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Practice Transformation

Juliane Tomlin
Senior Improvement 

Advisor



SKILLS WORKSHOP
1st Thursday @ 10am

LEARNING LAB
Monthly

Designed around 
themes

Are designed to learn 
something

Focus on cognitive 
understanding

Facilitator shares 
content

Can be repeated with 
little or no changes

Designed around contextual 
issues

Are designed to test something

Focus on experiential learning

Group of participants drive 
what is being tested

Designed to accommodate context, 
knowledge, and experiences of 

participants
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Today’s Agenda

1. Managing Your Practice Facilitation Work -
What does it mean?

2. How do I manage my panel of practices?
3. How do I manage all of my tasks and 

meetings?
4. How do I communicate with my practices, 

coaching peers, and supervisor?
5. Tool Deep Dive: How do I use the Practice 

Portfolio?



Practice Transformation Initiative

Utilizing your coach support network
• Ask and offer another 

coach… 
• how to overcome a 

similar challenge.
• perspective on a 

difficult situation.
• a tool or resource 

used successfully.
• expertise on a 

particular subject.
• celebration!

Tools

Resources

Perspective

Feedback

Expertise

Experience

Validation
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Practice Transformation Initiative, a program of:

POLL: What do you struggle with most?
• Keeping track of all my assigned practices and what to focus on with them
• Balancing different types of work – meetings, e-mails, QI tasks, 

documentation, and travel to/from practices
• Communicating progress with my practices, coach peers, and supervisor
• Managing our team of coaches to keep everyone on track and growing 

professionally
• Other?



"Coaches offer a structure, time, and place for 

practices to solve their own problems."

—Humboldt Del Norte Foundation, a Robert Wood 

Johnson Aligning Forces for Quality participant
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Coaching Roles

Convener Facilitator
Agenda setter 

and task 
master

Skill builder

Knowledge 
broker

Sounding 
Board

Problem 
Solver Change Agent



Practice Transformation Initiative

https://www.ahrq.gov/sites/default/files/publications/files/practicefacilitationhandbook.pdf

https://www.ahrq.gov/sites/default/files/publications/files/practicefacilitationhandbook.pdf


Practice Transformation Initiative

“I have 600 
patients –
they all work 
for the same 
organization 
and are listed 
in the staff 
directory.”



Practice Transformation Initiative

Managing my 
workload

Managing my 
practice panel

Managing my 
tasks and 
meetings 

Managing my 
appointment 

schedule

Communicating 
with my practices, 

coach peers, 
manager

Coordinating with 
my care team



Practice Transformation Initiative

Empanel and risk stratify your patients
practices.
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Empanelment Considerations

•What’s the ideal panel size?  What is the 
number of practices a coach should be 
working with?

•What’s the right balance of patient risk-
level in the panel?

•What are the care guidelines for a 
patient’s risk level?



Practice Transformation Initiative

What is the 
ideal panel size 
(for coaches)?

Time 
allocated 

for coaching

Size of 
practices

Practice 
Readiness

Practice 
Facilitation 
Model and 
how long 

you intend 
to work 
with a 

practice

Ratio of 
practices 
based on 
stage of 
coaching

New Practices
Established Practices
Graduated Practices



Coach FTE Ideal Panel Size
Readiness/Risk 

Stratification 
Criteria

Practice Panel 
Management 

Task 
Definitions

Panel 
Assignments



POLL: 
What criteria do you use to determine if a 

practice is ready to work with a coach?



IDEA: Practice Readiness Checklist

https://www.ahrq.gov/professionals/prevention-chronic-
care/improve/system/pfhandbook/mod12.html#fig12.2

https://www.ahrq.gov/professionals/prevention-chronic-care/improve/system/pfhandbook/mod12.html#fig12.2


Practice Risk Stratification

https://www.ahrq.gov/professionals/prevention-chronic-
care/improve/system/pfhandbook/mod12.html#fig12.1

https://www.ahrq.gov/professionals/prevention-chronic-care/improve/system/pfhandbook/mod12.html#fig12.1


Practice Transformation Initiative

Practice Panel Management Tasks 
by group (Care Guidelines)

Not Yet 
Engaged 

Initial 
Engagement

Engaged –
High 

Functioning

Engaged –
Functioning

Engaged –
Low 

Functioning

Maintenance 
[Graduated]



BEST PRACTICE:
Practice Empanelment Steps

1. Define how much time per week each coach will be a coach (vs 
other responsibilities).

2. Define ratio of practices per 1.0 FTE.
3. Calculate number of practices for each coach based on 

individual FTE.
4. Define criteria for practice readiness (risk-level).
5. Categorize all of the practices your team is working with.
6. Assign each coach practices from all risk-levels.  If a coach is 

more experienced, you could assign more high-risk practices 
than other less experienced coaches.

• Match existing relationships when possible.
7. Document the panel assignments.
8. Rebalance panels with feedback from coaches.
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Practice Transformation Initiative, a program of:

Managing your time and 
appointment schedule



Work Buckets

Appointments (Meetings)

Practice Follow-up

Admin



Appointment Types
Scheduled: 
In-person

• Used for formal 
meetings with 
improvement 
team or 
partners

• Best on 
Tuesday, 
Wednesday, 
Thursday

• Best at the start 
of a clinic shift 
or lunch

• 60 min appt
slots

Scheduled: 
Phone

• Used for formal 
meetings with 
small groups or 
individuals

• 30 min appt
slots

Walk-in

• Used for in-
person informal 
improvement 
work between 
meetings

• 90 min appt
slots

• Often book 2 
back-to-back for 
3 hours total

Catch-up Slot

• Travel Time



Practice 
Follow-up

Responding to 
communication 

from the practice

Initiating 
communication to 

the practice

Documentation

Sharing Resources

Appointment Prep

Completing Action 
Items



Admin 
Work

Meeting with your 
team of coaches

Meeting with your 
manager

E-mails

Professional 
Development

Networking



Practice Transformation Initiative

BEST PRACTICES: 
Coach Time Management

• Calendar everything, including work on your own!
• Calendar your needs.
• Scrub your schedule the week before and the day before.
• Keep travel to middle of the week.
• Save at least 1 day for being at your home base with your 

team.
• Mondays are good for meetings and preparing for the week.
• Friday afternoons are good for thinking, writing, and 

collaboration.



Practice Transformation Initiative
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Practice Transformation Initiative, a program of:

Care Team Coordination:
Managing communication with 
practices, peers, managers



Practice Transformation Initiative

Key Characteristics of 
High Performing Care Teams
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Colocation
• Time
• Physical Space

for…
• Informal collaboration
• Team-building
• Trouble-shooting
• Planning
• Bouncing ideas off each 

other



BEST PRACTICE:
Allied Pacific Team’s Home Base



BEST PRACTICE: 
Supervision

TEAM
GROUP SUPERVISION

• Weekly Huddles
• Monthly In-depth
• Peer Exchange: Learning and 

Consultation
• Group feedback
• Trends across panels
• Team-building
• Mutual problem-solving
• Spreading best practices across 

coaches and practices

MANAGER
INDIVIDUAL SUPERVISION

• Weekly or monthly
• In-depth
• Coach focused
• Individual feedback
• Focused on one panel



https://pcmh.ahrq.gov/sites/default/files/attachments/Developing
_and_Running_a_Primary_Care_Practice_Facilitation_Program.pdf

https://pcmh.ahrq.gov/sites/default/files/attachments/Developing_and_Running_a_Primary_Care_Practice_Facilitation_Program.pdf
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Practice Transformation Initiative, a program of:

POLL: What experience do you have documenting 
improvement work?

• My personal notes document
• A shared document/spreadsheet with my practice
• A shared document/spreadsheet with my supervisor
• Other?



Documentation

ENCOUNTER

• Audience = coach, supervisor if 
requested

• “substantive and meaningful” 
encounters – in-person, virtual, 
phone, and support such as 
research

• Notes – discussion, action items

PROGRESS TRACKING
• AUDIENCE = coach, practice team, 

supervisor
• Can be detailed or high-level 

depending on the audience
• Communicates change over time –

progress
• Use a tool
• Includes relevant data (no patient 

data), action items, goals
• Often in Spreadsheets
• Shared and accessed by multiple 

people
• Keys to an effective tool: Consistency, 

Transparency, Accessibility, 
Accountability



Documentation – Progress Tracking

DETAILED

• AUDIENCE = coach, practice 
team

• Track ALL the details over time
• Build capacity and 

independence of the team by 
have the team access and 
update the tool – make it a 
shared space

HIGH LEVEL
• AUDIENCE = coach, supervisor, 

other facilitators, leadership
• Communicate progress on high-

level common themes across 
practices: performance measures, 
key changes

• Roll-up of data across a coach’s 
panel – quantitative & qualitative

• Standard template for all coaches
• Escalate requests for support, 

problem-solving, resources
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TOOL:
Practice Portfolio

• https://pbgh.box.com/s/k0idcodq5z2j2ef9e2jw6qfhe3wiu6q
t

https://pbgh.box.com/s/k0idcodq5z2j2ef9e2jw6qfhe3wiu6qt
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Practice Transformation Initiative, a program of:

What 
would 
you 
use?

What 
else 

do 
you 

need?



Practice Transformation Initiative

Connect with coaches on Socialcast
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Digital Resource Library



• March 22nd-23rd @ Long Beach: 
10 Building Blocks Training

• Team-Based Care Follow-up
• Patient – Care Team Partnership
• Care Team Continuity

• April 4th-5th @ Burlingame: PTI 
Quarterly Meeting

• April 6th @ 10am: Practice 
Facilitation Skills Workshop

• Creating QI Plans – for practices 
and coaching programs

UPCOMING 
EVENTS
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Practice Transformation Initiative, a program of:

Crystal Eubanks, Senior Manager - Practice Transformation –
ceubanks@calquality.org

Juliane Tomlin, Senior Improvement Advisor –
juliane@careinnovations.org

Jen Burstedt Correa, Project Manager –
jburstedt@calquality.org

mailto:ceubanks@calquality.org
mailto:juliane@careinnovations.org
mailto:jburstedt@calquality.org
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Practice Transformation Initiative, a program of:

Help us improve 
our offerings!

Share your feedback here:
https://www.surveymonkey.com/r/PFSW-03-17

https://www.surveymonkey.com/r/PFSW-02-17

	Practice Facilitation����SKILLS WORKSHOP
	Slide Number 2
	Slide Number 3
	Today’s Agenda
	Utilizing your coach support network
	POLL: What do you struggle with most?
	Slide Number 7
	Coaching Roles
	Slide Number 9
	“I have 600 patients – �they all work for the same organization and are listed in the staff directory.”
	Slide Number 11
	Empanel and risk stratify your patients practices.
	Empanelment Considerations
	What is the ideal panel size (for coaches)?
	Slide Number 16
	Slide Number 17
	IDEA: Practice Readiness Checklist
	Practice Risk Stratification
	Practice Panel Management Tasks by group (Care Guidelines)
	BEST PRACTICE:�Practice Empanelment Steps
	Managing your time and appointment schedule
	Work Buckets
	Appointment Types
	Practice Follow-up
	Admin Work
	BEST PRACTICES: �Coach Time Management
	Slide Number 28
	Care Team Coordination:�	Managing communication with 	practices, peers, managers�
	Key Characteristics of �High Performing Care Teams
	Colocation
	Slide Number 32
	BEST PRACTICE: �Supervision
	Slide Number 34
	POLL: What experience do you have documenting improvement work?
	Documentation
	Documentation – Progress Tracking
	TOOL:�Practice Portfolio
	What would you use?
	Connect with coaches on Socialcast
	Digital Resource Library
	Slide Number 42
	Slide Number 43
	Help us improve our offerings!

