
Summary
Organization

BayCare Health System

Industry
Health Care

Business Problem
A variety of clinical and 
administrative issues

Methodology
Work-Out

Solution
Streamlined emergency 
registration, triage and care 
processes

Benefits/Results
Improved Clinical Decision 
making Ability

Additional Revenue from 
Patient Collections

Increased Bed Availability

Decision Matrix for New Drug 
Therapies - St. Joseph Hospital 
Outpatient Infusion Center 

Business Problem: The Outpatient 
Infusion Center noticed an increase 
in patient referrals for therapeutic 
drugs, as well as an increase in the 
introduction of new theraputic drugs, 
such as autoimmune suppressant 
modulators. The center did not have 
a formal decision-making process that 
ensured consistent administration of 
these expensive therapies.

Work-Out Solution: In one day, the 
Work-Out team drafted a Decision 
Making Matrix that was equally 
weighted for service, outcome and cost 
indicators, all within an ethical context. 
The team also proposed a new Process 
Flow and an Action Plan for piloting the 
new process and matrix.

Benefit: In addition to an undetermined 
amount of cost avoidance, the Decision 
Making Matrix gave formal credence 
to a process that, prior to the Work-
Out, was subjective and had no 
documentation or
administrative support.

Inpatient Responsibility 
Collections - Morton Plant Hospital

Business Problem: When several 
insurance policies began to require 
additional patient responsibility for 
inpatient hospital stays, Morton Plant 
Hospital identified the need to increase 
the amount of funds collected from 
patients prior to discharge.

Workout Solution: Building on a similar 
project from another hospital, the 
Work-Out team developed a process to 
collect a larger portion of the patient’s 
responsibility while the patient is still in 
the hospital. The new process included 
upfront communication with patients 
about payment expectations during 
their stays, and convenient payment 
options that patients or their families 
can use prior to discharge.

Benefit: The improvements resulted in 
enhanced patient communication, and 
well defined responsibilities for hospital 
staff in regard to payment collection. 
As a result, the hospital projects an 
increase of $150k in revenue that would 
not have been collected otherwise.

Onsite Ambulance Coordinator 
Process - St. Joseph Hospital

Business Problem: Adult patients who 
require ambulance transport from the 
hospital to other care facilities were 
transported late in the day, without 
priority. This caused long waits for beds 
in the hospital’s Emergency Center, 
Post-Anesthesia Care Unit and critical 
care units.
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BayCare Health System uses the results-oriented Work-Out methodology to solve a variety of 
problems across their nine-hospital system 
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Problem Solved.

“Work-Out is much quicker than 
the DMAIC methodology, and 

people in health care love that.”

 
- Debra McElroy Black Belt BayCare

Health System
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Problem Solved.

Workout Solution: The Work-Out team formalized an Action Plan for an early 
transport process. The plan called for an ambulance company employee to work 
onsite at the hospital and coordinate patient transfers. The team also revised
the transport form and leveraged existing interdisciplinary bed briefing 
meetings, three times daily, to support the new process.

Benefit: Despite an increase in patient volumes, the number of early transfers 
(between 11 am and 2 pm) increased by 18 percent in six weeks. This not only 
resulted in a corresponding increase in bed availability for the hospital, but also 
increased the accuracy of transfer paperwork and simplified communication 
between the ambulance company and its onsite representative.

BMG’s Work-Out: A “Bottom-Up” Approach to Change
Work-Out drives companies to accelerate change by bringing management and 
process owners together to define and solve critical problems in a structured 
environment. Work-Out is powerful because it engages cross-functional 
stakeholders to work together on core business issues. Company leaders help 
plan and start the process, but it is the front-line employees that make changes 
happen.

This program has a tremendously positive impact on company culture because 
it provides all levels of workers a voice in the company’s success. Many 
companies find they improve not only their metrics, but also their overall work 
environment and company morale.

Work-Out Overview
BMG-facilitated Work-Out sessions typically take place over four days:

The first day is a half-day planning session between key management to 
discuss metrics, expectations and metrics. 

During the next two days, team members spend time “working out” the 
issues. Process owners and team members start by brainstorming existing 
problems they see impacting one of four business areas: reporting, 
meetings, measurements and approvals. They narrow down the list to the 
most critical problems, and categorize them by difficulty. They then jointly 
develop solutions to the problems.

On the last day, the group generates and presents a proposal to the business 
leaders for their review and acceptance.

At a glance

Work-Out Length
One-half day pre-planning, and three 
consecutive days for execution and 
presentation.

Who Should Attend
Departments, business units or teams; 
“doers” of a problematic business 
process. At critical points in the class, 
corresponding leadership needs to be 
present.

Key Learning Outcomes
Reduce non-value-added work that 
leads to inefficiencies 

Leverage internal talent to solve 
organizational challenges

Quickly reengineer processes for 
better performance

Communicate and work as a more 
effective team

Generate action plans for driving 
change

Improve morale, working 
relationships and culture

Use specific problem-solving 
brainstorming tools such as the:

-  Affinity Diagram

-  C&E Matrix

-  Fishbone Diagram

-  5 Why Analysis

-  P&E Quadrant

BMGI

BMGI enables companies throughout the 
world to identify and solve their most 
important business problems, with a strong 
emphasis on sustainable results. During its 
long history, BMGI has developed solutions 
for a broad spectrum of businesses across 
many industries, driving the success 
of process-improvement, design and 
innovation initiatives. Just a few of BMGI’s 
clients are General Dynamics, TNT Express, 
Avis Budget Group, China Chemical, 
Graphic Packaging, Siemens, Hitachi and 
Philips Electronics. For more information, 
please visit the BMGI website at www.
bmgi.com


