
and having a dedicated physician to write orders
for discharge on the weekend,” Cesta says.

It all goes back to staffing and whether the
administration supports case management, she
adds. 

Case management directors have to make a
case for the right number of people on their staff
and to show management that yes, the work of
case management does affect the bottom line,
Cesta says.

“If the department isn’t staffed properly, it’s a
challenge to do these things. If the case managers
aren’t on site on the weekends, they can’t do the
proactive things that positively impact length of
stay and capacity issues. Instead, they’re putting
out fires all the time,” she explains.

One of the most important things that case man-
agers can do is to provide education to the hospi-
tal’s administrative team and governing board 
on the role they play, says Brenda Keeling, RN,
CPHQ, CPUR, of Patient Response, a Milburn, OK,
health care consulting firm.

“Case management is defined very differently
facility to facility, executive to staff. Often the case
manager role expands because ‘you’re in the
chart’ in ways that create inefficiencies and dupli-
cation of effort. Case managers are very diligent
and knowledgeable but when they have too
much work, something is going to fall through
the cracks,” Malcolm adds.

Not only do hospitals need adequate case man-
agement staff, they need qualified case managers
who are well trained and understand reimburse-
ment issues, Keeling points out.

“Too often, case managers are nurses who may
have suffered a back injury or developed carpal
tunnel syndrome and are then put in the case
management role without the skills or tools to do
their job,” Keeling says.

“With the emphasis on patient flow and read-
missions, case managers must identify what
patients will require at home after discharge as
early in the stay as possible, and this means per-
forming an initial discharge planning assessment
on the day of admission,” Cesta adds. 

One way to improve throughput is to ensure
that all members of the treatment team communi-
cate well with each other, adds Joyce Evans-
Bailey, RN MBA, consultant with Compirion
Healthcare Solutions, a health care consulting
firm with headquarters in Madison, WI.

“Working with the doctors for discharge plans
during their rounds helps case managers plan the
stay of the patient during the 22 hours a day that

the doctor isn’t at the hospital,” she says.
Bailey has developed a course to educate case

managers and charge nurses on the role each
plays in patient care and to increase communica-
tion between the two disciplines. 

“The case managers and charge nurses look at
patients from two different viewpoints, but they
can work together on a common goal and improve
patient care,” she says. (For how that process
worked at Bay Medical Center in Panama City,
FL, see related article on p. 119.)

Get all the disciplines together and look at bar-
riers to discharge, Bailey suggests.

Start on the unit that has the most admissions
from the emergency department because that’s
where throughput is most critical, she suggests.

“Look at what happened on Day 2 that kept a
patient from going home on Day 4 and brainstorm
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How Case Managers
Contribute to the Bottom Line

The Financial Bottom Line

Length-of-stay management
Coordination of care
Patient flow
Identification of avoidable days 
Optimization of hospital days
Management of long-stay patients
Timely and appropriate discharge planning

Other Financial Outcomes
Retrospective denial and appeal management
Participation in clinical documentation 

improvement efforts
Management of observation days
Coordination of Code 44 management
Product and resource management

Quality-of-Care Bottom Line
Participation in core measures
Readmission management
Present-on-admission documentation 
Prevention of inappropriate admissions

Service Bottom Line
Patient satisfaction
Staff satisfaction
Physician satisfaction

Source: Toni Cesta, RN, PhD, FAAN, Senior Vice President,
Operational Efficiency and Capacity Management, Lutheran
Medical Center, Brooklyn, NY, and Health Care Consultant
and Partner at Case Management Concepts LLC.
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