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Finding Hidden Jewels in Priority and Impact Despite COVID-19 Waves
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Gail B. Higle, BS, BSN, RN, CCDS, is clinical documentation 
manager at Piedmont Healthcare in Peachtree, Georgia. She has 
been with Piedmont Healthcare CDI for over 10 years and seen the 
CDI program grow from two facilities and four CDI specialists to 19 
facilities and over 50 CDI specialists. She has been the CDI manager 
for seven years, specifically as regional team manager and 
department data analyst. She is a member of ACDIS and the Georgia 
ACDIS local chapter.
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Learning Outcomes

• At the completion of this educational activity, the learner will be able to:
– Prioritize, CDI initial reviews, follow-ups, and worklists

– List benefits from AI auto-suggested codes and queries

– Choose accurate financial impact

– Correctly identify inaccurate reconciliation ad missed opportunities

– Construct reports for administration and individual CDI
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Piedmont Atlanta 1905 to Present
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Piedmont. Real Change Lives Here

• Piedmont has more than 31,000 employees caring for 3.4 million patients 
across 1,400 locations and serving communities that comprise 80% of 
Georgia’s population.  

• This includes 22 hospitals, 55 Piedmont Urgent Care centers, 25 Quick Care 
locations, 1875 Piedmont Clinic physician practices and more than 2,800 
Piedmont Clinic members.

• Piedmont has provided $1.4 billion in uncompensated career & community 
benefit programming to the communities we serve over the past 5 years.  In 
2022, Forbes ranked Piedmont No. 166 on its list of the Best Large Employers 
in the US.  In 2023, Newsweek named Piedmont as one of America’s best 
workplaces for Diversity.  
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Piedmont.  Real Change in the Last 15 Years
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Piedmont. Real Change in the Last 15 Years
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Piedmont CDI Celebrating 10+ years

• 2012 CDI began with 2 Facilities and 4 CDIs reviewing Medicare
• By July 2019, grew to 11 Facilities, Director, 4 Managers, Educator, and 35+ CDIs reviewing cases 

using LOS/AI Working DRG for All Payers, except Self Pay/Charity, no OB, Peds, NICU. In October 
2019, All CDIS 100% Remote.

• April 2020, CDIS review using LOS/AI Priority Working DRG for All Admissions, no OB, Peds, NICU
• Celebrated 10 years 2012–2022
• By 2023, growing to 19 facilities, Director, 5 Managers, Educator, 40+ CDIS reviewing by AI Priority 

Working DRG
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Piedmont CDI Case Selection July 2019 – October 2020
CDIS Assigning Cases By LOS & AI Working DRG Priority

1. Symptom Dx/DRG

2. Medical cases without CC/MCC

3. Surgical cases without CC/MCC 

4. Surgical cases with CC wo MCC

5. Sepsis DRG Review

6. Review DRG – consider alternate DRG

7. Questionable Admits

8. Medical cases over GMLOS

9. Elective Surgery over GMLOS

10. Low Priority cases – minimal change impact

11. Optimal DRG – no need for review/re-review

Filter by LOS choosing cases >= 3 days
Next Select cases by AI Working DRG in the following order:
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Welcome to the Jungle – COVID-19 Pandemic 
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Taking Piedmont CDI to the Next Level Amidst COVID-19 Waves

Priority Worklists Impact ROI

October 2020 – Priority and Impact ROI launched together
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Searching for the Jewels

• Priority Worklist Manager led a team of 4 CDIS, 1 from each Region, to trial 
and develop the System Priority Worklist using Default Priority Settings 
September 2020 
– Team chose the layout of the Worklist Columns
– Director, Priority Worklist Manager, and Team added additional Priority Scoring 

Categories:  Focus Review of Sepsis, Payers, OP Note and DC Summary
– At October 2020 Department Meeting, Priority Worklist Manager educated staff and 

Region Priority Worklists were implemented following meeting
– Priority Worklist Manager continues to validate Worklist and educate staff

Copyright 2023, HCPro, a division of Simplify Compliance LLC and/or the session speakers. All rights reserved. 
These materials may not be copied without written permission.



13

Piedmont CDI Regional Priority Swim Lanes
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Piedmont Priority Worklists
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Priority Scoring
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Priority Ongoing Improvement

Obstacles

• Biggest Obstacle: CDIS working different hours caused differing case loads.  
CDIS work from 4 am – 10 pm, live across the US in different time Zones

• Trust of worklist to push needed follow-ups to the top

• Setting and doing needed follow-ups If query opportunity is suspected

Of note:  Priority Worklist Manager has never found a case with incorrect score
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Impact ROI Launch

After Feature Updates released, Impact ROI Manager presented at October 2020 Department Meeting Impact ROI 
education highlighting:  

• Query scenarios for Missing Diagnosis, New Principal Diagnosis, Clinical Validation, and POA 

• Impact ROI reconciliation steps, including Open Action Item for un-coded query responses

• CDI Scorecards to display individual CDIS’ PDx, MCC, CC, Procedure, SOI and ROM Impacts and accurate 
financial impact

• Impact ROI Tab implemented after Department Meeting 

Additional Benefits and Support

• Regional Manager Validation Worklists save Managers time validating impactful cases concurrently

• CDIS case reconciliation is concurrent before the bill drops not at the end of the month

• Impact ROI Manager provides ongoing education at Department Meetings and after Feature Updates

• Ability to submit enhancements to improve reporting of impacts to Administration and CDI Scorecards

• Managers continue to trouble shoot cases with errors, including missing and incorrect impacts and escalate 
unresolved issues
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Impact Tab Reconciliation
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Successful Reconciliation
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Obstacles

• Accurate Financial Impact – Collaboration with technology teams
• CDIS continuing to use Final DRG Comparison tab and not Impact Tab for 

Reconciliation
• CDIS missing Final Cumulative Header for Agreed Queries 
• CDIS logic for Clinical Validity “Was the diagnosis documented and truly 

supported?”  Cases should have $zero impact. 
• Incorrect negative and positive financial impact mostly due to incorrect 

Baseline Diagnosis codes
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Key Secrets to “Flourishing”

#1 – Successful Remote Team Support

By the time COVID-19 High Admissions and Continuous Coding changes hit, Piedmont Remote CDI had 
established:
• Fairly reliable remote technology with Webex (now Teams)
• CDI scorecards with productivity expectations
• Weekly leadership meetings  
• Monthly department meetings and regional manager-led team meetings
• Monthly manager/CDI scorecard meetings and Annual performance evaluations
• Addition of CDI educator 
• Facility Physician Advisors with bi-weekly query reports 
• Remote nationwide hiring and Orientation
• Administrative support
• CDI – Coding collaboration and buddy system
• Supportive Piedmont technology team
• CDI Leadership approach of education, guidance, and trust
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Key Secrets to “Flourishing”

#2 – Team Building: Goal-Driven Leadership 

• Director with vision for change, willing to take risk in new technology and provides direction to 
managers. Bi-monthly leadership meetings. Weekly one-on-one calls with managers and educators 
for development, support, projects and goals.  

• Managers and Educator meet weekly to update processes thru job aids, analyze tough 
reconciliation, escalate potential technology errors, submit needed technology enhancements, daily 
ongoing support of CDI team members through priority and reconciliation education, monthly 
scorecard calls to build relationships, review progress and goals, and inspire growth. Key factor: To 
trust CDIs with education provided to work autonomously

• CDIs daily work to follow job aid process and to meet and exceed CDI scorecard goals, promptly 
escalate priority or impact reconciliation problems, consistently collaborate with coders through 
notifications to complete reconciliation for timely billing

• Department meets monthly led by director, supported by managers, educator, and CDI, coding, 
priority and impact education, updates and team building
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CDI Scorecard
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CDI KPI Dashboard
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Jewels That Make an Impact

CDI Impacts by Priority and Impact ROI 
Reports FY22 (July 2021 – May 2022)

Admissions reviewed 73,468   
Query Rate 25%
Agreement Rate 97% 
Physician Response 1.5 days 15
Principal Diagnosis Impacts –
3,134
MCC’s Added – 6,637
CC’s Added – 4,505
Procedures Added – 193
GMLOS Days Increased ~ 4,900

CDI Impacts by Working DRG Priority  
FY20 (July 2019 – May 2020)

Estimated Financial Impact 15%
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Flourishing Post COVID

CDI Leadership, Individual CDI and Physician Education Improvements

• Understaffing Obstacles – Collaborating with CFOs to review payers that will make greatest impact. 
• With additional integrations, share CDI staff across regions for equal distribution of impactful case 

reviews
• Piedmont HR Leadership classes
• CDI Leadership Book Club
• Annual revision, review, and staff education of CDI Job Aids
• Yearly update 84+ Piedmont CDI Query Templates with coding guidelines
• Increased Focus DRGs on impactful MS-DRGs
• Increased Quality collaboration for HAC and PSI prevention
• Increased Nutrition and Wound Care department collaborations
• Increased CDI Education – monthly department presentations, coding updates, and additional 

focused education.
• Increased Physician Education, including bi-weekly Piedmont CDI and Coding educational 

newsletters
• For FY23, Impacts continue to increase from pre-COVID, including financial impact up 17%.
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Thank you. Questions?

gail.higle@piedmont.org

In order to receive your continuing education certificate(s) for this program, you must complete the 

online evaluation. The link can be found in the continuing education section of the program guide.
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