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Tuesday, November 4; 11 a.m. - 12 p.m. PT

Sustainability Plan
* Section 3:
¥ Monitoring & Playbook

CalHIVE BHI Commons
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Tech Tips

m

Welcome! Engaging Today Need help?
Add your organization to e« Share questions in the chat or Direct message
Anna Baer
your name come off mute . :
. _ , . _ , , if you have any technical
Turn on video if possible ¢ Participate in audit exercise issues
via Zoom annotate

8 ~ v . * Answer poll

Mute Start Video
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CalHIVE BHI | Sustainability Plan

Due Fri. Nov. 21

Monitoring &
Playbook

Part 1: Due Fri. Dec. 19
Part 2: Due Fri. Jan 30

Three focused sections - supported by
CalHIVE BHI Commons webinars
 Billing & Financing (Aug 12)
e Culture & Engagement (Sept 9)
* Monitoring & Playbook (Nov 4)

Part 1: Menu of 3 core actions and 3 optional
actions, menu of 13 (due Dec 19)

Part 2: Playbook (due Jan 30)

Three sections represent Year 3 CalHIVE BHI
deliverable

Developed for:
e Standardization
* Prioritization
* Customization

California Quality
Collaborative
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t CalHIVE BHI Bright Spots

* San Francisco Health Network incorporated
feedback from medical and behavioral health
providers into Standard Work and built front-line
champions across multiple disciplines

* Perlman Clinic developed coaching workflows,
building on PCP positive feedback and bright spots

* Sharp Rees — Stealy rolled out network-wide
depression screening improved workflows,
improving from 9% to 49%

California Quality
Collaborative 5
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L Our Objective W

Today, we'll:

— = —
z' — = ~
— Q

Evaluate and prioritize key actions Practice approaches for Identify one use for a BHI Playbook
of the Sustainability Plan: Section 3 monitoring workflows at your organization
(Monitoring and Playbook)

California Quality
Collaborative
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Sustainability Plan: Monitoring & Playbook

Core Action Items - Part 1 and 2




L Reflecting on Monitoring W

Take a moment to think about your own organization.
* Why does monitoring truly matter?

e Can you recall a time when keeping track of an
outcome, process or activity helped your team
recognize a challenge and adjust course?

* What made that monitoring valuable?

Now consider the other side—

 What happens when monitoring doesn’t take place?

* What opportunities might be missed, and what impact
does that have on your work and those you serve?

Come off mute or share in the chat!

California Quality
Collaborative
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L BHI Sustainability

ﬁow do | sustain? \

1. Review and update workflows regularly (to model best practice)
(Action 1.1)

2. Establish monitoring systems to track BHI data and share with
teams (Action 1.2)

3. Conduct routine documentation audits to ensure compliance and
quality (Action 1.3)

4. Develop and maintain Playbook (Section 3, Part 2)

& Define oversight roles and engage leadership (Action 4.2) /

CalHIVE BHI May 2025 In Person Meeting
© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.



https://www.calquality.org/wp-content/uploads/2025/05/2025.05.13-CalHIVE-BHI-Convening-Slides_Final.pdf

L Sustainability Plan: Section 3 — Required Actions W

1. Review & Update Workflows (Action 1.1)

e Revisit warm handoffs, referral paths, documentation flows (Implementation Plan
sections)

* |dentify breakdowns or gaps.
* Set an annual workflow review process.

e Consider a regular dashboard tool for monitoring.

2. Establish Monitoring Systems to track BHI Data (Action 1.2)

e Define 3-5 core BHI metrics (e.g., PHQ-9 completion, follow-up visits, warm
handoffs, care coordination needs, medical needs, satisfaction).

* Leverage CalHIVE BHI Process measures

e Decide frequency (monthly, quarterly).

* Assign team members to review and share results.

California Quality

CalHIVE BHI May 2025 In Person Meeting @ Collaborative
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https://www.calquality.org/wp-content/uploads/2025/05/2025.05.13-CalHIVE-BHI-Convening-Slides_Final.pdf

L Sustainability Plan: Section 3 — Required Actions

3. Conduct routine documentation 4. Develop/maintain the Playbook
audits to ensure compliance and (Operations Guide) (Section 3 Part 2)
quality (Action 1.3) e Capture workflows, checklists and
* Check Fidelity & Quality quick-reference guides.
* Conducting audits, peer review * Ensure alignment within medical
processes. services and population needs.
* Create a Feedback Loop * Translate workflows into visuals or
e Share BHI data with providers and short videos for onboarding.

staff. Build in team discussions on
progress and improvement.

California Quality
Collaborative
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L Action 4.2 (Optional)

5. Define oversight roles and engage
leadership
* |dentify an existing oversight
role/committee for BHI updates.

* Define how often the Playbook
will be reviewed (e.g., annually).

* Incorporate BHI into leadership
goals or job descriptions.

California Quality
Collaborative 12
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L Continuous Quality Improvement

* Ensuring you have a structured ongoing way of looking at how care is delivered
and asking, “How do we make this even better?”
e Uses data to identify what is working and not working

* Focuses on making small, continuous improvements
* Involve the whole team (identifying, testing and celebrating success)

e Consider regular PDSA Cycles

Mirror QI processes already in use (ensure alignment and consistency across
settings)

“CQl means we don’t just set up BHI and leave it — we keep checking, adjusting,
and improving so it stays effective and sustainable.”

California Quality
Collaborative
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L How to Review & Update a Workflow (Action 1.1)

1. Select your
workflow

—

Choose a workflow that is
essential or has raised
concerns.

2. Map the
workflow

|

Walk through the steps as
they currently happen in
real time. Ask directly to
describe what happens,

draw it out.

3. Identify gaps or
pains

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

Look for inefficiencies,
confusion or safety risks.

California Quality
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How to Review & Update a Workflow (continued)

4. Design an
improvement

e

Brainstorm solutions with
your team. Use CQl
principles and identify
responsibilities for each
step.

5. Pilot the
change

e

Start small before rolling
out changes. Test them,
collect sample data.

6. Evaluate and
refine

Review the data, consider
what worked and did not,
and refine for finalized new
process.

7. Cascade the
workflow

e

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

Update training, playbook,
SOPs, share rationale, and
update monitoring plans
with annual review
information.

California Quality
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L How to Audit a workflow Action 1.3

e Conduct at least one audit of
documentation templates and clinical
note quality (e.g., PHQ-9
documentation, patient encounter,
warm handoff notes).

California Quality
Collaborative
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L Zoom Annotation Instructions

@xt, we will be using the annotation feat@

to review a document.

* Select the annotate pencil your bottom
zoom bar br the green pencil in the

Annotate

bottom left corner of your screen to

expand your annotation options.

* Select a stamp v/ Ind click on your
desired location on the screen to place the

N /

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.
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L Poll: BHI Playbook Status

/Who has a BH/BHI PIaybook\ q

currently?
* Yes — it's great
* Yes — still improving it

* In development

\°\Not yet /

California Quality
Collaborative
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L Sustainability Plan Section 3, Part 2: The Playbook

If your team wanted to expand BHI to a
new location or population tomorrow,
what would you need written down,
trained, or monitored to make it
successful?

* A playbook s a practical guidebook or
operations manual for how integrated
behavioral health is delivered in your
setting.

* Think of it as the “how-to manual” that

ensures consistency, quality and
sustainability across providers and sites.

CalHIVE BHI May 2024 In Person Meeting @ ggﬁicgg::t%:ality 19
© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.


https://www.calquality.org/wp-content/uploads/2024/05/Day1_CalHIVE-BHI-In-Person_5.21.pdf

Purpose of Playbook

O 33 v

Provides step- Defines team Ensures
by-step roles and consistent
workflows responsibilities care across
clinics/
providers,
considers
equity and
access

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

2]

Supports
onboarding
and training

Q

Serves as a
reference for

cal

and

fidelity
monitoring

&
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Core Components of a Playbook

Table of Contents
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L How to Build It

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

Compile existing materials

— Use policies, workflows, >6<_T
templates and CalHIVE BHI X
tools.

Designate a document
owner — Assign =
1

responsibility for oo o

maintaining and updating.

Leverage CalHIVE BHI
Assignments — Incorporate
Implementation Plan and
Sustainability Plan work

Add visuals and
appendices — Include

flowcharts, checklists and
dashboards.

California Quality
Collaborative



L Open Sharing: Sustainability for Playbook

Developing a Playbook will
support the sustainability of
our BHI program by.....

California Quality
Collaborative 23
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How a Playbook is Used

California Quality
Collaborative
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L Playbook Takeaways

“The Playbook is your team’s guidebook. It ensures every patient, at every visit,
gets high-quality integrated care — no matter which provider or site they see.”

“The playbook highlights how we are building a culture of integrated care.”

California Quality
Collaborative 25
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L

Optional Action Items: Select minimum of 3 items from at least 2
different areas

" Action 2.1-2.4: Monitoring Systems

Action 3.1-3.3: Workflow Fidelity & Oversight "

Action 4.1-4.3: Oversight and Sustainability

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use



CalHIVE BHI | Sustainability Plan

Due Fri. Nov. 21

Monitoring &
Playbook

Part 1: Due Fri. Dec. 19
Part 2: Due Fri. Jan 30

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

Three focused sections - supported by
CalHIVE BHI Commons webinars
 Billing & Financing (Aug 12)
e Culture & Engagement (Sept 9)
* Monitoring & Playbook (Nov 4)

Part 1: Menu of 3 core actions and 3 optional
actions, menu of 13 (due Dec 19)

Part 2: Playbook (due Jan 30)

Three sections represent Year 3 CalHIVE BHI
deliverable

Developed for:
e Standardization
* Prioritization
* Customization

California Quality
Collaborative



L Feedback please!

xXX<4

W

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

* 4-Good

3 - Average
2 - Fair

1 - Poor

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

e Evaluate and prioritize key actions of the Sustainability Plan: Section 3 (Monitoring and

Playbook)
* Practice approaches for monitoring workflows

* |dentify one use for a BHI Playbook at your organization

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.
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Q4 2025 Sprint

[ OCTOBER

NOVEMBER

DECEMBER

Improvement Advising
* Sustainability Plan work

Mon-10/6-(11-12)
CalHIVE-BHI-C Sustainability-Part-3:
Menitering-and-Playboo}

e Review Sustainability Part 3 — Monitoring and
Playbook
e Understand monitoring

e Identify patient journey map and improved
engagement

By Fri. 10/10 Cycle 6 Data Due

Improvement Advising
Webinars
In Person Events
Data / Reporting

Assignments

Improvement Advising
* Sustainability Plan work
* BHEIP Progress

Tues. 11/4 (11-12)

CalHIVE BHI Commons - Sustainability Part 3:

Monitoring and Playbook
e Review Sustainability Part 3 — Monitoring and
Playbook
e Understand monitoring
e |dentify patient journey map and improved
engagement

By Fri. 11/21
Sustainability Plan Section 2 - Culture and
Engagement Due

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

Improvement Advising
* Sustainability Plan work
2025 Wins & Accomplishments

Wed. 12/3 (12-1)
[OPT] Cal - IN Peer Group Meeting
* Connect and learn from integrated peers

Tues. 12/9 (11-12)
CalHIVE BHI Commons - Hello 2026, Goodbye
2025
Celebrate wins and accomplishments of 2025,
preview 2026 program milestones and events

Thurs. 12/11 (12-1)
Data Webinar - Cycle 7
* Process and requirements for upcoming data
cycle submission

By Fri. 12/19
Sustainability Plan Section 3 — Monitoring and
Playbook Part 1

By Fri. 1/30/25
Sustainability Plan Section 3 — Monitoring and
Playbook Part 2

California Quality
Collaborative
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Thank you!

Program Advisor
Peter Robertson

Senior Director,
Practice Transformation

probertson@ pbgh.org

Clinical Advisor

Dr. Brian Sandoval

Clinical Advisor, BH
Integration

Improvement Advisors

Kristina Mody

CalHIVE BHI Director
| Director,
Practice Transformation

kmody@ pbgh.org

Nguy

Integration

mnickelnguy@ pbgh.or
g

Lesley Manson,
PsyD

Science & Training, NCR

Initiatives, Arizona State
University

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.

Director of Implementation

Behavioral Health, PROSPER
Associate Chair of Integrated

Program Administration

Anna Baer

Program Coordinator,
Care Transformation

abaer@ pbgh.org

Erika Lind

Manager,
Care Transformation Events
and Learning

elind@pbgh.org
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L CalHIVE BHI Resource | Monitoring & Playbook % W

e CalHIVE BHI Website | Learn

* Section 8 Implementation Plan — Review, Reflect, Revise

e January 9, 2024- Pilot Site Evaluation & Engagement Slide deck; Webinar
recording

e October 8, 2024 — BHI Revenue Cycle: Successful Practices Slide deck; Webinar
Recording

e April 1, 2025 — Making Your EHR Support BHI: The Nuts and Bolts Slide
Deck, Recording

California Quality
Collaborative
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https://www.calquality.org/calhive-bhi/#learn
https://www.calquality.org/calhive-bhi/#learn
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/2024/11/2024.10.08_CalHIVE-BHI-Commons_BHI-Revenue-Cycle-Successful-Practices-1.pdf
https://vimeo.com/1017730132/01beb6116c
https://vimeo.com/1017730132/01beb6116c
https://www.calquality.org/wp-content/uploads/2025/04/2025.04.01_CalHIVE-BHI-Commons_BHI-Nuts-and-Bolts.pdf
https://www.calquality.org/wp-content/uploads/2025/04/2025.04.01_CalHIVE-BHI-Commons_BHI-Nuts-and-Bolts.pdf
https://vimeo.com/1073655016/7d98e58c06?share=copy

Improved
People - Process =  BHI
Program

Staff Training & Development

* Clarify roles and responsibilities

* Conduct thorough training sessions for all relevant staff

* Provide continuous support and refresher courses to ensure compliance
Process Improvement

* Evaluate current workflows and identify opportunity for improvement

* Develop standardized procedures for implementing new codes

* Utilize workflow automation tools and standard templates that mirror clinic, streamline the

process and reduce errors

© California Quality Collaborative 2024. All rights reserved. Permission required for use.
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Team Approach for Successful BHI Revenue Cycle

Medical Behavioral
Front cdicd Medical Al Coder
Desk Assistant/ Provider Consultant/ and Biller
<E RN Care

Manager

* |ldentifying roles and responsibilities
* |dentifying common bottlenecks and solutions

Data Program/
Analysis Sllfe
Leader

* Leveraging improvement opportunities and technologies to aid in process efficiency

Build a trusting relationship and leverage expertise of team members across the

team.

© California Quality Collaborative 2024. All rights reserved. Permission required for use.
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Coding requirements

License type/ Proper Credentialing

Frequency

Documentation requirements

Time

Link to diagnosis

Documentation/filing completion time

Lack of coding knowledge basics

Manson, L. (2024). Slide edit Readiness for Behavioral Health Integration: Sustainable Focus. Arizona State University.

&
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Steps to Implement Standardized Notes in EHR

D Use Shared or Example Templates — Leverage pre-existing templates from trusted sources (e.g.,
CFHA, AIMS, Michigan Medicine) or organization-specific best practices.

Standardize Language — Ensure clear, concise documentation for procedures, risks, benefits, and
roles.

m): Leverage EHR Tools — Use SmartPhrases, merge fields, and checkboxes for automation.

"?‘l Integrate with Workflow — Link documentation to relevant appointment types.

1l
|

Ensure Compliance — Include signatures, timestamps, and policy-aligned updates.

-

.5 Test & Refine — Pilot with staff, collect feedback, and adjust templates as needed.

California Quality
Collaborative
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Reminder...Use the BHI Workflow Checklist

U Could this be absorbed in the current workflow? (Y/N)

If no...
U Who owns the workflow?

0 What is the target patient population for this workflow?
U How will BHI workflows align with other workflows?
0 Who is implementing the workflow?

O What clinical staff are involved in each step?

U Is each step clear to everyone based on roles?

O What are the steps needed for this workflow?
U How does the patient experience the workflow?
QO Are there considerations around specific patient needs (e.g. language, literacy, digital access)?
U Technology
O What technology changes are needed?
L What are documentation templates to be developed?
O Finance

. . california ouali
O Does the finance team need to be involved? @ Callaborative

© California Quality Collaborative 2025. All rights reserved. Permissionrequired for use.



Billing Processes in EHR W

Common Billing Challenges

* Tracking denied claims
* Ensuring documentation compliance

e Automating reimbursement
workflows

* Monitoring denied claims and follow-
up

California Quality
Collaborative 38
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