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Tech Tips – Zoom Meetings

Attendees are 
automatically MUTED 

upon entry
Refrain from using the 

hold button

Use the chat box, 
if you have questions or 
would like to participate

Direct messages to
Michelle if you have 
any technical issues



Zoom Tips & Tricks



Practice Transformation Initiative
Learning & Impact 

Jose Ordonez
Program Coordinator 



• Healthcare improvement organization

• Advance the quality and efficiency 

of the healthcare delivery system 

in California

Who is the California Quality 
Collaborative (CQC)?



• Heard and reacted to the results 
and learnings that came from 
the Practice Transformation 
Initiative program

• Heard about CQC’s next phase 
of work in practice transformation

• Acquired access to the PTI 
Resource Library and Lessons in 
Scaling Transformation Report

Today’s Objectives
By the end of this webinar, participants will have:



• Presentation slide deck
• Recorded webinar
• Website link to the 

PTI Resource Library
• Document with Q/A from 

the webinar
• Lessons in Scaling 

Transformation: Impact of 
California Quality 
Collaborative's Practice 
Transformation Initiative

What you will get after this webinar





Practice Transformation Initiative’s 
overview and aim statement

April Watson
Director, 

Practice Transformation Initiative 



• Polling questions:
• Where are you joining from? 

• Northern California

• Southern California 

• Outside of California

• What type of organization are you a part of?  
• An organization that delivers care to patients

• An organization that supports those providing 
care to patients

• A government agency

• Other (please specify in chat box)

Who’s in the (virtual) room today?



 4-years (2016-2019) 
 CMMI’s Transforming Clinical Practice Initiative 

Practice Transformation Initiative

• Collaborators:

• Elevation Health Partners

• UCSF Center for 
Excellence in 
Primary Care

• PFCCpartners

• Denise Armstorff 
Consulting

• Lead organization: 

• Pacific Business Group on 
Health (PBGH) / California 
Quality Collaborative (CQC) 

• Partner organizations: 

• Center for Care Innovations
(CCI)

• Integrated Healthcare 
Association (IHA) 

https://www.elevationhealthpartners.com/
https://cepc.ucsf.edu/
https://pfccpartners.com/
https://www.linkedin.com/in/denise-armstorff-1b699665/


Improve quality of care while decreasing 
cost for 4 million Californians by: 

What were we trying to accomplish?

• Working with 4,800 
clinicians 

• Across 16 Provider 
Organizations

• 15% ave. RI across 
clinical quality 
measures

• $242M cost savings



Improved quality of care while decreasing 
cost for 3 million Californians by: 

• Working with 4,800 
clinicians 

• Across 16 Provider 
Organizations

• 15% ave. RI across 
clinical quality 
measures

• $242M cost savings

What did we actually accomplish?

• Worked with 4,400 
clinicians 

• Across 13 Provider 
Organizations

• 14% ave. RI across 
clinical quality 
measures

• $186M cost savings



Bodenheimer, T et al: 10 Building blocks of 
high performing primary care. Ann Fam 
Med 2014; 166-171

Models and frameworks

Model for 
Improvement

Leading Change

Dialogue 
Education

10 Building 
Blocks of High-

Performing 
Primary Care



Technical assistance to build a 
learning collaborative

PTI Learning 
Collaborative

Build
 d

ata analytics capabilities

Practice Coaching

Improvement Advising

Webinars

Quarterly Meetings

Quarterly Trainings

Data Infrastructure



13 Provider Organizations



13 Provider Organizations



Peter Robertson
Senior Manager,

Data Use and Reporting

How do we know change is 
an improvement?



How do we know change is an 
improvement?

Clinical Utilization Practice 
Assessment

Measurement Domains

• Diabetes 
(6 measures)

• Cardiovascular
(1 measure)

• Asthma 
(1 measure)

• Hospital Utilization 
(2 measures)

• Unnecessary Testing
(2 measures)

• 10 Building Blocks 
of Primary Care

Measures



1. Improved Patient Outcomes
2. Reduced Hospital Utilization
3. Lowered Performance Variation
4. Positive Return on Investment

Program Achievements



Improved Patient Outcomes
Domain Measure NQF ID

50% 60% 70% 80% 90%
Performance Rate (%)

Diabetes
HbA1c Good
Control <8% NQF 0575

HbA1c Poor
Control >9% NQF 0059

Blood
Pressure
Control

NQF 0061

HbA1c
Testing NQF 0057

Nephropathy
Screening NQF 0062

Hypertension
Controlling
Blood
Pressure

NQF 0018

+ 12.88%

+ 8.46%

+ 1.61%

+ 17.83%

+ 10.67%

+ 2.44%

90th Percentile
(Commerical HMO)

Network wide 
improvement in 
chronic disease 
management

Additional,
− 40,000 diabetics 

with improved 
HbA1c control

− 45,000 patients 
receiving regular 
screenings & 
testing



Reduced Hospital Utilization

12/31/2015 9/30/2016 9/30/2017 9/30/2018 6/30/2019
100

150

200

250

300

350

Per Th  
315.7 325.4

299.0

364.6

145.4

265.2

179.8
182.1182.3 182.4

 Measure
Inpatient Bed Days
Emergency Department Visits



Lowered Performance Variation

12/31/2015 9/30/2016 9/30/2017 9/30/2018 6/30/2019
0%
5%

10%

15%

20%

25%

30%

35%

40%

45%

50%

55%

60%

65%

70%

75%

80%
85%

% of       15.0%

41.9%

23.0%

45.8%

43.0%

75.8% 76.4%

80.1%

72.4% 71.9%

90th Percentile (Commerical & Medicaid)

FOUNDATION

IPA/MSO

FQHC/Health
Plan

Cohort



Positive Return on Investment



What changes did we make 
that resulted in an 

improvement?

Crystal Eubanks
Senior Manager,

Practice Transformation



1. Leadership & 
Vision

2. Data

3. Empanelment

4. Team-Based Care

Clinical Guidelines

5. Patient 
Engagement

6. Population Health

7. Continuity

8. Access

9. Coordination

• Leaders at all levels
• Org/practice-wide vision
• Measurable goals and objectives

• Data systems that collect information related to measures
• Actionable data displays, regularly updated data
• Data shared widely

• Each patient linked to PCP/care team
• Panel size standards and measurement

• Other health care professionals part of team
• Standing orders for uncomplicated patients
• Dyads/teamlets within practices
• Co-location
• Daily huddles

• Clinician training/education on evidence-based clinical guidelines for 
specific chronic illnesses

• Standard work flows by patient diagnosis

• Shared decision-making
• Agenda-setting
• Patient satisfaction data

• Health coaching for subset of patients
• Panel stratification
• Panel management
• Complex care management

• Tracking of continuity measures
• Support of practice staff for continuity

• Collecting and tracking data for 3NA
• Accommodating patient preference for seeing own provider vs same 

day access

• Automatic notification of hospital discharge or ED visit
• Care/referral coordinator
• Maximization of specialist referrals; diagnostics secured in advance

Staff Vitality & Joy in Work 
Aligning Financial Incentives for Improvement  /  Sustainable Business  Operations 

Primary Drivers Secondary Drivers

What changes 
did we make 
that resulted in 
improvement?



Most Improved Capabilities

QI Capability (M.20)

Practice Aims 
(M.18)

Care Management of High-Risk Patients 
(M.10)

Shared Decision Making 
(M.4)

Risk Management Processes (M.9)

Improvement 
(Avg.)
1.04

1.02

0.91

0.72

0.72

Final Score 
(Avg.)

1.99

2.17

2.36

2.04

2.42



Change Levers 
Correlated with Improvement

Care Management of High-Risk Patients 
(M.10)

Shared Decision Making 
(M.4)

QI Capability 
(M.20)

QI Approach 
(M.19)

Performance Reports 
(M.21)



STAFF COACHES WITHIN PROVIDER ORGANIZATIONS

Practice Facilitation Model

 100+ coaches trained through the PTI and 
employed by provider organizations
 Coached 1500+ practices
 Long-duration, encompassed all measures 

and drivers
 Built QI expertise in local organizations 

for sustainability



Improvement Coaching: 
What Matters Most for Practice Transformation

Bu
ild

 Im
pr

ov
em

en
t I

nf
ra

st
ru

ct
ur

e • Construct a 
Firm 
Foundation

• Define the 
Role of 
Improvement 
Coach

• Design an 
Impactful 
Coaching 
Model

• Make Practice 
Transformation 
a Priority

En
ga

ge
 P

ra
ct

ic
es

 
th

ro
ug

h 
C

ol
la

bo
ra

tio
n • Develop the 

Mindset of a 
Servant 
Leader

• Invest the Time 
Needed to 
Build 
Relationships

• Walk Care 
Teams through 
the 
Improvement 
Process

In
ve

st
 in

 C
oa

ch
 M

as
te

ry • Provide 
Access to 
Technical 
Assistance

• Learn and 
Apply 
Improvement 
Methodology

• Build Skills for 
Practice 
Improvement

• Develop the 
Coach 
through Peer 
Learning

For more details, visit the PTI Online Resource Library

http://www.calquality.org/storage/pti/Resources/pti_evaluation.pdf


Design an impactful coaching model

• Focus support on high-priority measures, rather than 
addressing all measures.

• Create coaching roles among existing HEDIS and QI Staff.

• Target coaching support on engaging low-performing and 
high-membership practices instead of using resources for 
practices that are already highly engaged.

• Use a tiered practice engagement plan with specific 
coaching activities for each level of engagement, 
ensuring that limited coaching resources are deployed to 
practices where they could have the greatest impact.



Reflections from a PTI participant
How did PTI impact you and/or your organization?

Chloe Tang
Quality Care Improvement Team Supervisor

Practice Coach Supervisor



Type your questions or comments in the chat box

Questions/Answers



Michael Au
Project Manager



1. Primary Care Fundamentals:
• 3-year program beginning in 2020

2. Behavioral Health Integration: 
• Scheduled to launch in late 2020

3. Centers for Medicare and Medicaid 
Services Clinician Quality Improvement 
Contractor (CQIC):
• Proposal submitted in August 2019

The future of practice 
transformation



PTI Resource Library
http://calquality.org/resources/pti-resource-library

http://calquality.org/resources/pti-resource-library






Upcoming Events

Save the date for CQC’s 
next Improvement 
Coaching Workshop 
coming up mid-April 
2020

For more questions email 
cqcinfo@calquality.org

mailto:cqcinfo@calquality.org


• Please stay connected through our 
CQC newsletter for more updates, 
future events and programs.

• Visit us at www.calquality.org

• If you have any questions, email us 
at cqcinfo@calquality.org

California Quality Collaborative

http://www.calquality.org/
mailto:cqcinfo@calquality.org


CQC Team

Peter Robertson
probertson@pbgh.org

Michael Au
mau@pbgh.org

Crystal Eubanks
ceubanks@pbgh.org

Michelle Mah
mmah@pbgh.org

Jose Ordonez
jordonez@pbgh.org

April Watson
awatson@pbgh.org

mailto:probertson@pbgh.org
mailto:mau@pbgh.org
mailto:ceubanks@pbgh.org
mailto:mmah@pbgh.org
mailto:jordonez@pbgh.org
mailto:awatson@pbgh.org
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