
Innovations in
HOSPITAL RADIOLOGY

Management and Support

Hospitals are facing shrinking revenue  
on multiple fronts, including their 
radiology service line that traditionally 
has been a strong profit center. 

According to The Advisory Board, imaging services 
accounted for $24.1 billion or 37 percent of hospitals’ 
profit in 2007. That was three times greater than 
cardiology, the next closest service line.  At the time, 
radiology was in a dramatic growth phase. Between 
1999 and 2009, imaging procedures increased  
from 117 million to 172 million. Volume growth 
flattened out between 2006 and 2011 amid concern 
about overuse and scrutiny from private insurers and 

the Centers for Medicare and Medicaid Services 
(CMS). Reimbursement has also been under pressure 
in the last decade; since 2006, CMS has sliced 
radiology payments 12 times, although cuts have 
eased in 2015.  

With the shift from fee-for-service to bundled 
payments, value-based purchasing, pay-for-
performance and accountable care, hospitals are 
now re-examining the contributions of their radiology 
department to the bottom line and seeking new ways 
to improve the department’s profitability. Forward-
thinking healthcare systems are examining radiology 
revenue streams and seeking ways to maximize 
revenue capture and streamline operations.

Hospitals Seek New Revenue from Radiology

W H I T E  P A P E R



As part of the role it plays in radiology for a multi-hospital 
system, MedQuest recently took part in a Transformation 
Initiative, visiting 10 hospitals to compile best practices, 
identify improvement opportunities, examine drivers of 
variances from existing standards and establish 
replicable new benchmarks. 

In this process, the combined MedQuest and client team 
was challenged to identify $4 million in savings for the 10 
facilities’ radiology operations. At the end of the process, 
the team tallied up its results. Approximately half of the 
$4 million came from staffing adjustments, with the 
remainder achieved through revenue enhancement. 

Four of the key areas identified during the 
Transformation Initiative are addressed  
in this document:
• Revenues
• Operations
• Quality 
• Patient Satisfaction

Revenues
MedQuest focuses on two key areas to increase 
radiology department revenues:  the first is improving 
revenue capture and retention, and the second is 
increasing volume to bring in more income. Both 
strategies are driven by close attention to metrics; as 
renowned management consultant Peter Drucker once 
said, “If you can’t measure it, you can’t manage it.”

Concentrating on revenue capture and retention ensures 
a hospital is converting all the orders it receives to 
completed scans and being fully and fairly compensated 
for the services it delivers. Hospitals must ensure that 
they are maximizing existing referral streams through 
aggressively managing each step of the process from 
physician order to reimbursed scans.  This includes 

tracking orders tightly to get scan appointments 
scheduled and managing cancellations and no-shows 
to ensure scans are completed. The MedQuest model 
includes robust processes for verifying benefits, 
obtaining pre-authorization and confirming patients prior 
to their appointment. 

The result of reducing downtime and revenue loss 
from cancellations and no-shows can be a significant 
contribution to revenues. During the Transformation 
Initiative, for example, MedQuest found that 14 percent 
of scheduled appointments were no-shows. Converting 
just one percent of that number equaled an additional  
$1 million in income.

The need to address payment early, ideally at or before 
the time of service, is also increasingly important due 
to changing reimbursement models. High deductible 
insurance plans mean more patients are personally 
responsible for their healthcare costs, creating a new 
need to focus on payment. Enterprise-wide, MedQuest 
was able to increase time of service collections 9.4 
percent in 2014 by increasing attention on this function.  

Another change driven by need is revenue 
enhancement. Traditionally a hospital radiology 
department was able to generate high revenues with 
minimal marketing or outreach. Increased competition 
from outpatient centers and shrinking reimbursement  
is spurring radiology departments to change their 
outlook on marketing.

MedQuest has proven that strategic sales and marketing 
efforts can dramatically increase volume, and therefore 
revenues. The first step is performing a detailed 
assessment of current practices, referral patterns and 
local competition. Following sales process development 
and training, one or more sales and marketing 
specialists are brought on board to increase referrals 
and build productive, clinically based relationships with 
referring physicians and their office staffs.
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MedQuest is a national leader in radiology services with decades of experience and a proven record  

of success in radiology management. The company brings this deep expertise to the comprehensive support 
and management services it offers to hospitals for the key radiology service line. 



Using a robust Customer Relationship Management 
(CRM) system with a proprietary application overlay, 
MedQuest tracks and measures sales and marketing 
to determine ROI and effectiveness. Current referral 
volumes are identified and compared against industry 
standards and individual physician potential, and  
a system is developed that provides forecasting  
based upon real-time referral trend data by modality  
and provider.

Operations
While increasing revenues is important, it is equally 
critical to address operational improvements to achieve 
better profitability and support growth. Streamlining 
workflow, improving scheduling and ensuring 
appropriate staffing all contribute to a more efficient 
workplace and better bottom line.

As part of the Transformation Initiative, MedQuest 
scrutinized procedure volume and data, analyzed 
payroll and tracked volume to create a sophisticated 
formula that helps determine optimum staffing for a 
given hospital radiology department. This new approach 
to Relative Value Unit (RVU) was shared with the 
Association for Medical Imaging Management (AHRA), 
which is incorporating it into recommendations to 
CMS on how to benchmark and increase radiology 
productivity.

Staffing is always a sensitive subject, but the MedQuest 
approach is to ensure the staff is working at the top of 
their licenses or certifications and the department is 
appropriately staffed based upon volume. MedQuest has 
found that even simple changes can result in substantial 
savings; for example, by scheduling staff for 36 hours 
rather than 40, overtime can be more easily controlled 
and curtailed.

Dovetailing with staffing is scheduling, and MedQuest 
has identified and developed unique approaches that 

maximize productivity and reduce downtime. By actively 
managing each modality with a completely live schedule, 
the MedQuest approach delivers better visibility and 
increased utilization.

Further, MedQuest has found that a concerted effort to 
fill the schedule on a daily basis will increase revenues 
and maximize productivity. This attunes staff to the daily 
schedule and increases attention to filling the next day’s 
schedule, helping to create a culture of maximizing 
utilization.  Over time, a consistent series of full days 
leads to higher overall volumes for the year.

Quality
Safety and quality are integral to operations in radiology 
departments. MedQuest draws from industry best 
practices to establish strict safety standards that exceed 
industry demands and ensure patient and clinician 
safety. From a quality standpoint, the company ensures 
that all equipment is functioning as designed, and 
that technicians and radiologists have the appropriate 
training and certifications.

Using real-time data and MedQuest’s proprietary quality 
scorecard, radiology departments can track metrics 
such as report turnaround time, MRI and CT quality 
assurance, contrast reactions preparedness, and a 
number of other factors. Where there is a variance, 
action can be taken immediately to remedy the situation. 
A further safety check is the development of a Physician 
Peer Review program to assess the quality of radiology 
reports through the use of recurring random, blinded, 
clinically based reviews.

Patient Satisfaction
In the busy bustle of hospitals, it’s easy to overlook 
the true focus of all activities – the patient. However, 
establishing a positive patient experience not only helps 
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draw patients and referring physicians to the hospital radiology department, it also benefits the organization’s 
satisfaction rankings. 

MedQuest has discovered that improving pre-visit communications with the patient is a positive start, which is 
reinforced with streamlined registration and intake processes and a patient-focused workflow. Finally, achieving a 
faster turnaround on test results pleases both the patient and the referring physician.

Advancing Hospital Radiology Management
As a national leader in radiology operations, MedQuest is finding new ways to help hospitals realize strong value 
from their radiology departments. By enhancing revenues and improving operations, hospitals can be assured 
they are deriving maximum profitability from radiology. By integrating data, diligently tracking metrics and ensuring 
processes are in place to promote both quality and patient satisfaction, hospitals find their radiology services 
are once again a major contributor to bottom line results and better positioned to support population health 
management and other key initiatives in the future.
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