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Delaware Health Resources Board 
Bayhealth Sussex Hospital  

Review Committee Meeting Minutes 
Virtual Meeting 

Dial in 1-408-418-9388 
Access Code 173 629 4359 

Wednesday, September 16, 2020 9:00 AM 
                                                   

 
Review Committee Members Present: Pamela Price, Cheryl Heiks and Margaret (Peggy) Strine 
 
Staff Present: Latoya Wright and Annie Cordo 
 
Call to Order and Welcome 
The meeting of the Review Committee for Bayhealth was called to order at 9:00 a.m.  
 
Bayhealth Sussex Hospital Certificate of Public Review Application 
Roll call was taken to confirm the identity of the Committee members  

Project Summary and Background Information 
Bayhealth Medical Center, Inc. (“Bayhealth”) is seeking approval for the addition of 
medical/surgical and women’s services beds (the “Proposed Project”) at Bayhealth Hospital, 
Sussex Campus (“Bayhealth Sussex,” or the “Hospital”). The Proposed Project will add 24 acuity 
adaptable medical/surgical beds and 5 women’s services beds. Also included as part of the 
Proposed Project is the fit-out of a caesarian section (“c-section”) suite adjacent to the Women’s 
Services unit. The Proposed Project is necessary to meet the healthcare needs of residents in the 
growing communities around Bayhealth Sussex. The additional beds will enable Bayhealth Sussex 
to address inpatient capacity constraints. Since Bayhealth Sussex opened in February 2019, 
inpatient admissions have increased 8 percent and observation cases have increased 27 percent (as 
compared to admissions and observation volume at Milford Memorial Hospital (“Milford 
Memorial” or “MMH”), which Bayhealth Sussex replaced). The increase in admissions aligns with 
Bayhealth’s projections for the Hospital. The increase in observation cases, however, significantly 
exceeds projected volume (forecast of 10 percent growth). Bayhealth needs to add women’s 
services beds and a dedicated c-section suite in order to meet the needs of women in the 
community. Milford Memorial historically averaged approximately 300 births per year. Bayhealth 
Sussex is on track to exceed 460 births in fiscal year (“FY”) 2020. 
 
The Proposed Project will achieve the following goals: 
 

• Expand medical/surgical and women’s services to meet the needs of residents of 
northeastern Sussex County; 

• Expand capacity of inpatient beds to allow access for patients that are otherwise being 
held in the emergency department (“ED”) for extended periods; 

• Enhance quality of care and safety by treating emergent patients more quickly and 
placing patients in a care environment that is more appropriate for their treatment and 
healing; 

• Improve patient satisfaction by: 
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o Providing patients with private rooms for medical/surgical needs, and labor, 
delivery, and post-partum care; 

o Decreasing the amount of time patients wait for admission to the inpatient units; 
and 

• Increase capacity to accommodate patient volume in the event of major public health 
issues/emergencies (e.g., COVID-19). 

 
Project Description 
Bayhealth Sussex is located at 100 Wellness Way, Milford, Delaware.  The Proposed Project will 
increase the total number of licensed beds at the Sussex Campus from 128 beds to 167 beds, which 
is nearly equivalent to the 168 licensed beds at the former Milford Memorial.  The additional 
medical/surgical beds will be located in shelled space on the 5th floor of the facility. The 17,300 
square feet of shelled space will be converted into 24 acuity adaptable private patient beds, bringing 
the med/surg bed count from 72 beds to 96 beds. The women’s services bed count will increase 
from 6 beds to 11 beds. The additional 5 women’s services beds will entail the renovation of 
existing administrative offices into private patient rooms. 

Construction of the additional beds and c-section suite has been thoughtfully and efficiently 
planned to minimize the impact on the provision of existing services. The estimated construction 
and equipment costs for the Proposed Project are: 
 

• Approximately $10 - $14 million for the additional 24 medical/surgical beds; 
• Approximately $3.0 - $3.5 million for the 5 women’s services beds; and 
• Approximately $1.0 - $1.5 million to fit out the shelled c-section suite. 

 

Conformity of Project with Review Criteria 

The Review Committee reviewed the CPR application and the responses to the seven criteria. 

Criterion I: The relationship of the proposal to the Health Resources Management Plan. 
Bayhealth has delivered high quality medical care to patients from central and southern Delaware 
for approximately 100 years, regardless of a patient’s ability to pay. Bayhealth is Joint 
Commission Accredited, receiving the Gold Seal of Approval (awarded to health systems 
committed to quality), and also holds the Certification for Primary Stroke Center, Certification 
for Joint Replacement - Hip, and Certification for Joint Replacement - Knee. 
 
The Proposed Project will be developed and implemented in a manner consistent with the Health 
Resources Management Plan (“HRMP”), emphasizing the following: 
 

• Improving accessibility of medical care for patients across southern Delaware; 
• Improving patient experience, outcomes, and quality of care, by reducing the 

time it takes for patients to be admitted to, and arrive at an inpatient 
medical/surgical bed; 

• Improving patient experience, outcomes, and quality of care by reducing the time it 
takes for patients to be admitted to a women’s services bed; 

• Improving continuity of care by strengthening relationships with providers in the 
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community; and 
• Enhancing the satisfaction of health care providers in the local community. 

 
Balancing Access, Quality, and Cost 
Bayhealth has invested considerable resources to evaluate the need for and improve the 
accessibility of healthcare services in southern Delaware. The development and opening of 
Bayhealth Sussex as a replacement hospital for the former Milford Memorial is evidence of the 
health system’s commitment to the residents and visitors of Sussex County. Since becoming 
operational in February 2019, Bayhealth Sussex has experienced substantial growth in utilization 
of services. Additional beds are needed to meet the demand for medical/surgical and women’s 
services in order to continue ensuring access to high-quality, cost-effective care for residents across 
the region. Since Bayhealth Sussex opened in February 2019, the volume of patients requiring 
inpatient admission and/or observation has steadily increased, and the facility is near maximum 
capacity. 
 
Care Coordination 
To enhance care coordination throughout Delaware, Bayhealth is a founding member of the eBright 
Accountable Care Organization (the “eBright ACO”), which includes most other Delaware acute 
care hospitals. Bayhealth, along with its employed and affiliated independent primary care 
physicians that participate in the eBright ACO, has a significant number of patients attributed to 
its service area. 
 
Delaware Health Information Network (DHIN) Participation 
Since DHIN was established in 2007, Bayhealth has actively supported its efforts to improve 
patient access and quality of care through the daily submission of patient records from across 
Bayhealth’s network of facilities and providers, including Bayhealth Sussex. 
 
Care for the Medically Indigent 
Bayhealth provides medically necessary care to all patients regardless of ability to pay. In FY 2019 
Bayhealth provided in excess of $28 million in indigent care (bad debt and charity) representing 
approximately 4 percent of net patient service revenue. Bayhealth also provided more than $77 
million in care to Medicare and Medicaid patients, representing an additional 10 percent of net 
patient service revenue. 
 
The Review Committee agreed the application met criterion I. 
 
Criterion II: The need of the population for the proposed project. 
Over the first 12 months of operations, volume at Bayhealth Sussex increased in each utilization 
category as compared to the preceding 12 months at MMH (as indicated in Table 1). The average 
daily census (ADC) at Bayhealth Sussex from July 1, 2019 to March 10, 2020 was 64, 
representing a 14 percent increase as compared to the combined average for the previous 12-
month period at Bayhealth Sussex and MMH. The occupancy percentage at Bayhealth Sussex 
continues to increase and as of January 2020, was at approximately 76 percent. Observation care 
is a defined set of specific, clinically appropriate services which include ongoing short-term 
treatment, assessment, and reassessment before a decision can be made regarding whether a 
patient requires inpatient admission to the hospital or discharge. Observation status is often 
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assigned to patients who present to an ED for evaluation and treatment, but do not meet inpatient 
criteria. The median length of a time a patient is on observation status at the Hospital is 33 hours. 
Observation status patients are billed at outpatient rates, and therefore the charges associated with 
observation patients for their hospital stay are lower than the associated charges for an inpatient 
stay. 
 
Due to the high utilization of medical/surgical beds, patients who arrive at the hospital through 
the ED and require admission must wait in the ED until an inpatient bed becomes available. The 
backlog of patients awaiting a medical/surgical bed then impacts other patients waiting to be 
seen in the ED. At times, acute patients are made to wait on stretchers and beds in hallways. 
From July 17, 2019 to March 10, 2020 there were 98 days in which the Hospital’s census met 
or exceeded 68, which is approximately 95 percent occupancy. During those 98 days, a total of 
202 patients were placed on hold status, meaning they were awaiting an ED room, observation 
bed or inpatient bed. 
 
Meeting the Needs of an Increasing and Aging Population 
From 2019 to 2024, the Service Area population is projected to increase by 6.5 percent. Residents 
age 65 years and older will account for approximately 25 percent of the Service Area population 
by 20241. Inpatient utilization is highest among the elderly population, and as the population of 
this age cohort continues to increase within the Service Area, additional capacity challenges and 
crises will occur if more beds are not made available to the community. Women who have c-
section deliveries require longer hospital stays, which further stresses bed capacity. The Proposed 
Project in women’s services is necessary to provide immediate care for these patients, so that as 
women arrive at the hospital in labor or for a scheduled delivery, they have a quiet private room 
rather than waiting in the emergency department or in an adjacent medical/surgical unit. In 
emergency c-section cases, it is vital for the patient to reach the OR in under 15 minutes for 
successful outcomes for both mother and child. Transportation to an OR on another floor adds 
another task to critically time-sensitive deliveries. Sharing ORs with other surgical specialties 
also creates delays for scheduled c-sections. Scheduled c-sections may have to wait for hours 
past their scheduled surgical delivery time while all emergency c-sections and other surgical 
procedures are completed. From FY 2018 to FY 2020, births via c-section at Bayhealth MMH 
and Bayhealth Sussex increased by 19.1 percent. Fitting out the shelled space on the third floor 
of the Hospital to accommodate a c-section suite will positively impact quality, outcomes, and 
patient satisfaction. 
 
Meeting the Needs of the Broader Community 
As the population continues to age and increase, and the utilization of inpatient healthcare 
resources also increases, capacity constraints will be exacerbated as the hospital runs at 
increasingly high occupancy levels. 
 
The Review Committee discussed Bayhealth’s increase in c-sections over the last few years. It was 
stated the increase in c-sections seemed concerning. The Review inquired about the reason for this 
increase. It was noted perhaps these are medically necessary or patient choice. The Review 
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Committee also inquired about recent Bayhealth data since March 2020. The staff sent the 
following questions to Bayhealth: 
 
• The application notes, observation status patients are billed at outpatient rates, and therefore 

the charges associated with observation patients for their hospital stay are lower than the 
associated charges for an inpatient stay. Why are these charges lower? Does this mean that 
the cost is billed to the patient? What is Bayhealth’s viewpoint on observation status? Does 
Bayhealth see this as a cost control? 

• The application references data regarding the average daily census and hospital occupancy 
from July 2019 to March 10, 2020. Please provide recent data for the average daily census and 
hospital occupancy. 

• The application states, from FY 2018 to FY 2020, c-section births increased by 19.1%. Explain 
the reason for this increase. Are these c-section births medically necessary or by patient choice? 

• Does Bayhealth have a protocol in place to reduce the need for c-section procedures? 

The Review Committee held off on voting on criterion II. 
 
Criterion III: The availability of less costly and/or more effective alternatives to the proposal of 
Delaware, including alternatives involving the use of resources located outside the State. 
The application noted the proposed project is the most cost-effective alternative to increase 
capacity to meet the needs of the increasing and aging population in Sussex County, as well as to 
meet the needs of the existing female population. Bayhealth Sussex is the only Hospital within the 
Service Area. Other hospitals in Delaware are also facing capacity challenges that make wait times 
for inpatient beds as long, if not longer, than wait times at Bayhealth Sussex. The Proposed Project 
is the most viable and cost-effective solution to the capacity issues faced by Bayhealth Sussex and 
other Delaware hospitals. Bayhealth has a demonstrated track record of providing low-cost, high-
quality services to its patient population. Bayhealth has consistently achieved favorable patient 
outcomes, specifically as they relate to the cost of care provided. Bayhealth and select primary care 
physicians are currently participating with other Delaware hospitals and physicians in the eBright 
ACO, a Medicare Shared Savings Program. The program provides incentives for initiatives that 
improve quality and lower costs to Medicare beneficiaries. In addition, members of the ACO share 
information and receive reports from Medicare. 
 
The Review Committee inquired on the construction company that Bayhealth will use for the 
project.  The staff sent the following question to Bayhealth: 
 

• Will Bayhealth use a local construction company for the project or an out of state company? 
 

The Review Committee held off on voting on criterion III. 
 
Criterion IV:  The relationship of the proposal to the existing health care delivery system. 
The Proposed Project is the result of ongoing strategic facility assessments and master planning 
by Bayhealth. The need to convert existing shelled and administrative space into clinical areas 
was anticipated and planned for when Bayhealth Sussex was constructed. With the bed addition, 
Bayhealth Sussex would operate 167 licensed beds, which is nearly equivalent to the 168 licensed 
beds at the former Milford Memorial. All relevant Bayhealth policies and procedures will apply 
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to services offered as part of the Proposed Project. Regarding the relationship to the broader 
healthcare delivery system, there should be no adverse impact to existing providers both within 
and outside of the Bayhealth community. 
 
Bayhealth stated The Proposed Project will not have an adverse impact on other health care 
providers and Bayhealth will continue to collaborate to ensure the most appropriate care in the 
most appropriate setting. Bayhealth’s care management department assists with the coordination 
of any follow-up care required once a patient is discharged from the hospital. When a patient 
requires a higher level of care than can be provided at Bayhealth, the patient is transferred to the 
closest appropriate facility. This may include Christiana Hospital, as the only level 1 trauma 
facility in the state or other specialty facilities located outside of the state, as required. 
 
The Review Committee agreed the application met criterion IV. 
 
Criterion V: The immediate and long-term viability of the proposal in terms of the applicant’s   
access to financial, management and other necessary resources. 
Bayhealth delivers high-quality medical care to residents and visitors of central and southern 
Delaware. The additional medical/surgical and women’s services beds will improve and augment 
their capabilities to deliver care. Bayhealth has sufficient access to the requisite human and 
financial capital to ensure the long-term viability of the Proposed Project. 
 
Access to Financial Capital 
The estimated capital cost for the Proposed Project is $14 - $19 million: 

• Approximately $10 - 14 million for the additional 24 medical/surgical beds; 
• Approximately $3.0 - 3.5 million for the 5 women’s services beds; and 
• Approximately $1.0 - 1.5 million to fit out the shelled c-section suite. 

 
Access to Human Capital 
Bayhealth emphasizes a collaborative, team-based staffing approach to care. The Proposed Project 
will result in the need for additional staff to cover the new medical/surgical and women’s services 
beds. Team-based staffing needs will include board-certified physicians, advanced practice 
clinicians, registered nurses, and other trained personnel. Recruitment, hiring, and onboarding of 
the additional providers and staff will be led by Bayhealth’s human resources department and 
processes that Bayhealth currently has in place. 
 
The Review Committee agreed the application met criterion V. 
 
Criterion VI: The anticipated effect of the proposal on the costs of and charges of healthcare. 
The Review Committee reviewed Schedule 4-Statement of Revenue and Expenses. The 
application noted The Proposed Project will not increase the cost of care to patients, payers, and/or 
the State of Delaware. The combination of financing through current cash reserves, and internal 
facility renovation (rather than external construction), and other efficiencies will contain overall 
project costs. As a result, Bayhealth will not increase charges for services to off-set construction 
and/or operating expenses. The Proposed Project will not hinder Bayhealth’s efforts to manage 
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healthcare utilization and costs. It will improve quality of care and efficiency by utilizing the 
appropriate specially trained staff members and reducing patient waits in the emergency 
department. 
 
Enhancing the Local Economy 
Bayhealth’s commitment to enhancing the local economy is demonstrated by its efforts to improve 
the accessibility of high-quality healthcare services for residents and employers in the region. As 
the only health system in Sussex County that employs board-certified occupational medicine 
physicians and operates community-based occupational health centers, Bayhealth will serve the 
region’s growing economy by providing dedicated services targeting a healthy workforce. The 
Proposed Project will expand inpatient capacity and ensure workplace injuries are treated 
expediently and in the proper setting. 
 
The Review Committee discussed Schedule 7 in the application in regard to changes in staffing. 
The Review Committee inquired about the hourly wages for employees. The staff sent the 
following questions to Bayhealth: 
 

• What are the starting hourly wages for the CNAs, dietary, custodial and environmental 
services employees? 

• Who are the environmental services employees? 
• Does the custodial staff fall under the environmental services category? 

 
The Review Committee held off on voting on criterion VI. 
 
Criterion VII: The anticipated effect of the proposal on the quality of health care. 
The Proposed Project will enhance the services and quality of care that Bayhealth provides to 
residents and visitors of southern Delaware, as described in the subsections that follow. 
 
 

• Improved ED Care Quality: Increased bed capacity will improve ED throughput, 
decrease ED wait times and facilitate care delivery in the ED setting. 

• Improved Obstetrical Care Quality: The female population aged 15-44 continues to 
increase in Sussex County and throughout the Service Area. Additional obstetric beds 
will expand the capacity at Bayhealth Sussex to meet the increased demand for obstetric 
services. Fitting out an OR on the third floor that is designated for both planned and 
emergent c-sections will improve quality of care and patient satisfaction, as well as 
operational effectiveness in existing ORs. The dedicated c-section suite will also 
alleviate cancellations that may result from emergent use of the Bayhealth Sussex ORs. 

• Improved Patient Satisfaction: Increased bed capacity will enhance ED throughput, 
enabling patients to be placed into the appropriate care setting more quickly and 
decreasing the amount of time patients spend waiting for a bed in a waiting room or ED 
bay. The new beds will be in private patient rooms, which will enhance privacy and 
quality of care (i.e., lower rates of infection transmission and reduction in noise levels), 
in accordance with best practices. 
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The Review Committee agreed the application met criterion VII. 
 
The Review Committee requested that staff reach out to the other hospital systems to retrieve 
their c-section rates from 2018-2020 to get a better understanding at how the State is doing as 
whole with these procedures. 
 
Other Review Considerations 
Bayhealth noted the project will offer economies and improvements in the delivery of the 
service. The project will foster competition to promote quality assurance. Bayhealth has a 
history of providing health services to the Medicaid patients and the medically indigent 
population. Bayhealth has always provided health services to Medicaid patients, the medically 
indigent and the underinsured, regardless of their ability to pay. This project will not impact 
that commitment to this population. The concept of the Bayhealth Sussex Campus was to 
provide a continuum of care for patients. From birth to pediatric years and on to adult health 
care, the vast majority of ambulatory and acute care services are available on the Campus. With 
the relationship with Nemours, Bayhealth will be opening a medical facility that will 
provide pediatric specialties previously unavailable in southern Delaware. Further, a 
multitude of other adult ambulatory specialties will be accessible on the campus. 
 
Next Steps 
Staff will send the follow up questions to Bayhealth. Another Review Committee Meeting will 
be scheduled to continue the review of the application. 
 
Adjourn 
The meeting adjourned at 10:30 a.m. 
 


