
A QUORUM 
CASE STUDY

Streamlining the Continuum of Care

THE CHALLENGE
Quorum Health Resources, LLC (Quorum), conducted and 
implemented a Case Management program assessment and 
implementation engagement for Memorial Hospital of Sweetwater 
County (Sweetwater), a 99-bed non-profit regional acute care facility 
located in Southwest Wyoming.  After attending a Webinar on the 
Two Midnight Rule hosted by the Quorum Learning Institute, 
Sweetwater asked Quorum to help address a rise in its average 
Length of Stay (LOS) of about .3 days per year.  Contributing issues 
included staff productivity and efficiency concerns, unrefined 
processes and inadequate tracking systems.

QUORUM SOLUTIONS
To begin, the Quorum consultant completed a staffing 
analysis to determine the appropriate staffing needs, 
maximize coverage, and institute leadership oversight. 
To drive change, the hospital established a Case 
Management steering committee, which included 
the CNO, CFO, director of nursing, director of OB, 
director of PT, director of revenue cycle and the case 
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Overview
The goal of case management is to create a cost-
effective and efficient hospital, which provides 
comprehensive and effective care for patients.  
Similar to a puzzle, when even one piece is missing, 
both the hospital and patients suffer.

management team. The committee determined that three 
case managers would provide appropriate coverage on a 
rotating schedule, including a weekend shift, an emergency 
department shift and a standard 12-hour per day weekday 
shift.  In addition, the Board decided to have the new Case 
Management team report to the CNO instead of the CFO.

Clinical Care Coordination/Facilitation
Moving patients efficiently and 
appropriately through the continuum 
of care

Continuity/Transition Management  
Ensuring patients are at the right level 
of care at the right time

Advocacy & Education
Providing patients and families the 
information and support they need to 
make informed decisions

Research & Practice Development 
Evaluating and continuously improving 

the process

Utilization/Financial Management 
Balancing resources and managing 

appropriate reimbursement

Performance & Outcomes Management 
Using metrics to reach goals and 

outcomes for the patient and the hospital



With the Case Management and support teams in place, 
the hospital instituted new multi-disciplinary rounds 
with daily meetings that included nursing, physicians 
and ancillary departments, such as physical therapy, 
respiratory therapy and dietary. These meetings were 
crucial in bringing key players together to communicate 
information necessary to move patients along the 
continuum of care.  Training sessions for the entire 
hospital staff were scheduled at 7:00 a.m., lunchtime and 
7:00 p.m. to give everyone a chance to attend and learn 
about the project and all the positive changes that would 
come from this redesign.

Next, the Quorum consultant reviewed the current 
processes for Utilization Review, Discharge Planning, 
Patient Status Change, Physician Advisor Escalation and 
Avoidable Day Capture. The hospital began using a new 
dashboard to monitor the functionality of these processes 
and to show key indicators for progress and improvement. 
The hospital established new measurements in the 
following areas:

Finally, after the assessment, a new Case Management 
tool was put into place and the Quorum consultant helped 
set up and design the system to optimize its use.  
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LOS Medical Necessity 
Reviews

Discharge 
Planning
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One-Day Stays
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RESULTS
Since the redesign of the Case Management program at 
Sweetwater, the hospital has experienced improvement 
in LOS for six months and the hospital leadership 
continues to be pleased with the revamped department 
and processes.  From January 2015 to June 2015, the 
hospital reduced its average LOS by approximately 

.3 days while also increasing volumes. The estimated 
financial impact of this average LOS reduction is $197,000. 
The hospital has also looked to Quorum for additional 
engagements to maintain the momentum and continue 
improving the facility.

Jan. - June  
2014

Jan. - June 
2015

Average Monthly Discharges 93 103
Actual LOS 4.03 3.73

Expected LOS 3.88 3.98
LOS Gap 0.15 -0.25

Opportunity Savings $197,000

“I felt for some time that things were just not 
quite right.  I was worried we were leaving money 
on the table.  Quorum came in and performed a 
detailed analysis of the situation in a friendly and 
informative way.  They did indeed find the money 
I expected, but also provided an implementation 
plan to educate my staff and therein allow them to 
remediate the situation.  Several months down the 
road, we couldn’t be happier with the results.”

- Gerard D. Klein, CEO,
Memorial Hospital of Sweetwater County

TESTIMONIALS

THE ESTIMATED FINANCIAL IMPACT 
OF THIS AVERAGE LOS REDUCTION 
IS $197,000.


