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Key Objectives

1. Describe today's workforce challenges

2. The power of benchmarking

3. Gritman Medical Center case study

4. Share lessons learned



Current Workforce Challenges

• Increased labor costs
• Shrinking labor pool
• High turnover
• Contract labor utilization
• Increased expectations by associates
• Competition for entry-level positions
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The News Isn’t Pretty



The Need for Benchmarking

According to credit rating agency Fitch Ratings,

• Labor expenses (salaries and benefits) are the 
largest expense category for hospitals, making up 
more than 50% of a hospital's total expenses.

• Between February 2020 and August 2021, average 
hourly wages for hospital employees have risen 
8.5%, and are unlikely to subside any time soon.

https://www.fitchratings.com/research/us-public-finance/not-for-profit-healthcare-staffing-shortage-has-long-term-effects-27-10-2021


Strategy Framework Mission: To provide extraordinary 
care to improve the health of people 
in our communities.

Values – The Gritman Way:

• Compassion

• Integrity

• Collaboration

• Accountability

• Respect

• Excellence

Vision: To be the leading provider 
of care in our communities and a 
recognized model for quality, 
service excellence and fiscal 
stewardship.



Objective
B A C K G R O U N D

Gritman Senior leadership wanted to evaluate 
staffing levels against volumes and industry benchmarks in order 

to manage labor costs.

K E Y Q U E S T I O N
What labor savings opportunities can be realized through 
improved staffing efficiency at Gritman Medical Center? 



Benchmarking Salary Expenses
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Opportunity to improve 
labor costs across the 

facility and align to 
industry benchmarks



Improving Productivity

2 most important things in looking at productivity:



Process Utilized

• Desired framework – manage data placed into 
workforce

• Create a committee
• Team charter, policy and procedure to put criteria 

around:
• Opportunity departments (below 50th percentile)
• If at benchmark, replacement positions flow 

through
• Remember it's a never-ending journey



Staffing Review Process



Staffing Review Process



Staffing Review Process



Staffing Review Process



Setting Benchmarks



Opportunity Summary – Ancillary
• Respiratory Therapy is staffed higher 

than peer departments
• Reduce staffing at night by allowing the nursing 

staff to cover for vent patients on 3rd shift (not 
currently recommended because of COVID);

• Statistics did not align to work being completed

• Imaging opportunities
• Ultrasound coverage hours were being changed 

to reduce paid hours and increase associate 
satisfaction

• Women's Imaging Center had increased demand 
for services; added hours and resources



Radiology Time of Day Analysis

Note: Based on Jan 2019 – Dec 2019

Key Findings & Recommendations
• Overall staffing should be adjusted based on volumes, while considering cross-coverage 

staffing options
• This analysis is needed for each modality at each location; second phase would help to 

uncover more opportunities



Key Findings

There is a need to bring staff 
back appropriately as volumes 
increase from COVID shutdown

• Radiology: Multiple physical 
locations present challenge for 
staffing; evaluate volumes for each 
location to adjust staffing and/or 
hours of operation

Echo Story



Labor Steering Committee



Labor Steering Committee Framework



Multidisciplinary Representation

Representation from many aspects 
of operations:

• HR – Director/Manager
• Finance – CFO/Controller
• Nursing – CNO
• Operations – COO/VP
• Medical staff – CMO/Director
• Productivity expert (internal or QHR 

Health)
• Other members as appropriate



Labor Steering Committee Roles



PDCA Cycle



Key Lessons Learned

• Understanding where productivity measures up to a standard
• Salaries are the largest expense, are we efficient with our resources?
• Messaging is important
• Are there barriers that need to be accounted for?
• Make sure volume and people match up (and vice versa)
• Evaluate that you are capturing charges correctly
• Continuous process monitoring and team communication



Thank You
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