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The Way We Were



• Municipal Hospital (City of Iowa Falls)
• Hardin County: Population 17,000. Iowa Falls: 5,200.

• Aging and shrinking population
• $22 Million net revenue per year

• Opened new hospital 2014
• City and County Backed Bonds; $18M debt

• $0 annual tax support



Geography: Healthcare Referrals



Hardin County:
-21.7%



The Way We Were 
(until November 23, 2018)

• In 2003, 8 doctors delivered 
• By 2018, 1 family medicine-trained provider did 

75% - 80% of deliveries
– 25% 2 family medicine physicians and mid-wife

• 86 deliveries/year (5-year average)
• 106 previous year; 112 the year before that
• OB GYN physician from Mason City visit every 2 

weeks



The Way We Were

Friday, August 24, 2018
4:37 pm 



The Way We Were

Discernment Process



Discernment Process

HOW we proceed 
is as important 

as WHAT we do. 



Discernment Process

*Discernment is the process to create a reflective 
period in which individuals and organizations can 
gain perspective on complex issues.



Medical Staff
Board of Trustees
Donor meetings
Community Listening Post sessions
Newspaper (On-line questions)
Health System
Surrounding communities
Chamber of Commerce
Board of Supervisors
Service clubs
Social media
Coffee Shops

90-Day Discernment Process



Community Discernment

TRADE-OFFS - Where devote limited resources?

POSSIBILITIES - Uncover and evaluate possible 
options other than the norm.

GAIN PERSPECTIVE - Recognize parties will 
perceive and describe the issue differently.

Share the facts
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% of Patients Who Choose Hansen Family Hospital for Delivery?
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Economic Impact Summary



Perspective:
An Average Week

Average number of babies delivered during an average week





Community Discernment:
Verbatim Quotes

• “The hospital should live within its means”
• “Delivering babies is nice, but we can’t topple 

the whole thing for this one service”
• “If we lose deliveries, the babies will never 

come back”
• Everything else is changing – why wouldn’t 

this?”
• “Are you sh**ing me? I had no idea it cost that 

much”



Options Considered

A. Stop OB
B.   Shared Care
C.   Long-term Fill-In Physicians
D.   Other Group Coverage



Before

Discernment Process

ShareCare



Recommendation to 
Hospital Board of Directors

• Share Care to deliver Obstetrical services

• Protocol developed by the American Academy of 
Pediatrics (AAP) and the American College of 
Obstetricians and Gynecologists (ACOG)

• Provides local early and regular prenatal care.  

• Delivery at a larger center, return to local primary 
care.





ShareCare Implemented November 23, 2018



Sept 2019



Share Care
Learnings Since November 23, 2018

• 75% of mothers who deliver “out of town” are returning 
with their babies back to Iowa Falls for doctoring

• Mason City (47%), Ames (26%), Waterloo, Des Moines or 
Clarion

• HFH will serve 68 pregnant women locally and through 
ShareCare over 12 months = 80% of previous pregnant 
women volumes

• 2 new family-medicine physicians recruited (Sept 2019 and 
Sept 2020) – neither would have come with deliveries

• $500,000+ redirected to senior mental health, new primary 
care clinic, general surgery

• Hospital profitable last 5 months in a row (no tax support)



It Ain’t All Puppy Dogs
and Rainbows…

• ER implications
• Patient education
• Physician referral process
• Learning process 



Proactive Community Discernment 
Quality EMS

Public policy driving innovation
Responsive educational institutions

Public/private partnerships
Payers that pay

If I Ran the Zoo – To Get 
to the Other Shore…



Doug Morse
Doug.Morse@mercyhealth.com

mailto:Doug.morse@mercyhealth.com
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