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Council Motion 12131

Adopted by the King County Council on May 31, 2005

By September 1, 2005, the executive is requested to provide a program evaluation plan for the King

County Health Reform Initiative. The plan shall be prepared by a consulting firm and concutrently

submitt‘ed to council and the Health Reform Initiative policy oversight steering committee. The
plan 's};aﬂ include a description of the research design and performance measures that will be used to
evaluate the contribution of each program towatds the county’s overall goals of improving
employee/dependent health and reducing employee/dependent health benefit costs. The plan shall
include baseline county employee/ depéndent benefit costs, the approach to data collection and |
analysis, and the proposed timeline for reporting on achievement of annu;ll targets for the four-year
pertod 2006-2009. If a new evaluation and reporting unit is proposed by the executive and
approved by the council, a revised King County Health Reform Initiative Program Chatter reflecting
this change shall be submitted to council. The program evaluation plan must be filed with the clerk
of the council, who will retain the ongmal and will forward copies to each councl]member and to the
lead staff for the labor, operations and technology committee and the budget and fiscal management

cominittee.

t‘]egg & Associates, Inc. ' T 1
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Chapter One
Background

Terminology

The term “employee medical costs” is used thxoughout this report to descnbe the costs King
County (hereafter referred to as “the County”) incurs to covet the medical expenses of its employees
and their dependents. The use of “employee medical costs” provides a uniform term for the
“emplc;yée héalth benefit costs” and “employee benefit cost” terminology included in the Council’s

Motion 12131.

On a related note, the County’s definition of dependents includes either spouse or domestic partner

(etther same or opposite sex) and the children of the employee, spouse or domestic partner. The

inclusion of dependents in the discussion is particularly relevant; between July 2004 and August
2005, dependents accounted for 44% of the County’s medical care costs. (Employees were

responsible for the balance of 56%.)

The Baseline.

At this point, the County has projected that the cost of covering employee and dependent medical
care costs will increase from $144 million in 2005 (the baseline) to $219 million in 2009.

History

The County is not alone in facing rapidly escalating medical cate costs for its employees and their
dependents. Businesses and goverhments across the nation are seeking new and improved methods
of helping their employees and their dependents remain in good health, or, for those
employees/dependents who are no longer in optimal health, to effectively manage their health care
conditions. - This has led to increased attention to the development and evaluation of health
promotion and health care management interventions that address both employee/dependent health i i

and the associated medical care costs.

This approach is proving effective in other organizations because, many times, a relatively small

proportion of employees and their dependents account for a large share of an employer’s medical
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care costs. For example, a July 2004 Mercer Human Resources Consulting study indicated that 5%
of the members in the KingCare Plan accounted for 58% of the total plan costs and 20%. of the
members were responsible for 83% of the plan’s costs. Correspondingly, 80% of the plan members

used only 17% of the resources.

The County realized that the escalating cost of medical care would not abate unless it implemented a

comprehensive effort to address some of the important underlying causal factors:

®  Heart disease and certain types of cancer are the leading diagnoses among County
’ employees and dependents with the most expensive medical claims

* The high body mass index, high rates of tobacco use, and high blood pressure prevalent
in the County population are significant contributors to chronic disease and the
associated costs

*  An estimated 50% of the risk for conditions common in the County population is
related to lifestyle and health behavior (Centers for Disease Control estimates)

In response to this information, the Health Reform Initiative Policy Committee developed a set of
policy directions to be used in designing and negotiating benefit plans with the Joint Labor

Management Insurance Committee (JLMIC). Two key directives were:
= Improve the health of County employees and their dependents

= Reduce the rate of growth of medical plan costs by one-third (which would produce
$40M 1in savings for the 2005-09 benefit plan years)

The Health Reform Initiative

In 2004, the Coﬁnty launched an ambitious initiative to address the two inter-related issues of
employee/dependent health status and employee/dependent medical care costs. This far-reaching
effort, known as the Health Reform Initiative (HRI), comprises an array of interventions to address
the health care needs of County employees and their dependents, and to reduce the rate at which the

County’s medical care costs are increasing.
HRI Goals, Components, and Implementation Timeline

The HRI includes strategies to address six major goals:

- Clegg & Associates, Inc. 4 / é



1. Assist employees/ dependents in identifying their personal health risk factors and actions
they can take to reduce and manage those factors

2. Provide active support for addressing health risk factors through nutrition, exercise,
cessation of tobacco products, and other activities

3. Improve employee/ dependent ability to select appropriate individual health care
providers, i.e. increase their knowledge and confidence in identfying a provider with ;
whom they will be comfortable |
4. Assist employees/dependents in selecting the most appropnate and cost- effective
services

5. Improve organizational alignment, i.e. the extent to which County worksites support
good health among employees

6. Improve health care provider performance, i.e. the ability of speclallsts to deliver
efficient services, and the participation of providers in practice improvement efforts

In order to achjeve these goals, the HRI has developed specialized progra}n components. These

components are organized by target population and intervention type, as follows:

Table 1: HRI Components, Target Population, Intervention Types

From 2005 through 2009, the County will design and implement each of these components through

the interventions outlined below. Each of these interventions incorporates a variety of specific

program activities delivered by a combination of King County staff and vendors.

Clegg & Associates, Inc.

HRI Component Target Population Intervention Type .

Wellness Assessment/ Employees/ Dependents Health Promoﬁon

Personalized Action Plan

Live Well Employees/Dependents Health Promotion Campaigns

Choose Well Employees / Dependents Consumer Education

" Campaigns i

Use Well Employees/Dependents Health Care Management

O;garﬁzaﬁonal Alignment Managers/Supervisots Organizational Development
Provider Performance Health Care Providers Quality and Efficiency

Improvement




Component

2005-09 Interventions

Wellness Assessment/Personalized Action Plan

Wellness Assessment/Personalized Action Plan

Live Well Eat Smart Campaign
Move More Campaign
Quit Tobacco Campaign
Choose Well Choose a Health Provider Campaign
Use Well Nurse Line Service
Disease Management Setvice
Case Management Service
Otrganizational Alignment Healthy Workplace Funding Initiative

Vending Machine Pilot Project and
County-wide Implementation

Manager Toolkité and Technical Assistance
) Policies

Leadership Forum and Manager Workshopé

Provider Performance

"Provider Best Practices Service

‘Specialist Efficiency Service

Table 2: HRI Components and 2005-2009 Interventions

Clegg & Associates, Inc.
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The 2005-09 timeline for thé planning/ design and implementation of these interventions is as

follows: ‘
Component ' ~ Launch Date
(Program Start)
| |
Wellness Assessment/ Personalized Action Plan January 2006 |
Live Well )
Eat Smart Campaign ' September 2005 :
Move More Campaign , . September 2005 .
Quit Tobacco Campaign , September 2005
Choose Well }
Choose a Health Provider Campaign June 2006 - |
Use Well ‘ :
Nurse Line Service December 2004 E f
Disease Management Service ' - January 2005 |
Case Management Setvice January 2005

Organizational Alignment

Healthy Workplace Funding Initiative . January 2006
Vending Machine Pilot Project and County-wide Apul 2004
Implementation

September 2005 (Policies) ﬁf
May 2006 (Toolkits)

May 2005 (Leadership Forum)
January 2006 (Manager Wotkshops) ;

Manager Toolkits and Technical Assistance Policies

Leadership Forum and Manager Workshops

Provider Performance

Provider Best Practices Service January 2005 *

Specialist Efficiency Service January 2005

Table 3: HRI Components and Launch Dates

Clegg & Associates, Inc. : . ' 7 / 7




Connection to the Puget Sound Health Alliance

During the dévelopment of the HRI, the County also provided leadership in the creation of the
recently-formed Puget Sound Health Alliance (hereafter referred to as “the Alliance”). Formed in
late 2004, the Alliance is a private non—proﬁt organization that resulted from recommendations by

the King County Health Advisory Task Force.

-

The Alliance is a complementary effort that will enhance the impact of the HRI on the health of the
County’s employees and their dependents. While the HRI focuses internally on County
employees/dependents, and on building the C(_)uhty as a2 work environment that suppotts better
health, the Alliance is putting in place a broad-based strategy that will improve the quality of our
region’s health care providers and systems, proviae tools that will help health care consumers fnake
use of high quality providers and systems, increase the role of prevention in helping consumers stay
in good health, and contain health care costs. This inission is captured in the Alliance’s vision,

mission, goals, and products and services:
The Alliance’s Vision

A state of the art health care system in our region that consistently achieves healthier people,

high quality health care, and affordable costs.
The Alliance’s Mission

To forge a sustainable leadership alliance among patients, providers, purchasers, and health
plans to design and implement an innovative, high quality, and affordable health care system

mn the Puget Sound region.
The Alliance’s Goals

1. Improve the quahty of health care provided throughout the five-county region (King,
Pierce, Kitsap, Shohomish, and Thurston Counties)

2. Improve the health outcomes for people living and working in the region

3. Slow the rate of increase in health care expenditures experenced by consumets and
purchasers of health care throughout the region

4. Improve the ability of the region’s consumers and health care professionals to become

Clegg & Associates, Inc. ) : ‘ 8 02 O



partners in managing health

5. Ensute that evidence-based health care decision-making becomes the norm throughout the
region

6. Develop a regional ethic that incorporates collaborative approaches into health care quality
improvement efforts. Collaboration and synthesis guide the Alliance’s work, rather than
duplication of effort and competition

The Alliance’s Products and Services .

The Alliance’s broad focus on providers, consumers, health plans, and purchasers will result in the
develoi)ment and implementa(ion of a variety of products and services that will create the structures
and information required to continuously measure, analyze, report, and communicate critical
information regarding the performance of our region’s health care systems. The Alliance is currently

in the process of developing the following products and services: i
® A shared repository of clinical guidehnes for providers

® A shared repository of tools for consumers/patients

®* A data repository/warehouse

- Regional reports on quality and cost

* A regional infrastructure to support quality improvement
Measurement and Evaluation of the HRI

Note: This report addresses the measurement and evaluation of HRI’s impact on the health status,
utilization of health care services, and medical care costs of erhployees /dependents participating in
the KingCare Plan. Those employees/dependents who obtain their care from Group Health

Cooperative will be the focus of a subsequent measurement and evaluation effort. -

One essential component of the HRI focuses on the design and implementation of a comprehensive
measutement and evaluation system. This system, described in this report, will provide the County

with information it needs to assess the effectiveness of each HRI intervention and determine

Clegg & Associates, Inc. - , » 9



whether the initiative as a whole is contribution to employee/ dependent health and slowing the

projected increases in medical care costs.

In addition, the evaluation will provide critical information that will enab‘ble the program managers
responsible for the HRI interventions to make design improvements during the implementation
petiod. This approach to plan, launch, check, and adjust is a well-established methodology for
ensuring that ongoing enhancements in program design occur in order to achieve improved results.

'Figure 2 below depicts this process.

Plan
(Design)
Adjust
(Revise) _ Launch
' ‘ (Implement)
Check
(Evaluate)

Figure 2: Quality Improvement Cycle

In order to ensure a high quality evaluation design with broad support, the Human Resources
Department (HRD) convened a Measurement and Evaluation Steering Committee to work with the
consultants retained to develop the evaluation design. The Steering Committee met regularly
between May and August 2005. In addition, individual committee members conducted a great deal
of work outside the“meetings, including reviewing drafts, developing evaluation design materials, and
researching data collection methodologies. The Steering Committee membership included the
individuals listed below. |

Clegg & Associates, Inc. - | . ‘ 10 0272



 Measurement and Evaluation Steering Committee
Individual | | Representing
Karléen Sakumoto Human Resoutces Division
Kerry Schaefer Human Resources Division
Nicholas Maxwell | Budget Office
David? Lawson Budget Office
Chus Haugen ’ Budget Office
Julie Andrijeski Finance and Business Operations Division
David Solet Public Health ‘l.)epartment
Steve Helgerson, M.D. | Public Health Departmént
David Randall King County Council
judith Clegg, Jill Marsden, James Andtianos Clegg and Associates Consglting 'I"eam

Table 4: Steering Committee

In addition to the Measurement and Evaluation Steering Committee, 2 wotk group met to develop
the evaluation designs for the health promotion and consumer education components of the HRL
Work Groﬁp participants included Karleen Sakumoto from the Human Resources Division, Syd
Phillips and Pam Mitchell from the Health Matters Project (Human Resources Division), David
Lawson from the Budget Office, and Judith Clegg and Dawn Hanson Smart from the Clegg and

Associates Consulting Team.
Client Privacy Protections

During the design of the HRI interventions, County employees were diligent in building in strict
confidentiality safeguards for the health data involved. This comrnitment not only stems: from
County policy in general, but also conforms to the legal requireménts of the federal Health

Insurance Portability and Accountability Act (HIPAA). This legislation requires that client privacy

Clegg & Associates, Inc. ' 11 02 3




be protected, particularly with regard to client health information. Section 1173 of the Act requires

that each person

who maintains or transmits health information shall maintain reasonable and approptiate
administrative, technical, and physical safeguards to ensure the integrity and confidentiality
of the .information; to protect against any reasonably anticipated threats or hazards to the
security ot integrity of the information; and unauthorized uses or disclosures of the

information. (Public Law 104-191, Health Insurance and Portability Act of 1996, August 21, 1996)-

The Privacy Rule, another regulation that was adopted in August 2002, created a national ‘standard _
for HIPAA implementation by protecting all “individually identifiable health information held or

transmitted by an organization, in any form or media, whether electronic, paper, or oral.”

The HRI evaluation design builds in the necessary safeguards to ensure that this high level of
_confidentiality is in place regarding employee/dependent health data. For example, the design

incorporates the following privacy assurances:

1. “De-identified data, ” i.e. data that has had individual identifying information removed

2. Large sample sizes, i.e. sizes large enough to ensure that survey responses remain
anoenymous

3. Aggregation of samples, i.e. cémbining data from smaller samples to ensure the
confidentiality of individual responders

" 4. Informed consent, i.e. employeés /dependents will be informed about the purpose of the
County’s intent to collect data for measurement and evaluation purposes through the
formal notification process for employees/dependents that is curtently in place

5. Voluntary participation, i.e. employees/dependents will decide whether or not to
participate in the surveys that are part of the design (inclusion of vendor claims data for
individual employees/dependents will not be voluntary, but will be collected and “de-
identified” as described above)

Appendix A describes key terminology related to the privacy and confidentiality requirements related
to the handling of personal health information pursuant to HIPAA. Tt includes the list of specific
information that is protected under HIPAA and how this information needs to be de-identified.

The County will retain a third party data integrator vendor to perform the de-identification of all

Clegg & Associates, Inc. 12 92 ‘71



claims data before this information is passed on to measurement and evaluation staff and

consultants for analysis.
Audiences for the Evaluation Results

There are many audiences that are interested in tracking the- results of the HRI. Each of these
audiences has 2 unique role in ensuring that the County plan, implement, évaguate, and adjust the
HRI to achieve the maximum benefit poséible. ‘During the development of the evaluation design,
the Measurement and Evaluation Steering Committee and the Consulting Team considered the

interests and roles of these audiences and built in the information each will need to carry out its

respective role.. Table 5 on fhe following page summarizes the types of information each audience

will need to fulfill its mandated responsibilities.

Clegg & Associates, Inc. ' . . _ 13 07 \5"



Role vis 2 vis HRI

Management I‘nsurance
Committee (JLMIC)

results into negotiation of labor
agreements

Decision-making re: use of
employee surveys for data
collection

Entity Required Evaluation
Information
King County Executive | Leadership in HRI design, Effectiveness of HRI in influencing
' implementation, and cost trends
adjustments HRI program implementation costs
Decxsu_)ns re: HRI resource Results for Organizational
allocation . ) 5
Alignment interventions
Forging connection to Puget
‘I Sound Health Alliance
King County Council Policy direction regarding Effectiveness of HRI in influencing
_resoutce allocation cost trends
Assessment of overall "HRI program implementation costs
effectiveness B :
Joint Labor Integration of HRI evaluation Effectiveness of HRI in influencing

cost trends
HRI program implementation costs

Results for individual interventions

Human Resource

Planning, implementation, and

Effectiveness of HRI in influencing

and Dependents

activities included in the
evaluation design, e.g., surveys

Provision of feedback on
interventions

Rewview of evaluation reports

Division Staff adjustment of HRI cost trends
interventions | . )
n ' HRI program implementation costs
Negotiations with vendors C . ) )
cgotiatio ve Results for individual interventions
Vendots Implementation of contracted ‘| Data indicated in evaluation design
HRI interventions ’ '
Provision of data necessary to
conduct evaluation
King County Employees | Participation in data collection | Evaluation design and timelines

Confidentiality guidelines

Evaluation reports

Clegg & Associates, Inc.

Table 5: Target Audiences for Evalnation

14724




Chapter Two
HRI Strategies for Change

In order to achieve the health improvement and cost containment goals, the HRI has developed a

set of interventions targeting employees and their dependents, health care providers, and managers
and supervisors. Each of these interventions is based on a hypothesis that déscribes how and why
the intervention will produce the intended change. The information below lays out the underlying

goals, é}xange strategies, and hypotheses for the interventions that comprise the HRI.
Interventions for Employees/Dependents

The HRI has a number of fundamental goals that underlie the eﬁlployee/ dependent interventions
that focus on achieving gains in health status. The achievement of these goals drives the types of

interventions incladed in the HRI:

1. To help healthy employees/dependents remain healthy by encouraging them to
participate in health promotion activities focused on diet, exercise, and tobacco cessation

2. To assist employees/dependents who are at risk of losing ground on their health, due to
obesity, high cholesterol, or other factors, and to arrest this progression through
recognition of their health risks and promoting their participation in assisted health
improvement activities

3. To enable employees/dependents who have alteady developed chronic conditions, such
as congestive heart failure, diabetes, or coronary artery disease, to avoid further
deterioration of their health by effectively managing these conditions through disease
management and case management services

4. To provide assistance to employees / dependenfs who are suffering from catastrophic
conditions, such as cancer or head injuties, by coordinating the services they require in
- order to deal with the severity of their health problems

Given these goals, the HRI sfarts with a Wellness Assessment/Personalized Action Plan which
provides a foundation for employees/dependents to determine their current health status and
identify specific actions they can take to improve/ maint_ain better health status. The next level of
interventions (Live Well) focuses on supporting employees/dependents in actually building better
health habits. The Choose Well interventions provide information and tools employees/dependents

can use to select health care providers who can best meet their needs. Finally, the Use Well
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interventions provide assistance at the time employees/dependents are actively seeking care. This
set of interventions is designed to produce gains in health status for employées/ dependents in the
short-term, and containment of ernployee/ dependent medical care costs.over the long term. Figute
3 below depicts the distribution of c’omponents /interventions across the County’s

employee/dependent population.

King County
Employees/
Dependents
with Chronic
Conditions,
e.g., Diabetes,
Heart Disease

Use Well:
+ Disease Management
» Case Mapagement

" Use Well:
¢ Nurse Line

Choose Well:
* Choose a Health Provider

All King County

. Live Well:
Employees/Dependents

_* Eat Smart
* Move More
* Quit Tobacco

Wellness Assessment/
Personalized Action Plan

Figure 3: Employee/ Dependent Participation in HRI Interventions

Similarly, the medical care cost containment goals of the HRI build on a parallel foundation:

1. Keep as many employees/ dependents as possible at low risk (and therefore ét lower
cost)

2. Limit the deterioration of employees’/ dependénts’ health status (and, therefore, limit the
growth in medical care costs)

3. Manage the demand side of health care, i.e. controlling spending by educating
employees/dependents about how best to use health care resources -

This interactive foundation provides the underpinning for the inclusion of the HRI’s different
employee/dependent components. By offering employees/dependents the tools they need to

maintain and even improve theit health, and by providing them with the health information they

Clegg & Associates, Inc. o ‘ k ‘ ‘ 1672



need to manage difficult chronic and catastrophic conditions, the HRI is addressing multiple factors
that contnbute to employee/ dependegt reductions in health status and the associated increases in

the cost of insuring employees/dependents.

All the HRT’s employee/ dependént interventions are built on a learning model approach to change,
-Le. the interventions must provide employees/dependents with information and opportunities for

change in a sequence that builds on their continued mastery. Figure 4 depicts this learning model.

KING COUNTY:
EMPLOYEES/DEPENDENTS

 LEARNIT!

Increased employee awareness of the
impact of health issues on cost/
productivity/quality of life

BELIEVE IT!

Increased commitment for self
to get/stay healthy

DO IT!

Increased number of healthy attitudes
& behaviors practiced by self

Y

Improved Heaith for Employees/Dependents

Slowed Increase in Medical Care Costs

Figure 4: Employee/ Dependent Change Model
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This learning model is built on the basic hypothesis that employees/dependents will make positive

changes over time, provided they have access to information that supports their change process.

This model, therefore, builds in progtessive levels of information and involvement on the patt of

employees/dependents, timed in such a way as to enable them to take action and sustain that action

over time.

The purpose of designing and implementing a measurement and evaluation system is to test whether

or not the hypotheses underdying the program design hold true. In the area of employees and

dependents, the evaluation will test the following assumptions:

Intervention

Hypothesis

Wellness Assessment/Personalized Action Plan

Employees/dependents will become more
active in maintaining/improving their -
health if they know what personal risk
factors they face, e.g., obesity, high blood
pressure.

Once employees/dependents have learned
about the nisk factors they face, they will be
more motivated to complete-a Personal
Action Plan as a means of taking attion.

The proviéion of a “coach” will make it
more likely that employees/dependents will
follow through on their Personal Action-

Plans. ‘

Clegg & Associates, Inc.
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Intervention

Hypothesis

Live Well: Eat Smart

Employees/dependents who are mote
aware of the impact of diet on their health

will make changes to move toward a
healthier diet.

Employees/dependents who have
knowledge regarding healthy diet options
will be more likely to-follow a healthy diet.

Following a healthier diet will enable more
employees/dependents to maintain,
improve, or prevent the deterioration of

their health status,

The improvement in their diets and health
status will reduce the amount of health care
services employees/dependents utilize and
reduce the associated costs over the short
and long term.

Live Well: Move More

Employees/dependents who are more:
aware of the impacts of exercise on their
health are more likely to increase their
activity level.

Employees/dependents who have easy
access to opttons for exercising will be
more likely to increase their activity levels.

Obtaining more exercise will enable more
employees/dependents to maintain or
improve thetr health status.

Increased exercise will reduce the amount
of health care services employees/
dependents utilize and reduce the associated
cost over the short and long terms.

Live Well: Qult Tobacco

Employees/dependents who have easier
access to tobacco cessation products and
services, such as nicotine patches and
telephone coaching, are more likely to
attempt to stop. 7

Employees/dependents who successfully
stop using tobacco products will utilize
fewer health care services over the short
and long term, and will incur fewer costs.

Clegg & Associates, Inc.
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Intervention ' Hypothesis

Choose Well: Choose a Health Provider 1. Employees/ dependents with a more

' complete understanding of the factors to
consider in choosing a health provider, such
as quality rating, special expertise, personal
style, will be more likely to select a health
care provider with whom they are satisfied.

2. Employees/ depende'fxts who have selected
a pro‘}ider with whom they are satisfied are
more likely to work cooperatively with their
provider to improve their health.

3. Employees/ dependents who work well
with their providers will become mote
aware of the relationship between the
utthzation of health care services and cost,
to themselves and to the County.

Use Well: Nurse Line 1. Employee/dependent use of the Nurse

- Line will assist employees/dependents in
choosing the most approprate and efficient
health care services to meet their needs.

Use Well: Disease Management | 1. Participation in disease management

- services by employees/dependents with
chronic conditions will reduce
complications, increase timely treatment,
and promote the most efficient use of heath
care dollags.

2. Reduction of complications and incteased
timeliness will reduce the utilization of
additional, more costly health services over
time, e.g., hospitalizations

Use Well: Case Management 1. Participation in case management services
will enable employees/dependents to obtain
needed health services without incutring
UNNECessary costs.

Table 6: Employeef Dependent Intervention Hypotheses

Clegg & Associates, Inc. o 20 3 2



Interventions for Managers/Supervisors

In order for the HRI to prove successful over time, the County must align its organizational
practices to support improved health among its employees. This change in philosophy and practice
will take time to accomplish. However, without this change, the other employee/dependent

interventions may not be as effective.

-

The undetlying goals for aligning the County’s organizational practices with the employees® health

are clear:

1. To create a workplace that provides active support for employees’ investment in
improving and/or maintaining their health status

2. To increase employee participation in workplace-sponsored health improvement

activities ' -

3. To reduce the ways in which the workplace contributes to the deterioration of
employees’ health status

4. To address the workplace-related causes of employee health problems, both acute and | |
chronic

5. To address the medical costs associated with preventable deteriorations in health status

The HRY’s organizational aligmnenf interventions are built on'a learning model that parallels that of
the employee/dependent intervention. This model reflects the current research regarding how
otganizational changes can enhance the effectiveness of employee health promotion and cost

containment efforts. Figure 5 on the folloWing page depicts this model.
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KING COUNTY: THE ORGANIZATION

LEARN iT!

Increased awareness about how-organizational
factors can positively affect employee health,
productivity, and work quality

BELIEVE IT!

Increased commitment to aligning -
organizational factors that support health,
healthy employees, and improved business
resuits

DO IT!

Organizational alignment that supports
health, healthy employees, and improved
. business results

\i

Improved Health for Employees

Slowed Increase in Medical Care Costs

Figure 5: Organizational Alignment Change Mode!

. The hypdthesis underlying the organizational alignment compor;ent of the HRI 1s as follows:

Intervention Hypothesis

Organizational Alignment 1. Manager and supervisor development of

' worksites that support improved employee
health will increase the likelihood that other
HRI interventions, such as Eat Smart or
Move More, will be successful

Table 7: Organizational Alignment Hypothesis
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Interventions for Providers

The HRT’s goals related to providers focus on their performance in two respects: quality
improvement and specialist efficiency. These two interventions are coming on-line as initial
strategies prior to the more complete provider quality improvement systems the Puget Sound Health

Alltance will implement over the next several years.
The HRYT’s goals for provider performance are:

"1. To improve the quality of care providers deliver by offering them real-time clinical best
practices information, with a particular focus on reducing medication errors '

2. To improve specialist efficiency, Le. to reduce the cost for different coutses of treatment

As with the interventions for employ‘ees /dependents and managers/ supervisors, the HRI

interventions for providers have hypotheses that undetlie their design:

Intervention ~ Hypothesis

Provider Best Practices - 1. Provider utilization of on-line clinical
information regarding employee/dependent
health, e.g., information regarding potential
medication interactions, will reduce
unnecessary medical complications.

2. A reduction in medical complications will
avotd potential employee/dependent health
care problems, reduce medical care costs,
improve comfort, and enhance functionality.

Specialist Efficiency 1. Employee/dependent use of specialists who
are deemed “efficient” will reduce the cost of
their episodes of care.

Table 8: Provider Intervention Hypotheses
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Chapter Three

Evaluation Measurement Design

Livnkin.g Program Design, Hypotheses, and Measurement

-

The program d.esign and hypotheses for each HRI intervention guide the measurement approach by
articulating the ré]ationship between the activittes provided and the intended results. In this way, the
hypotheses provide the research questions for each program that the evaluation should answer. For
exarﬁple, one of the hypotheses for the Wellness Assessment/Personalized Action Plan asserts that
“employees will become more active in maintaining/improving their health if they know what
petsonal risks they face, e.g., obesity, high blood pressure.” This leads the evaluator to identify
methods for deterrhining whether or not the Wellness Assessment/Personalized Action Plan did, in

fact, contribute to this result.

Itis imPortént to recognize that many of the HRP’s interventions are taking place alongside other
changes in the employees’/dependents’ lives. For example, an employee might review health
promotion literature encouraging him/her to “Eat Smatt” at the same time s/he learns that a

seriously overweight sibling has been diagnosed with diabetes. If the employee begins adhering to a
healthier diet, it would be hatrd to know whéther it 1s because of the “Eat Smart” literature, the news .
about the sibling, some combination of both, or neither. For this reason, the HRI evaluation will -
seek to determine whether the HRI interventions contributed to the intended impacts rather than

caused them, 1.e. contribution vs. attribution.

In addition, a number of employees / dependents will be participating in multiple HRI interventons
simultaneously. Once again, this compounds the challenges associated with determining the impact
of individual interventions. For examble‘, a person with a chronic heatt condition may be
participating in Disease Management, Case Management (related to an upcoming hospitalization),
using the Nurse Line, changing his/her diet in response to matetials distributed through the “Eat
Smart” campaign, etc. One of the most important features of the evaluation design is to take into
account the multiple HRI interventions underway while analyzing the impacts of individual

interventions and the aggregate effects of the multiple interventions combined.
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Logic Models and Evaluation Plans

In order to create a élear‘picture of the relationship among each intetventdon’s prograxh activities,
intended ﬁnpacts, and the measﬁrement methodology, the evaluation design employs logic models
and evaluation plans. The logic model describes each intetvention’s resouxces,.activin'es, outputs,
and outcomes. The evaluation plan includes the accompanying methodology for measuring whether
each outcome has been achieved: indicators that make each outcome measurable; the data required
to determine to what extent the indicator has occurred; the source(s) of the reciuired data; the typés
of analysis that must take place to determine what the data mean; and how a baseline will be _
established to identify the amount of change that has taken place.. The logic model describing the
overall HRI may be found on the following pages. In addition, the evaluaﬁon design includes a
comple‘te iogic model and evaluation plan for the overall HRI and each of the HRI interventions

(see Appendix B). ' -
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In addition to each logic model and evaluation plan, there is a set of caveats/comments for each
intervention. This section, which can be fouﬁd- at the end of each intervention’s evaluation plan,
identifies specific methodological issues the County should pay attention to during the
implementation of the evaluation. For example, the caveats/comments included for the Case

Management evaluation plan include:

1. - Comparing diagnostically-related claim costs for members of similar illness burden will
require their risk adjustment statistics and episode-of-care grouped claims

_2. Cost savings estimates should be net against unit cost program expenses

Considerations for Claim-based Measurement

A number of the HRI interventions rely on claim data for their measurement (Wellness
Assessment/Personalized Action Plan, Disease Management, Case Management, and the Nurse
Line). These types of data bring up specific evaluation issues that must be addressed in order to

ensure high quality measurement results.

In the “laboratory” of health service research, there is no true control group. How can the
evaluation compaxe what happened to what would have happened in the absence of the .
- mtervention? The short answer 1s it cannot. However, the evaluation can take measures to estimate

projections of what would have happened and use those projections as a surrogate control group.
Care Management Return on Investment (ROI) Challenges

Savings'estimates made in advance of an intervention are often based on ROI figures gleaned from
the research literature. When multiplied against program fees proposed by the vendors of care
management interventions, a rough estimate of potential savings emerges. Since ROl is the ratio of
-savings to program costs, this approach can be problematic. When ROl is said to be high, it may be
due to below average progfam fees charged by the vendor or a mistaken accounting of true
operating costs. Likewise, overstated savings, or otherwise incotrectly tabulated sqvings, can drivé
attractive ROI figures. By keeping track of both the budgeted and actual program operating
costs/fees, in addition to measuring cost savings reflected in the health information over time, a

more grounded approach is possible. Reporting both ROI and total estimated savings believed to
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be linked to a care management intervention provides 2 more complete picture of the intervention’s

scale and value.

The HRI Business Case indicates that proper ROI studies require specialized data analytic
techniques, as well as dedicated data processing tools. Considerable care is required to define
diagnostic-, demographic-, and enrollment-based rules for assigning members to basehne and
comparison groups. Ovetlaying this are considerations for member (non)participation when eligible
for a given intervention. Finally, rules establishing special cases of disqualification should be built
into group definitions. For example, catastrophic trauma care is usually considered an exogenous
event that shmﬂd disqualify a patient from being included in the baseline and/or compatison
populations. Highly specialized data prdcessing tools, such as illness burden statistics (also known as
member tisk scores), along with software to organize a patient’s encounters into clinically-related
events over time, ate generally required to support intervention evaluation. These tools are

discussed more fully in Appendix C.

The HRI Business Case also cites two common methodological errors in tabulating RO in care
management Interventions: pétient selection bias and mean regression. Selection bias occurs when
the measured patients represent unusually high or low levels of utilization, severity, health status,
cost, etc., felative to those eligible for the intervention but not taking advantage of it. Mean
regression occurs when a patient who was ill during a prior p\eriod appears healthier and less risky in
the current petiod. Often the reason for the recovery has little to do with the intervention but is

instead caused by the natural course of recovery.

Selection and mean regression effects can be reduced by taking special care in establishing two key

comparison groups: the baseline and comparison populations.
The Proposed Approach

The following table depicts two approaches for establishing baseline and comparison groups'. The
evaluation design will generally employ one or both, depending on the specific intervention and the

final structure of its undetlying claim and program data.

! Adapted from Duncan 1. “An Actuarial Method for Evaluating Disease Management Outcomes,” March 29, 2005, in
Actuarial Issues in Care Management Integventions. )
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Approach 1 Health Information and Claim Data:
2003 2004 2005 2006 2007 2008 2009

Evaluated In:
20061 Q B C
2007 Q | B C
2008 -Q B C
2009 Q B C
2010 Q B C

-

B: Baseline Year - pre-intervention baseline group
Q: Qualifying Year -- used to confurm baseline group membership
C: Comparison Year -- post-intervention compatison group '

Note: Each year, some members can be in both the B and C groups

Approach 2 Health Information and Claim Data:

2003 2004 2005 2006 2007 2008 2009
Evaluated In: .
2006, B | C- ,
2007 B C
2008 B cC |
2009 B C .
2010 ' B C

B: Baseline Year -- pre-intervention baseline group
C: Measurement Year -- post-intervention compatison group
Note: Each year, no member can be in both group B and group C

Table 9: Approaches for Establishing Baseline and Comparison Groups

Approach 1 does a better job of reducing the impact of mean regression and selection bias by pre-
qualifying membership in both the baseline or comparison groups using historic data profiles.
Approach 2 more closely resembles a scientific cohort study but is in greater need of risk
stratification adjustments. In these illustrations, the measured time periods are one year long, but

they may be extended as program evaluation stretches through 2010.

‘Note the practical influence on results reporting of claim lag. Claim lag refers to the period of time
after the close of a reporting period that must pass before all services delivered durng the reporting
petiod have been incurred as claims, adjudicated, and either paid or denied. So for the calendar year
2003, the evaluator may need to wait several months before all the services rendered as late as

December 31, 2003 have been processed, appear in the claim repository, and become available for
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study. Extra time may be required for the claim processor to package all claims in the 2003 calendar
year for delivery to the analyst. The evaluation design and timeline anticipates that, each May, the

claims from the prior calendar year should be available and delivered to the County for analysis.
Global versus Intervention-Specific Evaluation

When an employee/dependent participates in multiple interventions, it can he challenging fo
attribute accurately the effects of _in_dividual interventions on changes in the member’s medical costs,
quality of care, or health status, etc. Even with complete, claim-based cost data, the interactions
among interventions suggested by advanced statistical methods will carry margins of error, could
reflect limitations of the methodology itself, or might be confoundéd by an obvious but often
forgotten reality: claim data are artifacts of a service delivery and reimbursement system that is laced
with incentives, both well-intentioned and perverse. These data are only surrogates for the

employees’/ dependents’ pre- and post-intervention utilization patterns.

Despite these caveats, there is interest and reason in attempting to measure interaction effects. The
County’s portfolio of interventions is more far-reaching than the typical purchaéer’s initative. As
interventions are layered onto one anothert, one might expect incremental benefits to accrue less
rapidly -- and be offset mote rapidly by multiple program administration fees and related set-up
costs. A thorough measurement and evaluatioh program should aim to provide some high level

guidance on the optimal constellation of interventions.

The Health Reform Imitiative Business Case suggests a ﬁdﬁvaﬂate analysis to infer interactions
between mterventions. ‘As cited in Appendix C, Mtewention—speciﬁc measures of cost savings
conducted at Washington Mutual frequently exceeded overall cost changes. This double counting is
probably the interaction effects of multiple programs. A more nuanced sense of ovetlap is

anticipated by combining intervention-specific analyses with global, multivariate modeling.
Issues around Survey-related Measurement

While the evaluation design calls for some HRI interventions to be measured via claim data, other
interventions do not have these types of data and must be measured through other means, usually
through surveys of employees/dependents. However, survey data do not provide the same level of

validity as claim data. For example, claim data track what health services employees/dependents
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have actually used, while survey data rely on self-reporting and are therefore open to a vatiety of
inaccuracies. Nonetheless, surveys are an important component of the evaluation design, as they

seek iﬂforfnalion from employees/dependents that is not obtainable- through other means.

In addition, the evaluation design for the interventions related to Health Promotion, Consuﬁer
Education, and Organizational Alignment tracks the progtession of these interventions through the
Learn It}, Believe It!, and Do It! phases. The resulting survey designs used to evaluate the impact of
these interventions in achieving this typ.e of change among employees/dependents will change from
year to year. (The evaluation designs for the Believe It! and Do It! phases will be developed during
2006 and will guide the focus of the surveys dévcloped during that period.)

In the first year (2006), the surveys will focus on the outcomes in the Learn It! phase and will seek

answers to these types of questions:

= Did the information-sharing interventions reach employees/dependents?
= Did employees/dependents gain awareness of the key messages in those campaigns?

= Did the County’s manégers and supervisors learn about the organizational factors that
positively affect employees’ health, productivity, and work quality?

In subsequent years, the evaluation and the associated surveys will move toward measuring the

longer-term changes related to Believe It! and Do It!, answeririg the following questions:

* Did employees/dependents increase their commitment to getting and staying healthy?

* Did employees/dependents gain the knowledge and skill they need to make positive health
choices? ’ ‘

= Did employees/dependents take action and change behaviors to positively affect their ’
health?

* Did the County increase its commitment to and take the steps necessaty to align the
otganization in ways that support health, healthy employees, and improved business results?

As with the claim data, it is important to establish a baseline for the interventions included in the
Health Promotion, Consumer Education, and Organizational Alignment components of the HRI.

This baseline should be established via an employee survey no later than the end of 2005. -
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Evaluation Timeline

The tming outh'ne;i' above leads to an interval between th;: mnitiation of HRI interventions and the
ability to make definitive statements regarding their effectiveness. However, while complete

_ evaluation results will not be available immediately, the process will yield impottant information that
policy makers and prograr'n staff can use to make adjustments. Generally speaking, we expect to
derive Indi?aiz've Findings in 2006, Directional Guidance in 2007, Earty Trends in 2008, and Program Trends
by 2009-2010.

Results Period 7 Comment

Indicative Fi‘ndings » 2006 Eatly point estimates too preliminafy to signal
directional change

Di.tc;ctidna‘l Guidance 2007 Initial indications of serial results that could represent
emerging trends

Eatly Trends : 2008 Likely emerging trends

Program Trends 2009-2010 | Statements of cumulativ&_z change, 2005-2009

Table 10: Evaluatz'o_n Timeline

Appendix D includes a detailed timeline that describes the HRI implementation from 2004 through

2009. The.plan, launch, check, and adjust quality improverﬁent cycle 1s reflected for each
intervention. A review of the plan, launch, and check activities for each intervention, combined

with the discussion of claim data and survey data timing constraints, demonstrates the underlying

reasons for the overall evaluation timeline outlined above.

The evaluation process will produce reports for program managets and policy makers during August

of each year. These reports will detail the results of the data analysis included in the evaluation plans

for each of the HRI intetventions, and for the HRI as a whole.
Implementation Planning

The next steps in the HRI measurement and evaluation process call for the devg:lopfnent ofa
workload management strategy (including a staffing plan with jbb descriptions, salary levels, and

reporting relationships), and a budget (including costs for staff, computing systems, data access, and
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data analysis). The completion of these remaining tasks will provide the County with a complete
system for measuring the effectiveness of the HRI in achieving its ctitical health improvement and

cost containment goals.
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Appendix A

Requitred Protected Health Information (PHI)

(Adapted from Appendix 1-05-05-010 — Health Information Privacy
Definitions, Public Health Seattle & King County)

- Protected Health Information (PHI): Individually identifiable health information in any form,
whether oral, written, or electronic. This includes Information about a client’s health that is
individually identifiable. Identifiable refers not only to data that is explicitly linked to a particular
individual, it also includes health information with data items which reasonably could be
expected to allow individual identification. This definition excludes health information
contained in employment and Family Educational Right and Privacy Act (FERPA) records.

Limited Data Set: PHI that is geneially used for research, public health, or health care
operations and that excludes direct identifiers, with the following excéptions: (see also Protected
Health Information (PHI) definition) -

1) Dates related to a client

2) Geographic designations except street or postal address and other unique identifiers
not specifically listed as a protected health inforrr_lation data element

‘De-Identified Data: Any information that does not include any of the 18 elements identified
under the “Protected Health Information” (PHI) definition below

The following table describes the difference between PHI that “links” Health Information to an
individual and Limited Data Sets.

Item N' Individually identifiable data (PHI Eiements that will | Elements allowed
18 tot (I))- Elements that may not be includedin | be removed for a in a Limited Data

(8 tota) | 4 :dentified data sets) Limited Data Set | Set

1 Names--includes clients, employers, X
household members, and relatives

2 All geographic subdivisions smaller Address State, county, city,
than a State, including street address, information other | precinct, and five
city, county, precinct, zip code, and than > digit zip code
their equivalent geocodes1 -

! except for the initial three digits of a zip code if, according to the current publicly available data from the Bureau of
the Census, the geographic unit formed by combining all zip codes with the same three initial digits contains motre than
20,000 people . The initial three digits of a zip code for all such geographic units containing 20,000 or fewer people are
changed to 000.
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Individually identifiable data (PHI

Elements that will

Elements allowed

characteristic, or code *

E;Zn:ol\t;(l’). Elements that may not be included in be removed for a in a Limited Data
. de-identified data sets) _ Limited Data Set Set
3 All-eleménts of dates directly related-to | Admission,
an individual, including birth date, discharge, and
admission date, dischatge date, date of service dates, birth
death, and all ages over 89 date, date of death,
and age (including
" | age 90 or over)
4 Telephone numbers X
5 Fax numbets X
6 Electronic mail addresses X
7 Social Security numbers X
8 Medical record numbers X
9 Health plan beneficiary numbers X -
10 Account numbers X
1 Certificate/license numbers _ X
12 Vehicle identifiers and setrial numbers, X
including license plate numbers
13 Device identifiers and serial numbers X
14 Web Universal Resource Locators X \
(URL)
15 Internet Protocol (IP) address numbers | X
16 Biqmetric identifiers, including finger
and voice prints X
17 Full face photographic images and any X
comparable images -
18 Any other unmque identifying number, Subject to review Subject to review

Table 1: Elements in Protected Health Information (Per 45 CFR § 164.514)

2 Re: birt_hdatcs - cannot use any combination (year, month and day, etc., except that such ages and elements may be
aggregated into a single category of age 90 or older.

3 Except a code assigned by PUBLIC HEALTH for re-identification pusposes (used for Research)
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Appendix C
Learning and Observations from Aetna and ‘Wétshington' Mutual
Background and Challenges

King County is embarking on an unusual and ambitious program to measure the petformance of health
reform programs. Though it may seem odd, few purchasers cung_enﬂy measure and evaluate vendor-

sponsored programs.

® Aetna reports that, while they make standard reports available to customers implementing theit
programs, only one curtent customer has reqﬁested detailed, underlying program activity data. Stll,
Aetna has expressed interest in accommodating the County’s requests, with strong interest in
collaborating on a measurement program for ﬂmeir Aexcel specialist netwotk offering. Whether standard

or custom, Aetna charges a fee for data extraction services.

®  One pioneering purchaser ﬁs Washington Mutual, who is committed to using technology and data to
develop optimal health and benefit programs fot its members. One of their goals is to link information
from their Health Information Database to member behavibr, in order to .guide program offering
enhancements (their current capacity does not allow this). \Member behavior would be inferred from
nurse line activity, WebMD research patterns, hum;m resources records, etc. In the future, claim data
and inferred behavior would be linked using encrypted member identifiets and observing minimum
group size requirements for presenting descriptive statistics. The role of survey data at Washington

Mutual 1s imited.

Performance measurement for cost reduction and behavior modification programs is challenging for at least
two reasons. Fitst, medical care costs and trends would not be stable without interventions. Second,
medical care costs are the result of probability-related processes. For example, even if the probability of 2
specific catastrophic event occurring was known, the number of these events would still fluctuate from year
to year. For these and other reasons, there is no completely reliable baseline against \x}hich to compare

costs.
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*  This challenge will be heightened for King County, which will attempt to tease apart the.impacts of
multiple intervention programs. Aetna, seconded by Mercer, has underscored these challenges.
| Washington Mutual indicates considerable dlfﬁculty in parsing the impact of séparate programmatic
éhanges, implemented both concurrently and sequentially. Their experience is that documenting retumn

on mvestment is often confounded by such factors.
Technical Infrastructure and Data .

Health plans typically establish dedicated servers, multiple processors, at least several gigabyte of RAM, and
multipie terabyte of storage space to support perforrhance measurement efforts based on large claim and
eligibility repositories. Given that hcalth plans typically store and analyze data for hundreds of thousands of
members, the County’s computing platform appears to be more than sufficient for its more limited

population. .

® Washington Mutual’s Health Information Database is currently supported on a personal computing
platform, and contains about one year’s worth of claim and eligibility data for about 100,000 members,

including dependents.

Cntical data files used in petformance measurement and evaluation are the detailed claim extract and
member eﬁgibiﬁﬁ history. The claim extract should feature the totality of health care delivered to the
studied population: professional-care, facility-based care (both outpatient and inpatient), ancillary services
(laboratory, radiology, durable medical equipment, etc.), and pharmacy activity. It is essential to include |
pharmacy claims in the extract, even if this requires working Wiﬂ) additional entities such as pharmacy

benefit management firms.

= Aetna offers services for obtaining standardized claims records to self-insured entities. Where needed,
County staff will wotk with Aetna and their pharmacy benefit manager to procure the critical pharmacy
claims. As mentioned earlier, both standard and custom data extraction are fee-based services through

Aetna.

Other valuable data, if existing and available, ate the detailed program-specific activity records undetlying

interventions like Case Management, Disease Management, Nurse Line, and so forth.
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*  Aetna maintains data at varying levels of detail in a dedicated repository known as ETUMS. County
‘staff have established contact with the ETUMS database staff at Aetna and ate discussing specialized

data extracts with them.

County staff and consultants explored a strategy to save time and effort in data acquisition involving an:
initiative called Care—'Focused'Pur'chasing (CFP). CFP was onginally a Mercer-led undertaking to pool clairn
and eligibility data from all major health plans across the country. Measutes of provider quality and
efficiency would be derived from this very large database of service activity. bBecause a-comprehénsive and
standardized data extraction specification has been developed by CFP for all health plans, there was hope
that the County might simply request the subset of data related to its members from Aetna. However, this
strategy is not feasible because of uncertainties regarding health plan participation and the time required to

assemble the CFP data extracts.

~

Research Tools

Health services tesearchers often employ specialized tools and algorithms to reorganize administrative claim
data into more clinically meaningful information. One tool, risk scoring, quantifies the total burden of
illness carried by a2 member. These statistics are used to forecast future health costs and consumption, and

they can be an aid 1n evaluating disease management programs. '

Another tool, episode grouping, examines highly fragmented élaim and eligibility data to identify the onset
and resolution of clinically distinct events over the course of patient care. For example, a heart attack will
have a variety of services related to hospitalization, outpatient care, professional services, drug prescriptions,
and follow-up testing. To see the impact of a program aimed at reducing the costs of heatrt attacks, all of
the encountets 'that wete patt of the heatt attack episode must be bundled for analysis. In short, the
episodic perspective pemﬁts a more fair evaluation of cost, utilization, duration, and provider involvement

for chinically similar circumstances.

County staff and consultants are still exploring how best to address risk scoring and episode grouping within

the County’s Measurement and Evaluation framework.

* Washington Mutual, in the current iteration of their home-grown Health Information Database, does
not employ either risk scotes or episode grouping. They report having outgrown their current database

arrangement and are now requesting proposals for outsourced health database services and support. In
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their proposal request, Washington Mutual will be requesting both risk scoring and episode grouping.
Health plans routinely employ both tools, so it may be possible to obtain risk scores and episode data

from Aetna.
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