
1

Welcome!

Please share your name, role, 
organization and your favorite 
school supply item in the chat



Sustainability Plan 
Section 2: 
Culture & Engagement

Tuesday, September 9; 11 a.m. – 12 p.m. PT

CalHIVE BHI Commons
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Tech Tips

Need help? 
Direct message 

Erika Lind
if you have any technical 

issues

Welcome! 

Add your organization to 
your name 

Turn on video if possible

Engaging Today

• Participate in round robin
• Contribute to Zoom 

Whiteboard
• Share questions in the chat or 

come off mute 
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To provide sustainable 
integrated behavioral health 

care to meet the needs of 
every patient.

Every patient is seen, heard, and 
offered compassionate, culturally 

sensitive, and holistic guidance 
for their mental health journey.

To foster a culture that 
embraces continuous 

improvement and positive 
changes on improving patient 

and staff well being. 

The best place to start and 
support your journey to 

happiness.

Is dedicated to build a culturally 
and linguistically competent 

behavioral health center to lower 
the barriers for our community in 
accessing behavioral health care.

To promote and support the 
well-being of all SFHN 

Patients through seamless 
care team collaboration.

Bringing comprehensive, 
compassionate and supportive 
behavioral health to southern 

California today, tomorrow, and 
forever forward.

Every patient deserves access to 
appropriate resources driven by 

evidence-based care. To build 
systems that enable PCP’s to 

confidently care for those with 
behavioral health needs that 

impact their overall wellbeing. 

Welcome CalHIVE BHI Teams! | Celebrating Your Vision for BHI
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• Three focused sections → supported by 
CalHIVE BHI Commons​ webinar
• Billing & Financing (Aug)​

• Culture & Engagement​ (Sept 9)

• Monitoring & Playbook​ (Oct)

• Menu of 5 core actions and 2 optional 
actions, menu of 22

• Three sections represent Year 3 CalHIVE 
BHI deliverable​

• Developed for:
• Standardization

• Prioritization

• Customization

CalHIVE BHI | Sustainability Plan 

Culture & 
Engagement

Billing & 
Financing

Monitoring & 
Playbook

GOAL
Sustainable 

BHI

Due Tues. Sept 30

Due Fri. Oct. 31

Due Fri. Dec. 19
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Our Objective

Today, we’ll: 

Share and learn BHI spread plans 
at CalHIVE BHI organizations

Analyze required actions of the 
Sustainability Plan: Part 2 (Culture 

and Engagement)

Initiate plans for BHI Spread & 
Sustain Roadmap
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• Riverside Family Physicians fosters 
interdisciplinary teamwork- uniting providers, 
nurses, MAs, CHWs, social workers, and 
leadership in a structure that promotes cross-
functional collaboration and shared 
accountability.

• Chinese Hospital delivers culturally attuned 
care through a diverse, multidisciplinary team 
and culturally sensitive engagement practices.

• Scripps Health demonstrates strong physician 
buy-in and support through its integrated care 
model, collaborative leadership, and 
commitment to clinical autonomy.

CalHIVE BHI Bright Spots



Sustainability Plan: Culture & Engagement
Core Action Items
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Think of your organization. How do 

you know something is part of your 

culture?

Reflecting on culture
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How do you engage teams?

• Algorithmic thinking, clinically 
meaningful

• Shared lexicon and relationships 

• Leveraging scheduled provider 
meetings to share wins and 
immediately address issues

Team Engagement

CalHIVE BHI May 2024 In Person Meeting 

https://www.calquality.org/wp-content/uploads/2024/05/Day1_CalHIVE-BHI-In-Person_5.21.pdf
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• Include BHI on regular team feedback survey 

annually to assess BHI engagement

• Add to existing survey

• Ensure accountability for follow up

Action 1.1
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• Include BHI in standard 

onboarding for all roles
• Update relevant documents and 

trainings to cover BH and BHI 
program 

Action 1.2 

12
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• Support ongoing BHI medical 

champion 
• Document medical provider 

responsibilities for BHI; establish 
annual review process; identify 
name and process for re-selection

Action 1.3 

13
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• Design; get team and stakeholder feedback on 
BHI Spread Roadmap

• Scope: BHI Program  

• Spread: Actively disseminating best practice 
and knowledge, and implementing each 
intervention in every available care setting

• Sustainability: Ensuring gains are maintained 
beyond the life of the project

Action 1.4

14
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BHI Scaling 

Scaling: 

Intra-site scaling: Same clinic, more 
BHI Staff

Inter-site scaling: New site, 
new/existing BHI staff

*Intra-site scaling should come 
BEFORE inter-site

When do I scale?

1. Current model/site(s) are 
independently sustainable 

2. A financial strategy for new 
site(s) is viable

3. BHI Leadership approach is 
identified and accounted for

4. There is buy-in to do so

CalHIVE BHI May 2025 In Person Meeting 

https://www.calquality.org/wp-content/uploads/2025/05/2025.05.13-CalHIVE-BHI-Convening-Slides_Final.pdf
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1. Use data to understand needs

2. Make a proposition to key leadership/stakeholders (include financials)

3. Develop/revise BHI training plan

4. Begin recruiting (unless inter-site/current staff)

5. Hold engagement meetings with Medical Directors, PCPs, Staff (LISTEN!)

6. Educate PCPs/staff on workflows

7. Use existing, experienced BHI staff to launch new site/expansion

8. Measure and iterate accordingly (workflow adoption, population reach)

How to Scale BHI Effectively 

CalHIVE BHI May 2025 In Person Meeting 

https://www.calquality.org/wp-content/uploads/2025/05/2025.05.13-CalHIVE-BHI-Convening-Slides_Final.pdf
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1. Establish strategic scope & objectives: Articulate the key goals that the 
roadmap needs to achieve.
1. What types of goals have you already established? Spread & sustain? 

2. Collect stakeholder feedback: Speak with customers, team members, and 
other stakeholders to understand their problems and needs.

3. Break down work streams: Divide larger objectives into smaller, more 
manageable phases and tasks.

4. Identify key deliverables: List the tangible results or outputs that will be 
generated.

5. Map out dependencies: Note any tasks or work that must be completed before 
another can begin.

What is a Roadmap? What is it used for?



Integration Roadmap
Organization Name

PROJECT

START

DEC JAN

MILESTONE

Milestone

description

FEB

MILESTONE

Milestone

description

MAR

MILESTONE

Milestone

description

APR

MILESTONE

Milestone

description

MAY

MILESTONE

Milestone

description

JUN

MILESTONE

Milestone

description

JUL

MILESTONE

Milestone

description

AUG

MILESTONE

Milestone

description

SEP

MILESTONE

Milestone

description

OCT

MILESTONE

Milestone

description

NOV

MILESTONE

Milestone

description

DEC

MILESTONE

Milestone

description

Quarter goals

description

Q2
Quarter goals

description

Q3
Quarter goals

description

Q4
Quarter goals

description
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Roadmap Step Ideas 

Establish strategic scope & objectives

Collect stakeholder feedback

Break down work streams

Identify key deliverables

Map out dependencies

Roadmapping Together 

Scenario: Clinic has PCBH at 1 location. They currently have 1 LCSW and won’t be able to hire more 
this calendar year. 

Instructions: We will open and share a Zoom Whiteboard
Please use the sticky note feature on the left side of your screen to add ideas to each step
If you are having trouble adding sticky notes, feel free to add your ideas to the chat or come off mute
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• Identify content from Sections 1 and 2 BHI Sustainability Plan for future 

leadership presentation
• Include suggested components including ROI findings from Sustainability Plan: Section 1

• Strategically schedule meeting

• Budget cycle

• Internal priorities

• Policy drivers 

• Socialize what you are working on before decision makers 

Action 1.5
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In 60 seconds: each team 

share your organization’s 

current BHI pilot site status 

and plans for spread

Sharing Time

PO Order: Chinese Hospital, Community 
Memorial, Perlman Clinic, Pomona Valley, 
Riverside Family Physicians, San Francisco 
Health Network, Scripps, Sharp Rees-Stealy
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• Action 2.2: Include BHI expectations in hiring processes
• Performance review metrics 

• Standard strategies towards bonuses, promotions

• Action 2.3: Explore opportunities for educational partnerships 
• Learn the requirements for training programs, which differ depending on masters or doctoral 

level and type of training (internship vs. postdoc vs. supervised rotation)

Optional Action Items
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Section 1

• Most teams are midway

• Most time consuming = data 

collection for ROI [Action 1.4]

• Open Q&A

• Data collection & analysis 

Open Q&A: Sustainability Plan 
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• Three focused sections → supported by 
CalHIVE BHI Commons​ webinar
• Billing & Financing (Aug 12)​

• Culture & Engagement​ (Sept 9)

• Monitoring & Playbook​ (Oct 6)

• Menu of 5 core actions and 2 optional 
actions, menu of 22

• Three sections represent Year 3 CalHIVE 
BHI deliverable​

• Developed for:
• Standardization

• Prioritization

• Customization

CalHIVE BHI | Sustainability Plan 

Culture & 
Engagement

Billing & 
Financing

Monitoring & 
Playbook

GOAL
Sustainable 

BHI

Due Tues. Sept 30

Due Fri. Oct. 31

Due Fri. Dec. 19



Feedback please!

1. Please rate the value of today’s webinar. [select one]
• 5 - Excellent

• 4 - Good

• 3 - Average

• 2 - Fair

• 1 - Poor

2. Which objectives were achieved today? [select multiple]

• Analyze required actions of the Sustainability Plan: Part 2 (Culture and 
Engagement)

• Initiate plans for BHI Spread & Sustain Roadmap

• Share and learn BHI spread plans at CalHIVE BHI organizations
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Q3 2025 Sprint

JULY

Tues. 8/12 (11-12)
CalHIVE BHI Commons – Sustainability Part 1: 

Billing
• Review Sustainability Part 1 – Billing section
• Understand BHI revenue cycle 
• Review BHI billing and coding documentation 

changes

Improvement Advising 
• BHEIP Implementation (PDSA)

Improvement Advising

Webinars

In Person Events

Data / Reporting

Assignments

Improvement Advising 
• CQC Billing and Coding updates
• Sustainability Plan Section 1 work

Improvement Advising 
• Sept 30: Sustainability Plan Section 1 due

AUGUST SEPTEMBER

By Fri. 7/11 Cycle 5 Data Due Thurs. 9/9 (11-12)
CalHIVE BHI Commons – Sustainability Part 2: 

BHI Culture
• Strengthening staff engagement, physician 

engagement and internal leadership 

Thurs. 9/11 (12-1) – Data Webinar – Cycle 6
CANCELLED

Wed. 9/24 (12-1)
[OPT] Cal – IN Peer Group Meeting

• CANCELLED

Revised 6/26/25

Wed. 9/17 (1-2)
[OPT] CQC Public Webinar: Recommendations 

for BHI for Children and Youth
• Highlight learnings from BHI-CYCLE and how 

to optimize behavioral health integration for 
children and youth
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Thank you!

Peter Robertson
Senior Director, 
Practice Transformation

probertson@pbgh.org

Erika Lind
Manager, 
Care Transformation Events 
and Learning

elind@pbgh.org

Kristina Mody
CalHIVE BHI Director
Director, 
Practice Transformation 

kmody@pbgh.org

Improvement Advisors Program Administration

Mary Nickel-
Nguy
Senior Manager, 
Behavioral Health 
Integration

mnickelnguy@pbgh.or
g 

Program Advisor

Dr. Brian Sandoval
Clinical Advisor, BH 
Integration

Clinical Advisor

Anna Baer
Program Coordinator,
Care Transformation

abaer@pbgh.org

Lesley Manson, 
PsyD
Director of Implementation 
Science & Training, NCR 
Behavioral Health, PROSPER
Associate Chair of Integrated 
Initiatives, Arizona State 
University

mailto:probertson@pbgh.org
mailto:elind@pbgh.org
mailto:kmody@pbgh.org
mailto:mnickelnguy@pbgh.org
mailto:mnickelnguy@pbgh.org
mailto:mau@pbgh.org


Appendix
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• CalHIVE BHI Website | Learn
• Section 3 Implementation Plan – Staffing

• Section 6 Implementation Plan - Pilot Site Evaluation and Engagement 

• January 9, 2023 – Pilot Site Evaluation & Engagement Slide deck; Webinar 

recording

• January 30, 2023 – BeeHIVE: Pilot Site Evaluation & Engagement – Peer 

Sharing Slide deck; Webinar recording; AI Summary

• June 25, 2023 – Pilot Site Evaluation and Engagement Office Hours Slide 

deck; Webinar recording

• June 10 – Adaptive Leadership for BHI Slide Deck, Recording

CalHIVE BHI Resource | Culture & Engagement

https://www.calquality.org/calhive-bhi/
https://www.calquality.org/wp-content/uploads/2024/01/2024.01.09-CalHIVE-BHI-Commons_final.pdf
https://vimeo.com/manage/videos/901294720/060adce04f
https://vimeo.com/manage/videos/901294720/060adce04f
https://www.calquality.org/wp-content/uploads/2024/01/2024.01.30_CalHIVE-BHI-Webinar_Pilot-Site-Evaluation-and-Engagement.pdf
https://vimeo.com/908005271/09e97efc03?share=copy
https://www.calquality.org/wp-content/uploads/2024/01/1.30.24_BeeHIVE_AI-Meeting-Summary.pdf
https://www.calquality.org/wp-content/uploads/2024/06/2024.06.25_CalHIVE-BHI_Section-6-BEEHive-Webinar.pdf
https://www.calquality.org/wp-content/uploads/2024/06/2024.06.25_CalHIVE-BHI_Section-6-BEEHive-Webinar.pdf
https://vimeo.com/974330768/244db9c807?share=copy
https://www.calquality.org/wp-content/uploads/2025/06/2025.06.10_CalHIVE-BHI-Commons_Adaptive-Leadership-in-BHI-1.pdf
https://vimeo.com/1092278275/0f1b60d186?share=copy
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BHI Workflows: Align & Combine 

What needs to get done for BHI?

• Leverage your current workflows

• How it gets done depends on…
• What you’re already doing

• Considering what to expand/revise

• Create alignment with what exists AND works!

• Integration becomes what you’re already doing
• Helpful from adoption/implementation/spread standpoint

CalHIVE BHI May 2024 In Person Meeting 

https://www.calquality.org/wp-content/uploads/2024/05/Day1_CalHIVE-BHI-In-Person_5.21.pdf
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Definition: “Change management is the application of a 
structured process and set of tools for leading the people 
side of change to achieve a desired outcome. We apply 
change management by helping individuals impacted by a 
change make the successful personal transitions that enable 
them to engage, adopt, and use a change.”

❑People are the Heart of Change

❑Resistance is Expected

❑Reframing Reality is Required

❑Engagement is Essential

❑Communication is Critical

Definition of Change Management

Source: Prosci, Change Management
CalHIVE BHI January 9 2024 webinar

5 Certainties 
During Change

https://www.prosci.com/change-management
https://www.calquality.org/wp-content/uploads/2024/01/2024.01.09-CalHIVE-BHI-Commons_final.pdf
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❑People are the Heart of Change

• Address what they are looking for 

Addressing Change

❑Resistance is Expected

Why? 

1) Structural – Perceived lack of 

skills and/or resources

2) Personal - Change can 

threaten a level of comfort 

and/or expertise 

3) Physiological – Change takes 

more energy!

• Ways to establish person sense of controlCONTROL

• How it will work during and after
• What’s in it for them

UNDERSTANDING

• Acknowledge impact
• Specific actions to help them

SUPPORT

• Reiterate work has meaning and purpose 
(even if it changes) 

PURPOSE

CalHIVE BHI January 9 2024 webinar

https://www.calquality.org/wp-content/uploads/2024/01/2024.01.09-CalHIVE-BHI-Commons_final.pdf
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❑ Reframing Reality is Required
• Culture transformation, not just a standalone project

Addressing Change continued

Improves Ability to Implement Change Hinders Ability to Implement Change

• Collaborative leadership style

• Trust in management

• Belief that change is possible

• Action-oriented
• Openness to dialogue and ideas

• Unease with current state

• Learning organization

• Consistent with beliefs and values

• Authoritarian leadership style

• Distrust of management

• Belief that change is not possible

• Analysis paralysis
• Close-mindedness

• Value status quo

• Inwardly focused

• Inconsistent with belief and values

CalHIVE BHI January 9 2024 webinar

https://www.calquality.org/wp-content/uploads/2024/01/2024.01.09-CalHIVE-BHI-Commons_final.pdf


34

❑Engagement is Essential

• Understand the concerns/questions & expectations of leadership, providers & 

staff about BHI
• Perception survey

• Feedback meeting

• Quick interviews

• Utilize CalHIVE BHI tools (presentations, Implementation Plan, IA support)

• Leverage your clinical champion and early adopters

• Consider planning for patient/family feedback

Addressing Change for CalHIVE BHI

CalHIVE BHI January 9 2024 webinar

https://www.calquality.org/wp-content/uploads/2024/01/2024.01.09-CalHIVE-BHI-Commons_final.pdf
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❑Communication is Critical

• Develop a communication plan
• Map out stakeholders

• Plan how you will give them regular updates

• Think creatively about products
• An initiative brand?

• Handouts, materials, website, trainings, whiteboards, checklists

Addressing Change for CalHIVE BHI

Resource: Communication Plan Template

CalHIVE BHI January 9 2024 webinar

https://www.pbgh.org/wp-content/uploads/2024/01/Assignment-2_Stakeholder-Analysis-Communication-Plan.docx
https://www.calquality.org/wp-content/uploads/2024/01/2024.01.09-CalHIVE-BHI-Commons_final.pdf
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