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New year, new platform!
- On24 Webinar Platform for a better user experience!
- Use Google Chrome and close out of VPN/multiple tabs
- Check speaker settings and refresh if you are having audio issues
- Ability to move engagement sections
- Ask questions!
- Certificate of Attendance available to download for live webinar sessions
- Engagement tools and CC available
- Check the resources section
- Complete the survey 

The information presented herein contains the views of the presenters and does not imply a formal endorsement for consultation engagement on the part of 3M. 
Participants are cautioned that information contained in this presentation is not a substitute for informed judgement. The participant and/or participant’s organization are 
solely responsible for compliance and reimbursement decisions, including those that may arise in whole or in part from participant’s use of or reliance upon information 
contained in the presentation. 3M and the presenters disclaim all responsibility for any use made of such information. The content of this webinar has been produced by the

3M and its authorized third parties will use your personal information according to 3M’s privacy policy (see Legal link). This meeting may be recorded. If you do not consent 
to being recorded, please exit the meeting when the recording begins. 
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Learning Objectives

At the completion of this educational activity, the learner will be 

able to:

• Explain the four-step approach SCL implemented to take 

their CDI program to the next level

• Identify ways to leverage performance data to identify 

service line opportunities

• Understand the importance of customizing CDI education 

to specific audiences 
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Meet our speaker

Carrie Willmer, RN, CCDS, CDIP, is the CDI director for Intermountain Healthcare, previously SCL Health, in Denver, 

Colorado. She is responsible for the Colorado/Montana region serving seven acute care facilities. Through her time 

with SCL Health, Willmer has supported the centralization of CDI teams across the system, established program 

metrics and reporting, developed the internal auditing and education team, oversaw development of a CDI 

onboarding curriculum, developed the denials and appeals team, and strengthened the working relationship with 

HIMcoding. Her nursing experience includes trauma/ICU and critical care. A past ACDIS and AHIMA presenter, she 

served on the ACDIS Leadership Council, was a member of the 2020–2021 Mastermind Council, and presented at 

the 2021 ACDIS Leadership Exchange.

Kaycie LeSage, MSHCM, RHIA, CCS, CDIP, CPC, is a performance outcomes manager with 3M in the Health 

Information Services Division in Metairie, Louisiana, where she coaches 3M performance data monitoring clients on 

the relationship between their facility data and their CDI programs. Prior to joining 3M in 2018, she served as a 

corporate director for a health system in Louisiana with oversight of internal consultants, second-level reviewers, and 

educators for both CDI and coding.
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Clinical Documentation 

Integrity Legacy SCL Health
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Polling Question 1

What measures do you track to indicate physician 

documentation opportunity (or success)?

• MS-DRG & Case Mix Index (CMI)

• Quality Data (Length of Stay [LOS], Patient Safety Indicators [PSIs], 

Hospital Acquired Conditions [HACs])

• Severity of Illness/Risk of Mortality (SOI/ROM)

• All/Some of the Above

• None or unknown
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Clinical Documentation Program

• 7 Acute Care Facilities

• 41 FTEs

• 28 CDI Specialists

• 13 Advanced CDI Roles

• Leads

• Auditors

• Educator

• Coding Liaison

• Manager

• Director

Legacy SCL Health,
now the Peaks Region of Intermountain Healthcare

2021
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• System “Blue Chip” Initiative

• New FTEs, roles, structure

• Record high impact in 2017 of $21.5M 
total, $1.8M monthly average

Legacy SCL Health: CDI Program History
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• Response Rate 85%

• Agreement Rate 86%

• $875,000 monthly 
average

Centralization

• CDI Leadership turnover

• Response Rates >97%, Agreement Rates 
>92%, >$1.4M monthly average

Plateau

Expansion

2015 -2017 2018 -2020
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Data as a Catalyst: Breaking Through the Plateau

Challenge Solution

Lack of data and visibility was hindering 
improvements

• Where is the opportunity?

• How much opportunity is out there?

• What specific cases?

• Which physicians?

Drive program performance by leveraging actionable data 
to identify and pinpoint opportunities 

• Monitoring and Reporting: track, benchmark, and quantify CDI 
activity across a facility over time

• Care Site Level Reports

• Physician Level Reports

• Prioritization functionality

• Targeted and Customized Physician Education

• Measuring outcomes and progress

“Can’t Boil the Ocean”
Data enabled SCL to clearly identify 
opportunities and take action

2020 - 2022
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• Leveraging claims data, the 

reports: 

• Assess financial impact and 

opportunity

• Provide operational metrics and 

variance against national 

benchmarks for MCCs/CCs, 

severity, LOS, and mortality

Performance Data Monitoring
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Physician Reports CDI Performance Reports

Compare Reports 

Compare two time periods to isolate changes and 
identify areas for improvement

• Overall and surgical CMI

• MCC/CC capture rates

• MS-DRG pairs

• 1- or 2-day length of stay

• Financial impact

Pinpoint Reports 
• Analyze CMI and MCC/CC capture percentages and top-

volume MS-DRG pairs against the 80th % performance of all 
hospitals nationally. 

Mortality Reports and Severity Reports
• Compare the facility against a baseline and a state peer 

group, measuring actual versus expected values using APR 
DRG risk adjustment.

• Reports compare physicians to peer data sets

• National norm by service line 

• Physician specialty within the organization

• Practice group

• Performance is reported by key financial and 

quality measures compared to peer group:

• Volume

• CMI

• Four categories of MCC/CC capture rates Financial 

variance for each MS-DRG with volume

• Length of stay (LOS) compared to severity of illness 

(SOI)

• Measurement of SOI, ROM, LOS averages, SOI Index, 

SOI variance, actual mortality rate, mortality rate 

variance, volumes, and deaths at each subclass

Performance Data Monitoring
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Role of the Performance Advisor

Severity with estimated 
reimbursement 

Pinpoint

Compare

Mortality

Severity

MDC

Coaching with performance data 
advisor

• Identify focus areas

• Review operational performance metrics

• Determine next improvement steps 

• Provide ongoing engagement

• Customized analysis with briefings and 
recommendations
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The Data-Driven, Physician-

Focused, Four-Step Approach
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Polling Question 2

How do you identify opportunities for physician CDI 

education?

• Use CDI query trends

• Use claims level data

• General CDI industry trends

• Other initiatives identified within your organization

• Combination of the above

• Unknown
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1. Opportunity Identification: Care 

site data review

2. Surface system-wide themes

3. Validate the opportunity via 

targeted chart reviews

Data Analysis and Opportunity Identification

Step 1
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Service Line & DRG Level Opportunity

Step 1
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Service Line & Mortality Opportunity

Step 1
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APR DRG Level Mortality Opportunity

Step 1
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Data Analysis: Summary

• Financial opportunity projections

• Total opportunity per service line

• CC/MCC capture rate compared to benchmark

• Mortality opportunity

• Mortality variances per service line

• APR-DRG 

• Mortality risk scoring

Step 1
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• Audience prioritization matrix

• Present opportunities to care site leaders

• Identify and define “opportunity:” mortality, severity, LOS, financial

• Remain mindful of case volumes and/or rate changes impacting data 

• Review physician-level opportunities & CDI performance

• Know your audience

• Discuss culture & engagement

• Determine strategy to support more effective buy-in

Audience Identification and Customization

Step 2
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Identify the Right Audience

Step 2

Cardiovascular surgery
& Neurosurgery

General surgery

Orthopedics Hospitalists

High opportunity

Low opportunity

Low
engagement

High
engagement

Assess Opportunity
vs. Engagement

Criteria

• Physician Group Size

• Physician Leadership Structure

• Employed? Private? Locum? 

• Mid-levels

• CDI Query Data
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Effective Communication

Step 2

• Know your audience

• Tailor communication channel and 

approach 

• What data will resonate most strongly? 

• What messaging is the most 

compelling?
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Polling Question 3

Who primarily delivers CDI education to physicians at 

your organization?

• CDI Specialists

• CDI Managers or Directors

• CDI Educators

• Physician Advisor

• Other

• Unknown
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Presentation Development and Delivery

Step 3

• Leveraging the SBAR Framework 

• Presentation Content

• Why CDI Matters

• Data: Where is the opportunity?

• Case examples

• What we need from you
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SBAR Framework

Step 3

• Situation: present the issue

• Background: present the 
context for the issue

• Assessment: present the 
conclusions made and why 

• Recommendation: what 
needs to be done
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Slide Examples- Physician Education

Step 3

What is CDI? Why does CDI Matter?
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Slide Examples- Physician Education

Step 3

What is CDI? Why does CDI Matter?
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Slide Examples- Physician Education

Step 3

Where is the opportunity?
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Slide Examples- Physician Education

Step 3
Where is the opportunity?
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Slide Examples- Physician Education

Step 3

• Include real case examples

• Customized for audience

• Identify the issue

• Demonstrate the positive impact 
of complete and accurate 
documentation
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Slide Examples- Physician Education

Step 3
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Monitor Performance and Communicate Progress

Step 4

What does success look like? 
(KPIs)

• Fewer queries issued

• Increased CMI

• Increased SOI

• Increased ROM or decrease in 
mortality index

• Evaluate effectiveness of education
• Track KPIs 
• Provide continued feedback 
• Maintain visibility as an ongoing 

initiative



3M CDI Innovation Webinar Series © 3M 2022. All Rights Reserved 34

The Four-step Approach

Monitor Performance

Data Review & Analysis

Select Audience

Deliver Presentation
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Key Outcomes and Lessons Learned
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Key 
Outcomes
CDI Program
Performance

Financial Impact 
(est.) on CDI Program36%

Resources: CDI
Five new FTEs to expand Physician 
Education Strategy

Orthopedic Surgery

Approval for Nurse 
Practitioner to support 
documentation 

Engagement
Increased physician and leadership 
engagement

CDI Program Expansion

• Increased visibility to CDI value and 
ROI

• Expansion of program and education 
initiatives

Vascular Surgery

• Increased SOI & ROM
• Weekly rounding 

implemented

Findings are being used to drive performance 
improvement activities across the system 

System wide improvements
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A Deeper Look: Vascular Surgery

At a single facility

Quick Win: SOI & ROM 
improvement within first Quarter

Severity of Illness: 2.432 > 2.719
Risk of Mortality: 2.295 > 2.456

Severity Index Variance: -10.04% to -6.55%
CMI Variance: -19.09% to -16.98%
Opportunity per case: $6,800 to $4,800

YoY 2020-21 Improvements (group average)

Physician Education with Medical Director

Virtual Weekly Rounding Implemented

Across the system

Focus DRG: 219-221, Cardiac Valve & 
other Major Cardiothoracic procedure w/o 
cardiac cath.

– ~$388,000 gained from increased CMI 
shift for grouping
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A Deeper Look: Orthopedic Surgery

At a single facility

The data demonstrated MCC/CC capture 
variances on spine cases exceeded $1.5M

Across the system

• Further evaluation of additional 
computer-assisted physician 
documentation tools has been initiated

• Invitations for CDI to participate in 
performance improvement projects, 
quality programs, and data analysis are 
increasing across sites

Extra resources:

Orthopedic surgery was approved for an additional FTE for a nurse 
practitioner to support medical expertise needed for 
documentation opportunity

In support of this surgeon’s need to remain productive in the OR to 
maintain volumes, approval was granted for an investment into this 
potential opportunity to expand resources

• Staging of chronic kidney disease

• Electrolyte abnormalities

• Nutritional status
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A Deeper Look: CDI Program

Financial Improvements

Estimated financial Impact 
for Query shift -- utilizing 
Medicare IPPS Blended 
Rates across all payers

Focus DRG Results

329-331 Major Small & Large 
Bowel Procedures: $754,000

453-455 Combined Anterior & 
Posterior Spinal Fusion: 
$447,000

025-027 Craniotomy & 
Endovascular Intracranial 
Procedures: $420,000

Increased CDI 
Resources

5 new FTEs approved 
for CDI program 
expansion and physician 
education

• Educator

• Auditor

• Lead

• CDS x2

CDI Performance

CDI coverage expanded 
to all payers

• Length of stay

• Mortality

• Severity

• Potential denial mitigation

CDI query rates have 
increased year over 
year: 31% to 37% 
average

Engagement and 
Alignment

Data and Physician 
dialogue drove internal 
CDI education

• Are we covering the right 
cases?

• Are we asking the right 
questions?

• Are we providing the 
physicians the tools and 
resources needed?

Alignment of CDI 
messaging and data 
with Quality other key 
organizational initiatives

36%
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Challenges & Lessons Learned

• Providing sustained feedback impacted by 
reporting cadence

• Projections can be inflated by low volume 
DRGs and are moving targets

• Data in the wrong hands…

• Limitations with physician attribution

• Impact of COVID-19 in benchmarking and 
YoY data analysis

Criteria for Success

• Ensure accurate physician demographic 
data

• Always leverage case examples, real-time

• Garner physician and/or care site 
leadership support and participation

• Partner data with prioritization functionality 
for CDI team

• Tailor the data and presentation to each 
audience

• Track results 

Final thoughts
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Q&A
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That’s a wrap!
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Consulting and Outsourced Services Content

Fact Sheet: 
3M™ Performance Advisory Services

Video Testimonial: Using performance 
data to improve service line workflow

Performance Advisory Services – Performance Data Monitoring

Fact Sheet: Client comparative benchmarks

Web Page: Performance Advisory Services

https://multimedia.3m.com/mws/media/1841725O/3m-his-performance-advisory-services-fact-sheet.pdf
https://players.brightcove.net/2635130879001/Byb30H47x_default/index.html?videoId=6136950739001
https://3m.imsmartapp.com/Files?id=223780&ts=1649751571&sig=QPY%2fA%2bIdCI2RPQknLhAm9sUva%2fQ%3d&userId=16984
https://www.3m.com/3M/en_US/health-information-systems-us/services/cdi-services/performance-advisory-services/
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Thank you


