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What is SantWhat is Santéé??

Largest IPA in Central CaliforniaLargest IPA in Central California
–– Sole IPA in our marketSole IPA in our market

Fresno, Madera, Kings countiesFresno, Madera, Kings counties
Patient populationPatient population

–– 108,000 commercial HMO patients108,000 commercial HMO patients
–– 5,200 senior HMO patients5,200 senior HMO patients

Contracts Contracts 
–– All HMO: Anthem, Blue Shield, Blue Shield Senior, Health All HMO: Anthem, Blue Shield, Blue Shield Senior, Health 

Net, Health Net Senior, United Healthcare, Secure Net, Health Net Senior, United Healthcare, Secure 
Horizons, Cigna, Aetna, Aetna Senior, HumanaHorizons, Cigna, Aetna, Aetna Senior, Humana

–– Access to Managed Access to Managed MediMedi--Cal, PPOCal, PPO
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Who is SantWho is Santéé??

ProvidersProviders
–– Physician owned and governed IPAPhysician owned and governed IPA

372 Primary care physicians372 Primary care physicians
65 OB/GYN physicians65 OB/GYN physicians
~650 Specialist physicians~650 Specialist physicians
Few large groups Few large groups –– mostly small officesmostly small offices
Low penetration of EHRLow penetration of EHR

HospitalsHospitals
Community Medical CentersCommunity Medical Centers
Regional community hospitalsRegional community hospitals
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How is SantHow is Santéé doing?doing?

Financial performanceFinancial performance
Annual medical budget increasesAnnual medical budget increases
Fully funded IBNRFully funded IBNR
Positive TNEPositive TNE
Admin costs as % of revenue = 9.7%Admin costs as % of revenue = 9.7%

P4P performanceP4P performance
7575thth percentile for most clinical metricspercentile for most clinical metrics
Average performance on PASAverage performance on PAS
98% physician satisfaction with Sant98% physician satisfaction with Santéé



GoalsGoals

IdentifyIdentify
Identify, in real time, patients needing Identify, in real time, patients needing 
preventive or chronic care servicespreventive or chronic care services

InformInform
Inform physicians of their patientsInform physicians of their patients’’ needs and needs and 
provide systems to support deliveryprovide systems to support delivery

IncentivesIncentives
Deploy financial and nonDeploy financial and non--financial incentives financial incentives 
to improve performance and engagementto improve performance and engagement



Identifying patientsIdentifying patients

Data collection for Care RegistriesData collection for Care Registries
–– Intelligent Healthcare, LLCIntelligent Healthcare, LLC
–– Data sourcesData sources

All professional claimsAll professional claims
All pharmacy claims from all health plansAll pharmacy claims from all health plans
All laboratory claims and results from contracted labsAll laboratory claims and results from contracted labs
Data from chart reviewsData from chart reviews

–– Care registries for every P4P metricCare registries for every P4P metric
‘‘Low techLow tech’’ PCP action reports PCP action reports -- quarterlyquarterly
Online registries Online registries –– real timereal time



‘‘Low techLow tech’’ approachapproach
Lists all the reports in which a patient may be found



‘‘Low techLow tech’’ action reportsaction reports

Source: Santé Community Physicians

Any lab values known will be 
shown here, along with space 

to enter date and result.

Enter 
excluding 
diagnoses 

here

Only lists eligible 
patients with 

diabetes missing 
HbA1c or LDL-C



Online care registries by IHCOnline care registries by IHC

Accessible by all SantAccessible by all Santéé PCPsPCPs
PCPPCP--specificspecific
MeasureMeasure--specificspecific
PatientPatient--specificspecific
Interactive, real timeInteractive, real time

IPA level informationIPA level information
Physician, patient, measure specificPhysician, patient, measure specific
Generic prescribing detail by PCP & patientGeneric prescribing detail by PCP & patient
Activity trackingActivity tracking



PointPoint--ofof--carecare

Source: http://www.intelhc.com

Summary of all patients missing services to facilitate chart pulling



PointPoint--ofof--carecare
Condition-specific patient lists for each physician



PointPoint--ofof--carecare

Enter 
missing lab 

values

Note 
patient 
contacts

Patient-specific information with real-time interactivity



PointPoint--ofof--carecare
Patient-specific information with real-time interactivity

Enter HEDIS measures for patients following encounters



PointPoint--ofof--carecare

Physician-specific year to date 
scores for each clinical metric in 
real-time

Track which physician 
is using the system and 

how often

Tools for physician accountability



Physician incentivesPhysician incentives

Intrinsic motivators (nonIntrinsic motivators (non--financial)financial)
Quarterly unQuarterly un--blinded P4P clinical rankings of all PCPs blinded P4P clinical rankings of all PCPs 
using a weightedusing a weighted--average composite scoreaverage composite score

–– Also sent to OB/GYN and Cardiologists for relevant measuresAlso sent to OB/GYN and Cardiologists for relevant measures

Physician recognition program for topPhysician recognition program for top--10 Primary Care 10 Primary Care 
physicians in any quarterphysicians in any quarter

–– Local mediaLocal media
–– NonNon--cash awards and recognitioncash awards and recognition
–– Celebration galaCelebration gala
–– Physician pictures at openPhysician pictures at open--enrollment health fairsenrollment health fairs

Physician champions recruitedPhysician champions recruited
Best practices disseminatedBest practices disseminated



Physician rankingsPhysician rankings



Physician recognitionPhysician recognition



Physician incentivesPhysician incentives

Extrinsic motivators (financial)Extrinsic motivators (financial)
Quarterly performance bonusQuarterly performance bonus

–– PCPPCP--specific based on prior quarterspecific based on prior quarter’’s composite quality s composite quality 
rankingranking

–– Award based on specialtyAward based on specialty--specific score quartilespecific score quartile
–– Variable percent of prior three monthsVariable percent of prior three months’’ capitationcapitation

YearYear--end performance bonusend performance bonus
–– Majority based on P4P performanceMajority based on P4P performance
–– Variable awards for clinical performanceVariable awards for clinical performance
–– Proportionate to size of HMO practiceProportionate to size of HMO practice

All developed with extensive MD inputAll developed with extensive MD input



Has it helped?Has it helped?

Chlamydia Screening: All Ages
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Propagating electronic toolsPropagating electronic tools

Leveraging the office managersLeveraging the office managers
Focus group of office managers from practices with Focus group of office managers from practices with 
high HMO enrollmenthigh HMO enrollment
Developed a toolDeveloped a tool--kit of kit of ‘‘lowlow--techtech’’ P4P reminder options P4P reminder options 
for each metricfor each metric
Identify high performing offices and recruit champions Identify high performing offices and recruit champions 
from offices using the online care registriesfrom offices using the online care registries
Share best practices at monthly office manager Share best practices at monthly office manager 
meetingsmeetings
Awards for highAwards for high--performing officesperforming offices
Targeted marketing program for Targeted marketing program for ‘‘lowlow--techtech’’ officesoffices



Lessons learnedLessons learned

Make vs. buy Make vs. buy –– a bit of both tailored to your a bit of both tailored to your 
groupgroup’’s readiness and needss readiness and needs
Physicians must learn to trust the dataPhysicians must learn to trust the data
Involve physicians at all stagesInvolve physicians at all stages
–– Report format developmentReport format development
–– Incentive programs, award thresholdsIncentive programs, award thresholds
–– Frequent feedbackFrequent feedback

Incentives work Incentives work -- use liberallyuse liberally
Office managers are keyOffice managers are key
““Boots on the groundBoots on the ground””



WhatWhat’’s next?s next?

Move all physicians to online care registriesMove all physicians to online care registries
Integrate registries with existing and new EHR Integrate registries with existing and new EHR 
and practice management systems deployed by and practice management systems deployed by 
physician groupsphysician groups
Improve incentivesImprove incentives
–– PerformancePerformance
–– EngagementEngagement
–– ImprovementImprovement
–– Incentives for relevant specialistsIncentives for relevant specialists



What about patient satisfaction?What about patient satisfaction?

Statewide annual Patient Assessment Survey Statewide annual Patient Assessment Survey 
(PAS) conducted by CCHRI(PAS) conducted by CCHRI
–– Surveys conducted in Q1 each yearSurveys conducted in Q1 each year
–– 950 randomly chosen HMO patients950 randomly chosen HMO patients
–– 38 questions 38 questions –– seven key domains for P4Pseven key domains for P4P
–– Public reporting on California OPA websitePublic reporting on California OPA website
–– Plan pays Plan pays based on relative PAS scoresbased on relative PAS scores

BiBi--annual Santannual Santéé PCP patient satisfaction surveyPCP patient satisfaction survey
–– Telephonic Telephonic –– 11 questions 11 questions –– five domainsfive domains
–– UnUn--blinded ranking and feedback to PCPsblinded ranking and feedback to PCPs



PAS result for SantPAS result for Santéé

Rating of Primary Care Physician
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Physician level surveyPhysician level survey

QuestionQuestion MEAN*MEAN* STDEVSTDEV

Time it took us to answer the phoneTime it took us to answer the phone 4.524.52 0.280.28

Time between your call for an appointment and your visitTime between your call for an appointment and your visit 4.564.56 0.230.23

Friendliness and helpfulness of office staffFriendliness and helpfulness of office staff 4.744.74 0.180.18

Time spent waiting to see the doctorTime spent waiting to see the doctor 4.204.20 0.360.36

Friendliness and helpfulness of nurse/medical assistantFriendliness and helpfulness of nurse/medical assistant 4.814.81 0.140.14

Provider's bedside manner?Provider's bedside manner? 4.844.84 0.130.13

Provider's explanation of your medical problems and treatmentProvider's explanation of your medical problems and treatment 4.824.82 0.150.15

Was getting prescription refills convenientWas getting prescription refills convenient 4.694.69 0.230.23

Was getting lab results convenientWas getting lab results convenient 4.614.61 0.220.22

Overall rating of practiceOverall rating of practice 4.754.75 0.180.18

Recommend our office to family and friendsRecommend our office to family and friends 4.944.94 0.120.12

Survey questions and July 2009 mean results

* Scored on a 5-point Likert scale



Are there low performers?Are there low performers?

Histogram of Overall Average Patient Satisfaction Scores: July 2009
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What can we do about it?What can we do about it?

What we have doneWhat we have done
–– PCP surveyPCP survey
–– UnUn--blinded rankingsblinded rankings
–– Annual symposiumAnnual symposium
–– Monthly office manager Monthly office manager 

meetings and trainingmeetings and training
–– NewslettersNewsletters
–– Portion of the annual Portion of the annual 

PCP bonus for patient PCP bonus for patient 
satisfactionsatisfaction

What are we doing now?What are we doing now?
–– Improve the measurement Improve the measurement 

tooltool
–– Enhance incentives for Enhance incentives for 

patient satisfactionpatient satisfaction
–– Office staff trainingOffice staff training
–– Training for lowTraining for low-- 

performing providersperforming providers
–– Training incentivesTraining incentives
–– Financial penaltiesFinancial penalties
–– OneOne--onon--one coaching for one coaching for 

selected providersselected providers



It can be doneIt can be done……
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