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What-if modeling capabilities and rich 
graphical reports were used  
 
The Story
Today, leaders in every industry are focusing on innovative ways of doing business 
and healthcare professionals are no exception. Dr. David Eitel decided he needed an 
innovative approach to successfully complete a critical project. Dr. Eitel is the director of 
Health Services Design in the Department of Emergency Medicine at The York Hospital in 
York, Pennsylvania. Consistently recognized as one of the top 100 hospitals in the nation, 
York Hospital is the region’s leader in advanced specialty care, serving a population of 
nearly 500,000 in south central Pennsylvania. 

York Hospital faced a competitive threat in the southern portion of its service delivery 
area. They learned that a competitor was planning to build a UCC in York Hospital’s 
service area. To counter this threat, Dr. Eitel was tasked with determining whether a York 
Hospital UCC operation could be housed in the hospital’s existing off-campus facility, or 
whether a new facility needed to be built. It was February and he needed to design and 
open a patient service business unit from scratch, as soon as he could, but no later than 
early summer.

The Challenge
The challenge was to determine how many patient rooms were needed to operate 
a UCC that would provide cost-effective, highquality patient care and acceptable 
throughput. York Hospital’s existing offcampus facility had three rooms. Would this be 
adequate? What made the challenge daunting was the need to analyze key factors and 
make a decision in twelve weeks on how to head off the competition and establish a 
UCC.

How many patient rooms would the facility need? Well, that depended on who was 
asking for which services, how many of the services, and when because timing issues are 
critical. Dr. Eitel knew that, in performing an analysis, he would learn new things about 
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“This decision support 
method gave us an accurate 
prediction of our needs.”

“The Professional Services 
team was superb to work 
with. Their easy style of 
informing greatly improved 
my learning curve.”
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resource deployment, and he did. Most of the available tools used in decision-making in 
health care operations are linear and focused on things such as total volumes, averages, 
and patients per hour. And many times, decisions are made based on seat-ofthe-pants 
estimates. But to be successful, Dr. Eitel needed resource scheduling around likely 
predicted surges. Since many of the factors were interdependent the entire modeling 
and analysis process was very complex.

The Solution
Dr. Eitel, who not only has an M.D., but also an M.B.A., became acquainted with process 
modeling and simulation techniques through his business education. After comparing 
the capabilities and learning curves of several business process management tools, 
he chose iGrafx Process to model and analyze the important service performance 
characteristics of a UCC. This type of approach was not a common one for healthcare 
industry business decisionmaking, but it enabled Dr. Eitel to compare the benefits and 
risks of different approaches to satisfying the market and patient needs. At its core this 
methodology is about demand forecasting, resource scheduling, and capacity analysis.

Dr. Eitel gained valuable time-to-market advantages through the partnership he formed 
with Tom Cyr of the iGrafx Professional Services group. According to Dr. Eitel, “Tom Cyr 
was just superb to work with. His easy style of informing greatly improved my learning 
curve.” The iGrafx Professional Services team provided hands-on help with reating 
scenarios and eliciting the information needed for fast and accurate modeling. “Much of 
this collaboration was done by phone, including my receiving clear instructions on how 
to use the iGrafx product”, added Dr. Eitel. He needed a solution that would:

• Help the hospital to quantify the demand, 
• Map patient types to service offerings, and 
• Predict staffing levels, throughput times, and other key service performance metrics.

Using demographic studies of the hospital’s service area obtained from the local family 
practice center and his knowledge of UCC requirements, Dr. Eitel made several major 
modeling assumptions, including:

• The transaction moving through the UCC is a patient. Descriptions and classifications    
    for ten patient types were created. 
• The patients move through the UCC process requesting resources. A patient’s priority,  
    which corresponds to his classification, is used to resolve simultaneous requests for  
    the limited resources. 
• The resources may be varied as part of the ‘what-if’ analysis. The number of rooms  
    was an important variable. 
• The resources are assigned schedules and work overtime as needed to serve patients. 
• Patients of the UCC would arrive from six distinct markets within the service area. 
• The iGrafx software would store the results of multiple simulation runs against a  
    variety of scenarios.

SUMMARY 

Focus
Business Process Management 
in the Healthcare Industry.

Challenge
To quickly analyze if a new 
urgent care center (UCC) 
could be housed in an existing 
medical building or if a new 
facility should be built. In 
conducting this analysis, a key 
question to answer was: how 
many patient rooms were 
needed to effectively serve the 
UCC’s prospective customers? 
The question needed to be 
answered quickly because there 
was an immediate competitive 
threat from another provider of 
urgent care services. 

Benefits 
Versatile and easy to use; 
enables sophisticated modeling 
and simulation; produced easy-
to-read graphical results.
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Logical and intuitive, iGrafx Process enabled Dr. Eitel to document, and, with help from 
iGrafx Professional Services, analyze the business requirements and transactional 
processes of the planned UCC. Powerful ‘What-if?’ modeling capabilities and rich 
graphical reports helped him first simulate and validate multiple scenarios quickly 
and easily. iGrafx also included the tools he needed to communicate the results to 
the hospital’s decision-makers. Dr. Eitel learned the software, filled out the dialog 
boxes, mapped the patient flow into steps, and inserted the operating logic (i.e, which 
resources, how many resources, and time required, etc.) into the model. 
The logic was tested on knowledgeable nursing personnel before it was finalized. 
Scenarios were built and an engineer simulated each scenario. About twenty-five 
simulations were required. Well before the end of the twelve weeks, Dr. Eitel was able to 
predict how many rooms would be needed to handle anticipated volumes. “This decision 
support method gave us an accurate prediction of our needs,” said Dr. Eitel. Rather than 
the three patient rooms available in the existing facility, the model indicated that five 
rooms were needed. Dr. Eitel and the hospital ultimately decided to remodel the existing 
facility to make five patient rooms for the UCC.

Simulating Urgent Care 
 
Providing urgent care services for patients requires more than a convenient location 
and a competent staff. It demands flexible simulation of the patient transaction process, 
ccurate modeling of staffing needs and costs, the ability to apply patient demographics, 
and a method of analyzing scenarios such as the effects on the UCC model of extreme 
weather conditions. Of the process, Tom Cyr, Director of Professional Services said, 
“Extending the model to include various ‘What-if?’ scenarios is a simple operation in 
iGrafx.

Modeling a UCC required taking complex, real-life details such as staff schedules, patient 
arrival rates and types, and resource utilization into account. We were able to help Dr. 
Eitel shorten the time it took to receive results from the model.”

The Benefits 
 
iGrafx Process and iGrafx Professional Services combined to enable Dr. Eitel and his team 
to answer accurately and quickly the question of how many patient rooms were needed 
for the UCC. The modeling and its results supported a confident recommendation to York 
Hospital that it should remodel its off-campus facility and provide five patient rooms to 
handle anticipated UCC demand. The result: the UCC was renovated, staffed and open



4

CASE STUDY

Enabl ing Process Excel lence.™

for business by early summer in time to head off the competition and be available for 
the busy summer season. The hospital met its objectives for time-to-market, service 
performance standards, and cost goals.

Because they were easy to view and understand, the graphical output of the iGrafx 
simulations were ideal for Dr. Eitel to effectively communicate his work to the decision-
makers. For example, instead of receiving complex tables that required study, Dr. Eitel 
could view and print streamlined charts that more clearly showed operating performance 
and other data. The iGrafx product delivers superior visuals for clear communications 
and easy comprehension. Organized around five types of performance outputs, it helped 
Dr. Eitel think more like an industrial engineer, i.e., in a non-linear manner that mimics 
real-world behaviors. Certainly from Dr. Eitel’s perspective, a very tangible benefit of the 
modeling and analysis process was that it trained him to think in a more dynamic way. 
This has proven to be invaluable for him in both his healthcare and operational roles.

After the UCC was established, the value of iGrafx continued for Dr. Eitel, as he could use 
it to help him model additional scenarios for managing the UCC’s growth and staffing 
needs. More Information

www.iGrafx.com
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www.iGrafx.com/contact
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