpose is not heroics.

The purpose is to provide decision-grade information by Day 5.

From here forward, your Monthly Close Calendar section works almost exactly as written. You do not need to soften it.
Just frame it this way at the top:

The calendar exists to eliminate judgment during the close.

Judgment burns time. Time delays results.

Everything that follows, including roles, pre-close, close phase, soft close overlay, and non-negotiable rules, fits perfectly
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How Results-Ready Teams Actually Start

Moving to a results-ready close does not require new software or additional staff. It requires three immediate changes:

First, leadership must define what “fast enough” means, not aspirationally, but operationally.

Second, the close calendar must be built backward from leadership decision needs, not accounting for convenience.
Third, ownership must be explicit. If a task does not have a name next to it, it does not exist.

The checklist and calendar included with this paper are not theoretical examples. They are the starting point, a practical
structure designed to be adapted, enforced, and improved over time.
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Make Ownership Explicit

[5] Ownership must be explicit. If
a task does not have a name
next to it, it does not exist.

Build Calendar Backward

& The close calendar must be
built backward from leadership
decision needs, not accounting

Define "Fast Enough” .
convenience.

Leadership must define what
“fast enough” means, not
aspirationally, but operationally.
Set clear expectations for
timing.
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The Hard Line

Results-ready financials are
not created during the close.

They are created ten days earlier.

Write the Calendar Assign the Roles

Document every task, date, and dependency Make ownership explicit and singular for
before the month begins. every close activity.

Enforce the Dates

Protect cutoffs and treat the calendar as non-negotiable.

Everything else is noise.
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Financial Excellence for Fantastic Rural Hospita ls

Financial excellence is not about perfect forecasts or complex reports. It is about having clear visibility into cash, making timely
decisions, and maintaining discipline when conditions change. For rural hospitals, where margins are tight and options can narrow
quickly, financial excellence is what protects stability and preserves choice.

Fantastic rural hospitals are defined by leadership, not size. They are led by people who take responsibility for results, stay focused
under pressure, and understand that strong financial performance enables great care to continue in their communities.

At Newbrier, this phrase reflects the standard we hold ourselves to and the leaders we work alongside. Financial excellence is not
rescued at the last minute. It is deliberately built, consistently reviewed, and governed every day.

The Newbrier Company
PO Box 193
Brookings, SD 57002

1-800-905-9462

For more information, visit www.newbrier.com



