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Learning Objectives

• Discuss the methods employed to drive significant impacts on quality and patient 

outcomes, including improvements in sepsis best practice alerts.

• Identify the steps to create a user-friendly, automated EHR-tool that is 

incorporated into hospital notes to improve documentation practices, as well as 

how variables are selected and updated.
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Overview

Sepsis is challenging to identify due to its varied and 
nonspecific presentation. The complexity hinders timely 
diagnosis, complicates treatment protocols, and disrupts care 
coordination. This leads to an increase in LOS, mortality, and 
cost of care. 
For AH CFD, the following were the baseline average 
figures from August 2022 - May 2023: 

O P T I M I Z E D  S E P S I S  D E F I N I T I O N ,  
D I A G N O S I S ,  A N D  R E S P O N S E

E N H A N C E D  T R E A T M E N T ,  C A R E  
C O O R D I N A T I O N ,  A N D  T R A N S I T I O N S

1

2

3 I M P R O V E D  E D U C A T I O N ,  D O C U M E N T A T I O N ,  
A N D  M E A S U R E M E N T

Mortality rate 9.5%

Length of Stay 9.32 
days

3 Hour Bundle
Compliance 31%

Direct Cost 
Variance$11M

Mission ActionsProblem



The Vision to Success
Expected Outcomes     

Regulatory 
Compliance

Mortality Length of Stay ReadmissionVariability in 
Care



Interventions

ImpactKey Project Deliverables

• Interdepartmental Notification and Response 
• Care Team Roles & Responsibilities
• Hand-Offs and Transitions 

• ‘Sepsis Booklet’ for patients
• Sepsis Public Awareness
• Nursing and Provider Education

• Alert Configuration
• Enhanced Order sets
• “Advent Stance” Sepsis Definition 

Enhanced Care Team Efficiency

Improved Patient Experience

Increased Outcome Performance

Enhanced EHR 
Education & 
Functionality

Standardized sepsis 
Protocols

Built user-friendly 
Dashboards 

Optimized Handoffs 
and Communication

Enhanced Patient/ 
Staff education

Standardized Sepsis 
Definition, Diagnosis, 

and Response 

Enhanced Treatment, 
Care Coordination, 

and Transitions 

Improved Education, 
Documentation, and 

Measurement 



Implementation Results: Improved Process Measures

Data Source: CLINICAL | Sepsis Dashboard | AH - Clinical Review - Power BI| CFDS sepsis discharges| CFD | Sepsis Outcomes Tracking - Power BI |Corporate Case Management Dashboard | Vizient | January 2023 – May 2024 | MS-DRG: 870-872 

3 Hour Bundle Compliance, Order set Utilization by Discharge Month

https://app.powerbi.com/groups/cccf63bd-3093-42fe-bb0d-a16893fa2151/reports/50c20233-15b7-4892-bb69-28e44d085c11/ReportSection452625963c2b0e701250?openReportSource=ReportInvitation&ctid=6ac36678-7785-476f-be03-b68b403734c2&experience=power-bi
https://app.powerbi.com/groups/cccf63bd-3093-42fe-bb0d-a16893fa2151/reports/bb8806c0-ef66-461e-8ef9-149a2b7ca607/ReportSectiond27c9200899338a71d65?openReportSource=ReportInvitation&ctid=6ac36678-7785-476f-be03-b68b403734c2&experience=power-bi


Implementation Results: Cost Avoidance

Data Source: CLINICAL | Sepsis Dashboard | AH - Clinical Review - Power BI| CFDS sepsis discharges| CFD | Sepsis Outcomes Tracking - Power BI |Corporate Case Management Dashboard | Vizient | August 2022 – June 2024 | MS-DRG: 870-872 

Sepsis Outcomes Tracking
Baseline Period from August 2022 to May 2023 | Performance Period from June 2023 to June 2024 | Population = Any Sepsis Diagnosis

https://app.powerbi.com/groups/cccf63bd-3093-42fe-bb0d-a16893fa2151/reports/50c20233-15b7-4892-bb69-28e44d085c11/ReportSection452625963c2b0e701250?openReportSource=ReportInvitation&ctid=6ac36678-7785-476f-be03-b68b403734c2&experience=power-bi
https://app.powerbi.com/groups/cccf63bd-3093-42fe-bb0d-a16893fa2151/reports/bb8806c0-ef66-461e-8ef9-149a2b7ca607/ReportSectiond27c9200899338a71d65?openReportSource=ReportInvitation&ctid=6ac36678-7785-476f-be03-b68b403734c2&experience=power-bi


Lessons Learned

Emphasizing Change 
Management 

Adoption Requires TimeEHR Optimization Alone is 
Insufficient

Continuous Learning 
Process

Operational Leadership 
is Essential



Optimize 

Tracking, compliance, performance 
tools and processes

Teamwork

Cross functional collaboration 

Ignite

Harness the power of team 
recognition and competition

Make understanding and achieving 
process and outcome measures easy.

“Achieving success isn’t a sprint; it is a 
sustained effort that require constant 

training and enthusiasm.” 

Running the Marathon

Keep it fun with recognition, awards 
and gamification.

Ensure all stakeholders are at the table 
and ready to engage. 

Oversight 

C-Suite accountability & sustained 
efforts for performance

Organizational clarity on performance 
expectations is key.

Key Takeaways





How Can Documentation Practices Affect Mortality?

# of Patients who 
died in-hospital

Age, Gender Case mix

Chronic 
co-morbidities

Acuity of illness 
during 

hospitalization

Affected 
by:

Observed Mortality Rate

Expected Mortality Rate
Mortality 
Index

Care processes: Sepsis, 
CHF, MI, pneumonia

Quality processes: HAI, 
post-op complications

Palliative care / inpatient 
hospice

Early rapid response 
teams

Affected by:

< 1



High Impact Diagnoses Captured at Hospital Admission



17



CDI Quality Admission EHR Tool: Initial Pilot Data 



Real-Time Data Driven Feedback Improves Utilization

May 2023
Note rate

68%                 94%

Trigger rate

50%    80%

Deletion rate

27%      2%

July 2023



Improvement in Expected Mortality and Mortality Index 
After Implementation of the Automated EHR Tool

2022  2023  2024

Source: CDB (Jan 2023 – May 2024); Age > 18; AMC Risk Model. NYPH excludes Queens, Hudson Valley. AMC Compare consists of Vizient Top Q&A Ranked Hospital, based on 2023 Q&A Rankings.



Lessons Learned

• Selection of key variables is important
‒ Impactful
‒ Objective: amenable to rule-based criteria in the EHR

• Data driven implementation and iteration has led to a highly 
successful outcome and ongoing progress.



Key Takeaways

• Accurate documentation is important to reflect the high acuity of 
hospital patients and a precise expected mortality.

• Utilization of an automated EHR tool can improve diagnosis capture 
rates for key risk variables that contribute to important hospital 
metrics.

• Frequent iterations based on data-driven metrics and a robust CDI 
division can help improve diagnosis capture rates.
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Contact:
Jason A. Porter, MD,  Jason.Porter.MD@AdventHealth.com 

Allison Mott, Allison.Mott@AdventHealth.com 

Shreya Sunny, Shreya.Sunny@AdventHealth.com 

Purnema Madahar, MD, MS, pm2766@cumc.columbia.edu 

Joseph A. Mailman, MD, jom9310@med.cornell.edu 

Sweta Patel, MHS, PA-C, swp9003@nyp.org

Questions?

mailto:Jason.Porter.MD@AdventHealth.com
mailto:Allison.Mott@AdventHealth.com
mailto:Shreya.Sunny@AdventHealth.com
mailto:pm2766@cumc.columbia.edu
mailto:jom9310@med.cornell.edu
mailto:swp9003@nyp.org
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