
Malcolm says.
Point out the ways that a case manager in the

emergency department could have prevented the
admission and the denial.

Work with the finance department to deter-
mine how much reimbursement the hospital lost
because of denials for care that could have been
avoided if a case manager had intervened in the
ED, Cesta adds.

Facing budget constraints

It may be a challenge to get the hospital
administration to approve an ED case manager
because of hospital budget constraints and the
nursing shortage, Bailey points out. 

“A lot of hospitals are pushing back their
staffing so much that they can barely handle the
inpatient case management piece,” Malcolm
points out.

Look at the load the acute care case managers
are carrying and use that to help make your case.
If they have a heavy load and a lot of responsibil-
ities, point out to the administration that it’s
likely to be difficult for them to float down and
cover the ED, Malcolm points out.

Use the extra demands on the emergency
department’s RNs to make your point, Evans-
Bailey adds.

“Not only do emergency department nurses
have to take care of patients, they also have to
work on discharge planning and transferring
patients who don’t need to be admitted if there’s
no case manager present,” Evans-Bailey says. 

One case in point is the increasing number of
psychiatric patients who present to the ED, she
adds.

“It takes a tremendous amount of time to get
these patients transferred to an appropriate facil-
ity. Case managers can do this and free up the
nurses to take care of patients. Gather informa-
tion on how many psychiatric transfers the emer-
gency department makes and how long a typical
transfer takes,” Evans-Bailey says.

Cover EDs at peak times

Hospitals should make it a priority to have a
case manager covering the ED at least during
peak times, even if they can’t cover the ED
around the clock, Malcolm says.

In most hospitals, that doesn’t mean the typical
shift that case managers may prefer to work, she
adds.

When case managers work in the ED from 8:30
a.m. to 5 p.m., they miss the bulk of patients who
come to the ED, particularly those who tend to
overutilize emergency services, Malcolm says.

“It may be a challenge to find people who
want to work that 3 p.m. to 11 shift. Covering the
emergency department during daytime hours is
better than nothing, but it won’t take care of the
issues that need attention,” she adds. 

24/7 ED coverage

Some hospitals are looking at having case man-
agers in the ED 24/7 to deal with all the issues
that arise, Cesta says.

“I don’t think hospitals need case managers
around the clock, but they do need them 12 hours
a day, seven days a week, during peak volume
times. Medicare will allow hospitals to review
cases that came in during the night, and if the
admissions are not appropriate, they can use
Condition Code 44,” she explains.

Assess when your peak volume occurs and
plan on covering those hours, Cesta says, adding
that in most hospitals, the ED volume is highest
from noon to midnight. 

“This may vary by geographical region. A lot of
this goes along with when school gets out or when
the doctors’ offices are closed,” Malcolm adds.
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10 Ways ED Case Managers
Can Have an Impact

1. Assure that admissions meet inpatient criteria. 
2. Ensure that the admitting diagnosis is correct

and comorbidities are documented.
3. Begin clinical documentation improvement.
4. Make sure core measures are followed for

appropriate patients.
5. Facilitate documentation of conditions that

are present on admission.
6. Improve throughput by preventing inappropri-

ate admissions.
7. Free up the emergency department nurses to

treat other patients.
8. Make sure that care for admitted patients

begins in the emergency department.
9. Help acute care case managers get a jump

on discharge planning.
10. Improve customer service by keeping family

members informed.

Source: Toni Cesta, RN, PhD, FAAN.
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