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 Review why data is important in the evolving Value Based Payment 

environment

 Introduce tools to describe the impact of your organization within 

the context of the health care delivery system 

 Discuss best practices and tips for selecting meaningful measures 

to communicate your impact

 Identify some examples of how to visualize data to tell a story

 Learn how to dig deeper into data and drive improvement efforts

Learning Objectives



Why is Data 

Important 

to You?

“The goal is to turn 

data into information, 

and information into 

insight.”  

Carly Fiorina
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Why is Data Important to You?

 It’s the right thing to do for people served

 Supports the wise use of limited resources and encourages informed 

decision making

 Heightens accountability to make a difference/impact

 Encourages an organization to take on meaningful challenges

 Positions an organization for success in a redesigned health care 

delivery system, including participation in Value-Based Payment 

arrangements
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Elements of a Performance
Driven Organization
Developed by CCSI Consulting 

What Are The 

Components of an 

Organization 

that Effectively Uses 

Data to Drive 

Performance?
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Where 

Should You 

Focus Your 

Energy?
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Consider what you do best

 What is the impact of your service? What do you do well?

 Why do individuals/families/youth seek out this service?

 What outcomes are you and your staff most proud of?

 What have other service providers told you about what you 
do well?  Why do other providers refer to you? What are 
you known for?

 What do your consumers say about what you do well?

 What would the alternatives be if this service didn't exist?
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On Your Own

Brainstorm your thoughts on what your organization does well. 

Use questions on previous slide as thought starters.



Focus and 
Prioritize

Consider…

• How does your 
impact fit within the 
big picture of state 
goals, Value-Based 
Payment metrics, 
Managed Care 
priorities, etc.?

• How do you create 
a measure of it?
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Identifying 

Meaningful 

Measures
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Deciding 

what to 

measure

 Visible

 Fit within value proposition, mission 
statement

 All team members, providers, 
stakeholders can easily recall and 
describe the measures the same way

 Evolving

 Start with data already being collected or 
easy to collect

 Fit data collection or review into 
workflows

 2-3 outcomes at any time

 Goal-oriented

 Meaningful 

 Fits within the state’s goals

 Useful to the organization

 Likely to show change  
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Tips for Measurement

Who are you measuring?

Define denominator/

eligible population

How are you measuring?

Surveys vs. questionnaires vs. 

clinician ratings vs. administrative 

data

Collect consistent data elements 

across programs, clinics, time

Use discrete, continuous data 

where possible - avoid free text 

or “other”

What are you measuring?

Meaningful indicator of clinical 

improvement

Operationally define your 

measures: fly on the wall/audit 

mentality
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Master the basics

A lot that can be done with key data elements valuable 

across systems (agencies, providers, counties, etc.)

1. Who is served? Demographics, understanding your population 

and demographics

2. How are they served? Utilization, quantifying the services you 

provide

3. How well are they served? Outcomes, understanding the 

value of your service

4. What is the cost of serving them? Fiscal data, how effectively 

are you using your resources in support of your mission
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It’s also important to consider 

what not to measure

Data that isn’t actionable 

(or required) is a waste of 

time and resources
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Data Summary 

and Visualization 

Tool

Visualization Tool-Customizable Excel Workbook available:

https://www.ctacny.org/sites/default/files/Data%20Visualiz
ation%20Tool_PDA_v5.23.18.xlsx

 Basic data entry with auto-populated visualizations set 
up to look at questions of interest

 Likely too much data at once: make thoughtful “menu” 
choices!

 Your data team may be able to do this without the tool

 Consider the concepts, data views, cuts, questions 

 Most people aren’t making the most of what they have

Tool auto-populates a real-time analysis of performance

 Demographics

 Utilization

 Outcomes

 Finance

The greatest value of 
a picture is when it 
forces us to notice 
what we never 
expected to see.

John W. Tukey
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Data Collection vs. Information  Visualization
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Visualized Data

 Easier to understand

 Easier to detect 

patterns, trends, and 

outliers

 Creates ability to 

develop clear and 

concise messages out 

of complex data sets

Diagnosis Percentage

Bipolar Disorder 11%

Conduct Disorder 11%

Autism Spectrum Disorder 11%

Anxiety Disorder 22%

Depression 45%

Total 100%

Diagnosis Distribution
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Visualized Data
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Visualized Data

 Easier to understand

 Easier to detect 

patterns, trends, and 

outliers

 Creates ability to 

develop clear and 

concise messages out 

of complex data sets
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Digging 

Deeper Into 

the Data



Digging Deeper Into 

the Data

 More isn’t always better

 Focus on a select menu of options

 Ask specific questions of the data

 Be flexible

 One size does not fit all

 Use data to tell your story and 

highlight what is unique about your 

organization



What are your data telling you?
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What are your data telling you?

What is the 

question? DATA

What are you going 

to do about it?

What do you 

expect to happen?

Result

How do 

you know?

DATA

What does the 

data tell you?

What do you 

need to know?

Plan

Do

Study

Act
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How do client 

outcomes 

compare between 

main location and 

satellite clinic?

Goal: All locations 

offering the same 

level of service

What do you need to know?
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What does the data tell you?
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Plan

Do

Study

Act

Quick reminder: Plan. Do. Study. Act.

 Framework to guide continuous improvement 

initiatives

 Develop a plan to drive change (Plan)

 Carry out the test, implement the change (Do)

 Observe and learn from the results (Study)

 Determine what modifications should be made (Act) 

What are you going to do about it?
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What are you going to do about it? 
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What are you going to do about it? 

Plan: Improve treatment plan adherence 
with focused efforts on improved 

supervisor support 

Do: Implement required Supervisors’ 

Academy for 3 months



What are you going to do about it? 

 Study: 89% of supervisors participated in most sessions

 Time-limited chart audits conducted by Quality Team found improved 

treatment plan writing, trend towards adherence but not enough time has 
passed to really see differences at the clinician level

 Supervision time has increased 

 Act: 

 Provide monthly booster sessions focused on streamlining documentation

 Conduct another chart audit in 3 months to see if there is evidence of impact
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Where do you 

go from here?
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Where do you go from here?

Create/repurpose 
a time-limited 

workgroup

Describe your 
impact – connect 
your services to 

system goals

Review what you 
are measuring 

today

Visualize your data 
– what is it telling 

you?

Drive meaningful 
change – enact 
one PDSA cycle
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Consultant Contact Details

Briannon O’Connor, PhD

boconnor@ccsi.org

Lynette Thelen, MBA

lthelen@ccsi.org
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Discussion? 

Questions?



Save the Date

Next Webinar

March 18th, 2020 

Noon


