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Presented By

clinical denials at Banner Health based in Phoenix. With oversight of
29 hospitals in six states, she leads a dedicated team of 135
professionals in the pursuit of concise documentation that
appropriately reflects patient acuity, risk of mortality, and resource
utilization. She is an active member of the ACDIS Leadership Council
and has been published in both CDI Leadership Insider and the CDI/
Journal, as well as appearing on the ACDIS Podcast, conferences,
and webinars.

° \ Jessica Risner, BSN, RN, CCDS, is the senior director of CDI and
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Presented By

Beth Simms, BSN, RN, CCDS, is the CDI and acute care coding
program manager at Banner Health in Mesa, Arizona. She supports
the CDI and acute coding department with data analytics, basic IT
support, coordination of projects with the internal IT team and vendor
support, development of workflows, and staff education related to
workflows and IT solutions.

Wacdis
Learning Outcomes

At the completion of this educational activity, the learner will be able to:
Discuss the healthcare and industry changes that affect CDI
Describe how an expanding healthcare system affects CDI
Explain how to design organizational structure to flourish during change
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CDI departments are subject to many forces of change:
CMS, internal stakeholders, technology, and staff.

How do you keep up with the pressures
of regulations and change to position your

department to

flourish?

Wacdis

"Flourishing is not a
solo endeavor.”

-Barbara Fredrickson

American psychology professor
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Banner Health at a Glance
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Mission Statement

2 Banner Health.

Making health care easier,
so life can be better.

CDI Department

Facilitate concise clinical documentation to appropriately reflect patient acuity,
risk of mortality, and resource utilization in order to properly reflect patient care
given and optimize organizational goals.

Raise-Your-Hand Question

A. Development of EMR

B. Analytic software (Excel, Tabeau, PowerBl)
C. ICD and DRG development

D. All of the above
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Healthcare and Industry Changes That Affect CDI
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A Brief History of Insurance and Coding in the United States

Q 1893 o 1929 Q 1977

an early version of the . First Blue Cross plan © World Health Organization
International List of Causes of + developed at Baylor University ' published ICD-9

Death (ICD) is developed by | in Texas
statisticians and later '

renamed, the International

Classification of Diseases

v

' Voting Rights Act Passed,
. creating Medicare and
Committee on Cost of Medical ' Medicaid
Care, proposes pre-paid health
plans

O 1927

Medicare introduces Diagnostic
Related Groups (DRGs)

O 1983
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A Brief History of Insurance and Coding in the United States (cont.)

1999

World Health

Organization published

ICD-10, not yet
adopted by the US

CMS’s Recovery Audit

2003

The All-Patient-Refined
DRG (APR-DRG)
system was introduced

CMS introduced the
Present on Admission
identifier and MS-DRG’s

2012-Present

HAC and HRRP

CMS enacted quality-

based programs linked
to payment reductions
and incentives: HVBP,

2020

COVID

The US implemented a

unique version of ICD-
10 called Clinical
Modification, ICD-10

World Health
Organization published
ICD-11, no official

(RA) program began emerge (CM) timeline for US adoption.
2003 2007 2015 2022
13
~ .
"acdis
Healthcare Technology and Analytic Changes
1985 2003 2009 2015
Microsoft Excel was first Tableau analytic software The American Reinvestment More health systems are
released developed and Recovery Act further using CAC'’s and integrating
develops health information them with their EHR’s
technology and the
necessity for Electronic
Medical Records CONSUMER STORAGE
covputeRs  MARKETING  sampLe =
=BIG DATA:
sovr. AN AL YT CSTECHNOLOGY
INFORMATION SlZE INTERNET
First computer assisted
~ HIPPA requires providers use coding software (CAC), for
l i K i the same code sets and inpatient accounts, hits the
- identifiers market PowerBi had its first release

1996

2004

2011

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.




With So Many Rules, Who Offers Guidance and
Ensures Compliance...

Rewsmns

Tech

Change

ICD \ ‘ CM S
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An Emerging Industry:
A Brief History of ACDIS and Best Practice Resources
o 2007 o 2009 o 2013 o 2016
ACDIS ACDIS launches local ACDIS collaborates with | ‘Guidelines for Achieving a
goes live chapters and the AHIMA on first query . Compliant Query Practice’
on Oct 1st w CCDS Certification w practice brief w update was published
' exam ; '
First ACDIS :
conference held
in Las Vegas A
' Position P. ‘Defi th
2008 CDI Journal is launched 1 C%Sllé%r:emgﬁstrs ro?elglgr?d ©

2010 responsibilities’

02014
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An Emerging Industry:
A Brief History of ACDIS and Best Practice Resources

Q 2017 o 2019 Q 2022

‘Clinical validation and the role of ‘Guidelines for Achieving a 1 White paper published reviewing top
the CDI Professional’ was published © Compliant Query Practice’ update ' mortality and LOS comorbidities
was published

Multiple position papers highlighting
risk adjustment reviews and
‘ACDIS Code of Ethics’ published technology standards

O 2017 o 2021
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How an Expanding Healthcare System Affects CDI
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CDI Department Changes

Q 1911 onos

Arizona Deaconess Hospital opened which . Banner Estrella opened as the first hospital
later became Samaritan Health  with full electronic charting and CPOE

' Over these 15 years, Banner Health built or

| integrated 12 acute care hospitals and
Samaritan and Lutheran Health merged, - completed multiple campus expansion
creating Banner Health projects

O 1999 02007-2022

That’s an approximate growth rate of 42% and a current state of
5,500+ acute care beds...that all need a CDI review!!!

Wacdis
Now What?

/_‘ W EHR and

[ Health | CAC
\ System). Tech. Best

&, __ Practice /

How does a CDI Department | ‘d

flourish against so much change
and role expectation?

-

CDI Department

20
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CDI Department Changes

2012 o 2016 2019 2021

Began reviewing APR-
DRG’s

Implemented all-payer
review based on case
priority

CDI and acute care
coding brought under the
same leader

Our department was
granted 40 reviewer
FTE's

v

Revenue Cycle
Modernization begins
which is a series of 28+

CDI is moved from Case C >
projects to improve and

Mgmt. and begins
reporting under the
Revenue Cycle

O 2014

Shifted to a 100% remote Currently our department

streamline registration, work model and can hire hosts 83 team members,
coding, billing, and claims across 36 states and we review 20 hospitals

O 2018-Present O 2020 O 2022

21
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How to Design Organizational Structure to Flourish
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Evolution of Our Department

2014
Director: 1
Operation Leaders: 2
CDI Reviewers: 60
Reports to: Case Mgmt.

2019
Director: 1
Operation Leaders: 3
Educators: 2
CDI Reviewers: 66
Reports to: Rev. Cycle

2022
Senior Director: 1
Operation Leaders: 4
Quality and Ed. Leader: 1
Educators: 3
Auditors: 3
CDI/ACC Program Magr: 1
CDI Reviewers: 70
Reports to: Rev. Cycle

23

Evolution of Our Department

We partnered with HR and
executive leadership on each step of
our evolution.

We used our companies' values,
government healthcare changes and
regulations, along with industry best
practice and technology advances,
as guides and evidence to show
how our proposed department
design and roles were needed.

Wacdis
Relentless
Improvement

Customer Eisciplined
ocus
Foster Obsessed

Accountability = Continuously
Earn Trust

Courageously
Innovate

Y +"‘*acdis

DRG

\\:Vhanges /
. HIPPA‘
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Operational Leadership: Associate Directors (4)

Each leader is assigned ‘home’ hospitals. They have oversight of the covering CDI
team and work directly with hospital stakeholders, practice mangers, and physicians.

Each leader has 17-19 direct reports

Specialized reviews (PSI, mortality, or LOS) in coordination with Quality and
Coding

Coordinates provider education with physician leadership
Monitors and reports team and provider metrics

25
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Associate Director of Quality and Education (1)

Oversees all aspects of quality and education, ensuring we remain aligned
with compliance and industry best practice.

Manages our audit and education teams
3 Educators
3 Auditors

Attends system level meetings to provide education and support
Collaborates on department and company policy and procedure
Partners with Coding and Quality departments

Owner of our provider education library and CDI education resources

26
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Auditors and Educators

CDI Auditor (3)

Completes monthly and quarterly quality audits
to ensure queries and workflow carried out by
staff are within compliance

Assists with focused chart audits from
stakeholders

Reviews post bill documentation
recommendations from safety net vendor

Helps with onboarding and training new
reviewers as needed

Wacdis

CDI Educator (3)

Creates and maintains all educational materials
and query templates for staff and physicians

Replies to questions sent to the education email
address

Hosts frequent education meetings for both staff
and physicians

Provides quarterly coding clinic education and
administers our yearly core competency model
and exam

Virtually onboards and trains new reviewers

27
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CDI and Acute Care Coding Program Manager (1)

History of Role Development:

Supported by the modernization initiative within the Rev Cycle

Increasing technology complexity, types, and uses

Needing a dedicated liaison between CDI, IT, and vendors
-Allowing leaders to focus on core duties

Increasing demand for reports and data analytics

28
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CDI and Acute Care Coding Program Manager (1)

Core Functions:
Close collaboration with CDI and Coding leaders, IT, and vendors

Assists with transition, building, and maintenance of CAC, EHR interfaces,
registration, and billing programs

Tests and monitors IT updates

Collaborates with leaders to develop CAC workflows for staff

SPS maintenance of non-education areas

Builds, runs, and maintains data reports and assists in analytics

Ability to troubleshoot minor IT issues, without contacting the IT department
Manages IT equipment ordering and return

29
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CDI and Acute Care Coding Program Manager

During network events, we often get asked the following question:

What do you see as qualifications and desired traits for this role?
Experience working in CDI or Coding
Background or strong interest in IT
Working knowledge of software programs and self-driven to fill in knowledge gaps
Additional skills:
Project management
Problem analysis
Ability to partner with diverse stakeholders and teams
Conflict resolution
Communication: written and verbal
Data analytics/analysis

30
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CDI Reviewer (70)

Registered nurses and trained physicians that complete concurrent and
retrospective review of adult inpatient admissions at acute care hospitals.

100% remote and can live in 30 plus states
Formal provider education is not a part of this role
12 hours of CEU time a year
Daily productivity metrics:
8 initial reviews
12 subsequent reviews
Discharge reviews encouraged but no target
26% query rate, achieved avg. is 37%
Focus of review includes:
reason for admission, severity of illness, mortality, PSI/HAC, HCC, and denials prevention

31
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CDI Reviewer (70)

To help our staff align with industry best practice and updates:

We provide ACDIS membership for all staff
We encourage staff to include the below goal in their performance evaluations:

During the next year, (name) will continue to focus on professional development. To better align with industry
updates, best practices, and the Revenue Cycle strategic goals, the CDI professional will pursue educational
opportunities obtained through ACDIS, AHIMA, or CAC vendor sources.

Meets: To achieve a ‘Meets’, one must obtain 4 CEUs . To be achieved by December 31st.

Exceeds: To achieve an ‘Exceeds’, one must obtain 6 CEUs by December 31st and present via Power Point
in a Team, Department or Education meeting on a CEU topic.

Extraordinary: To achieve an ‘Extraordinary’, one must accomplish the Exceeds goal along with one of the
following to be achieved by December 31st:

Speak at a local or national industry related meeting/conference . Presentation must be approved by manager prior to
submitting for the event.

Submit to be published in an industry related journal. Article must be approved by manager prior to submission.

Submit to present at ACDIS/AHIMA conference, either a poster or talk. Must be submitted by August and have
approval prior by manager

32
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CCDS Certification

We also host CCDS study groups and
pay for the CCDS examination fee

+ Our current CCDS credential rate:
Our senior director (1)

All associate directors (5)

All auditors (3)

All educators (3)

— Our program manager (1)

— And 22 CDI reviewers with more
scheduled to test this year!

33
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Building Partnerships and Other Tools for Long-Term Success
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Banner Connect » Health Information Management Services + Clinical Documentation Improvement (CDI)

, , Wacdis
Clinical Documentation Improvement (CDI)
T =] o, 52 Our Intranet Page

e e =)~ =
o s o s it s g (=1 (=) :

optimas cnganzationsl gt Our Banner Connect intranet page

highlights our mission and offers links
Who we are and what we do: too

Provider education library
Data reports
Contact information

Best practice documentation tips:

1. Specify acute vs chronic
2. Relate diagnoses to a cause

3. State if the diagnosis was present on admission

4. Document all diagnoses suspected, treated and monitored;
when/if they resolve

5. Include supporting clinical indicators
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CDI Department SharePoint Site

Main CDI Department SPS:
Resources: workflows, policies, facility information, IT tip sheets
Staff and physician performance data
Department/Facility KPI
Provider education: presentations, tip sheets, and handouts
Query Templates: 120+

CDI Team Education SPS:
CDiI specific education materials
Orientation and classroom materials
Links to industry sites such as CMS and AHRQ

Joint SPS:
Shared site between CDI and ACC
Tracks joint projects, data, and policies

36
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Partnerships

As in any hero movie, it takes the team to win.

So, get out there and find your partners outside of your department!

Coding, Quality, Physician Leadership, Informatics ey
PAS/PFS, IT, HR, Growth and Strategy, Compliancek,f‘- )/
Practice Mgt, Case Mgt, the list is endless... SV &\

but the more partners you have the more

your department can gl
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Thank you. Questions?

Jessica.risner@bannerhealth.com
Beth.simms@bannerhealth.com

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.

hcpro
_
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References in Brief

» Health Care Timeline — Health Over Profit

+ Untitled Document (kff.org)

* ACDIS |

« Computer Assisted Coding | EMscribe® | CAC | NLP (artificialmed.com)
+ CDI Complete Training Guide from ACDIS

+ CCDS Exam Study Guide
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