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Cost & Quality Academy

To combat rising medical costs stemming from fee for service 

payment models, the Centers for Medicare & Medicaid Services 

has instituted a new focus on value-based care, with payments 

for services based upon the quality of their outcomes rather than 

the quantity of services rendered. As part of this shift toward 

outcomes-based assessments and value-driven care, CMS 

implemented its Bundled Payment Care Improvement (BPCI) 

Initiative, a voluntary pilot program in which hospitals, post-

acute providers, and other organizations assume the risk for all 

expenses related to specific episodes of care. These episodes 

of care include a variety of conditions, such as lower extremity 

joint replacements and congestive heart failure, and include all 

services rendered from the time of acute care admission to 30, 

60, or 90 days post-discharge depending on the type of episode 

definition and model selected.

Alongside the voluntary BPCI, CMS has instituted its 

Comprehensive Care for Joint Replacement (CJR) Model. This 

mandatory bundled payment program targets total hip and knee 

replacements and was implemented on April 1st, 2016 in 67 metro-

politan statistical areas (MSAs) with 789 hospitals participating. 

Unlike the majority of BPCI models, where length of episode can 

be defined as 30, 60, or 90 days, CJR sets a concrete timeframe for 

its bundled care episode lasting from the day of admission to the 

acute hospital to 90 days post-discharge. Additionally, CJR calcu-

lates the target price using a different model, taking into consid-

eration the hospital’s HCAHPS score, surgical complication rate, 

and patient reported outcomes (PROs).

Regardless of which model has been deployed, there are several 

key areas in which organizations must excel to ensure targets 

for pricing and quality are met. As with traditional care models, 

hospitals and health systems must work to ensure that patients’ 

acute care is delivered with a high degree of quality and efficiency. 

Expanding beyond the acute stay, organizations must now also 

work to prevent readmissions and excess costs by forming strong 

connections with preferred post-acute providers and keeping 

patients engaged in adhering to care instructions.

To help achieve these episode-spanning care coordination goals 

and harness bundled payments to improve care and reduce costs, 

hospitals and health systems can draw on the expertise of industry 

partners such as CipherHealth. With a variety of solutions founded 

on the pillars of collaboration between healthcare facilities and 

high-touch patient engagement, CipherHealth can help organiza-

tions strengthen communication with post-acute and community 

providers. Further, the solutions offered by CipherHealth help care 
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providers maintain contact with patients throughout the entire 
episode of care, identifying potential noncompliance indicators.

“The reality of value-based purchasing is that providers are now 
held accountable for things that occur outside the walls of their 
organization,” says Kristin Gagliardi, Senior Account Strategist 
at CipherHealth. “The pillars that [CipherHealth’s] services and 
expertise focus on are aligned to support organizations as they 
strive for goals resulting from bundled care: reducing readmis-
sions, optimizing staff time, and improving quality metrics such 
as HCAHPS data.” 

Collaborative Data Collection and Information Sharing
One of the foundational features of bundled payments is the dura-
tion of time for which organizations are held responsible for costs 
related to treatment and recovery. With BPCI episodes ranging 
from 30 to 90 days post-discharge and CJR set at 90 days post-
discharge, much of an episode’s costs come from services and 
complications originating outside of the acute care environment.

As a result, it is imperative for hospitals to form strong partner-
ships and lines of communication with post-acute and commu-
nity service providers, as well as regularly engage with patients 
in the months following discharge. This ensures that patients are 
adhering to care plans, receiving coordinated post-discharge care, 
and meeting recovery care goals. Strong lines of communication 
and effective post-discharge coordination also enable providers 
to efficiently collect and report on PROs by capturing the status of 
the patient’s health condition, including behavior and experience 
with providers. 

“A very small percentage of each bundle episode actually occurs 
within the four walls of the acute inpatient setting,” says J.B. Powell, 
VP Bundled Payment Strategies at CipherHealth. “Finding an effi-
cient, effective, and comprehensive way to cover the gaps between 
health encounters is vital to the success of these programs.”

Successfully maintaining high-quality care between provider 
encounters requires effective patient engagement and coordina-
tion across the different care settings. Care providers must be able 
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to collect and share comprehensive information about a patient’s 
medical history, recent care encounters, and current goals to 
form a coherent plan of care. One challenge that many providers 
encounter is having disparate systems for data collection. With 
various EMRs, HIEs, and HCAHPS vendors, it can be challeng-
ing for providers to properly document, report on, and coordinate 
care across the entire episode. This is especially so in relation to 
PROs, which can be collected up to 12 months post-surgery in the 
case of CJR. 

To facilitate this collection and sharing of information between 
providers and establish a proper process for PRO reporting, bun-
dled payment participants should look towards tools that use 
inputs from multiple sources to provide comprehensive visibility 
into patient data, regardless of where it originated. This is where 
a solutions partner, such as CipherHealth, can collect the right 
pieces of data from external systems or patient activities and 
sustain key lines of communication throughout each phase of a 
patient’s care plan, all on one platform. Keeping information sim-
ple and in a centralized location is what will enable health care 
providers to best manage their bundled payment programs.

“It’s extremely important in bundled payment models for different 
types of providers, operating at different license levels, executing 
on different tasks, to have their communication platforms in a sin-
gle location,” Powell says. “We want to enable providers to engage 
with patients in each of those settings and operate as a single, 
coordinated care team.”

High-Touch Patient Engagement
Alongside provider collaboration, sustaining contact with patients 
throughout the continuum of care is a central facet of bundled 
care episodes. Maintaining regular, meaningful contact before 
surgery and after discharge from the acute care and other inpa-
tient settings is of great importance in preventing complications 

related to patients’ misunderstanding of instructions or encoun-
tering barriers to care compliance—two areas that significantly 
impact the cost of bundled payment episodes.

Due to the number of times providers must connect with patients 
and ascertain their risk for an adverse event, providers need to 
have efficient and effective outreach support. This outreach pre- 
and post-acute care visits is not only an opportunity to survey 
patients, but also to remind them of upcoming appointments, 
medication information, and care instructions. Having consis-
tent reminders about key pieces of pre-arrival and post-discharge 
information helps patients remain actively engaged in their care 
and recovery. Additionally, the regular reminders often help to 
identify patients who are not properly complying with post-dis-
charge care instructions. If patients are not engaging with the 
messages being sent to them, it alerts providers that a more in-
depth follow-up may be necessary, perhaps heading off an avoid-
able readmission or ED visit.

“With the solution we offer, providers know that their patients 
are being engaged throughout the entire continuum of care,” 
Gagliardi says. “Our technology is able to create positive touch-
points with patients and identify those who are at risk of adverse 
events, assisting organizations in optimizing staff time.”

Ultimately, the changes put forth by CJR and BPCI are continu-
ing to grow as additional mandatory bundles have been pro-
posed, expanding the DRG grouping and MSAs for participation. 
Hospitals and health systems must identify methods to effectively 
incorporate these new models, oftentimes with limited resources 
to do so. The technology solution offered by CipherHealth delivers 
a package of features to assist organizations in forming stronger 
connections with community-based providers and reliable meth-
ods to maintain regular contact with patients after discharge. 

“Early experience with CJR and BPCI gives organizations a 
chance to test and get things right with processes, procedures, 
and technologies,” Powell concludes. “Investing thousands now 
to build these necessary infrastructures and form effective part-
nerships can pay off for organizations in millions of dollars saved 
down the road.” 
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CipherHealth-Assisted Outcomes

Achieving positive improvements using technology for bundled 
payment initiatives:

• 52% decrease in orthopedic readmissions and 95% reach rate 
with attempted patients at a 229-bed academic hospital

• 87% engagement rate across 90-day Ortho BPCI episode with 
Voice follow up calls at a 600-bed academic hospital

• 74% decrease in Ortho BP readmissions rate in first three 
months post implementation of Voice follow-up calls at a 390-
bed academic hospital 

“Early engagement with CJR and BPCI gives organizations a 
chance to test and get things right with processes, procedures, 
and technologies. Investing thousands now to build these neces-
sary infrastructures and form effective partnerships can pay off 
for organizations in millions of dollars saved down the road.”

– J.B. Powell 
VP Bundled Payment Strategies at CipherHealth


