


Formal Ref Dev System Brings 

• Successful transition of patients to IRF 

• Increased efficiencies for better customer service 

• Best way to defend against denials of payment 

• Actualized growth for ST and LT 



Basics of a Formal System 

• Provide services 7 days a week 

• Two hour time frame for a response from IRF 

• Ratio of 10:1 – Beds to Liaison 

• Training to be effective and uniform 



What Do You Want in a Liaison 

 

Business and 
Customer Service 

Savvy 

Clinical Expertise for 
IRF that is 

Authoritative and 
Reliable 



Basic Training 

• CMS IRF Rules 

• Admission Criteria 

• Case Studies with Critical Thinking 

• Documentation Standards/Needs 

• Referral Process Standards 



Basic Training: Admission 

Criteria 
Expansive Range of Admits to  

Conservative Range of Admits 

• Typical Admits 

• Challenging Admits 

• Non-Admits 

• Rehab Physician Needs 

• Staff Needs 

• Documentation Needs 



PAS Requirements 

• Prior level of function 
• Expected level of improvement 
• Expected LOS to reach improvement 
• Risk for clinical complications 
• Conditions that caused the need for rehabilitation 
• Treatments needed 
• Anticipated discharge destination 



Business & Customer Service 

Systems: Basic 

• Sufficient Liaisons 

• Pre-Authorization Communication 

• Communication with Referral Sources  

 

 



Communication with Ref Sources 

• 2 hour time frame – definition and application 
• Communication with Referral Sources – constancy and consistency 
• Communication with Rehab Physician/Admissions/Management 
• Bed Availability – Communicated routinely to key stakeholders  
• End of Day – Rehabilitation Admission Board 
• Weekend communication and hand-off 
• Goal setting and communication 

 



Business & Customer Service 

Systems: Basic and Advanced 

• Sufficient Liaisons 

• Pre-Authorization Communication 

• Communication with Referral Sources  

• Analysis of Non-Admissions 

• Analysis of Denials of Payment 

 

 



The Math to Cover Liaison 

 

Clinical Liaison Salary $100,000

SWB @ 25% $25,000

Incentive of 15% $15,000

Total $140,000

Net Revenue Per Patient $19,371

21% Margin $4,068

Number of Referrals (60% Conversion)

Gross Cost Coverage 7.2 12.0

Net Cost Coverage 34.4 57.4



Passive to Powerful 

• Passive approach 
• Waiting for referrals to come your way  
• In the office when no referrals  
• “Surprised” when people say they didn’t know there was a rehab program in this area   

• Powerful approach  
• Case Management training and development  
• Acute Therapy training and development  
• Relationship building with Hospitalists/Specialists – providing outcome data 
• Relationship building with external referral sources  
• Identification of appropriate Rehab patients, communication to Case Management and an 

interdisciplinary approach to determining the appropriate level of care.  
• Using data to look for atypical rehab conditions and non-traditional points of origin 


