
eAppendix  

Design and Implementation of Quality Blue Primary Care Program 

 

Background: 

With many studies about Patient Centered Medical Home (PCMH) initiatives having mixed 

results, these results may seem to add to the confusion. But, QBPC is not a PCMH model, and 

the purpose of this article is to document those differences and provide insight into primary care 

transformation interventions that may initiate transformation for primary care practices.   Some 

of the key differences between QBPC and a typical PCMH are shown in Table 1 below. 

 

eAppendix Table 1.  List of Key Differences between QBPC and PCMH. 

QBPC PCMH 

Electronic collection of data No organized, consistent system of data 

collection across multiple practices 

Measures based on electronic medical record 

(EMR) data the provider collects 

Commonly based on claims data only, and the 

payer sets the measures 

Measures based on composite outcomes 

measures 

Measures predominately based on multiple 

individual process measures  

Claims data supplements provider dashboard 

daily to provide a more comprehensive view 

of a patient’s care across the care continuum 

Claims data infrequently provided to 

providers without integrating into the 

appropriate clinical context for each patient 

(e.g.. eye exam data integrated with other 

diabetic measures) 

Align and leverage population health 

expertise of the health plan/payer 

No (or little) synchronization between the 

practice and health plan / payer. 

Minimized impact to primary care practice Significant impact to primary care practice 

workflows and staffing 

Integrated alignment between payer and 

primary care practices around patient 

Primary care practice functions independently 

to achieve results aligned to PCMH 

accreditation requirements or other objectives 



outcomes and performance visibility against 

targets 

  

Access to patient and patient population 

health data across network of EMRs and 

claims, beyond what is available in EMR and 

practice management system 

Access to data in the practice’s EMR and 

practice management system 

Virtual team of centralized clinical 

professional resources shared across primary 

care practices to work with patients 

Each practice invests in hiring/engaging a 

team of clinical professionals resulting in 

duplication across practices 

Learner-centric (doctor) Continuing Medical 

Education (CME) is required based on a 

practice’s performance, to enhance provider 

and staff competency – gets new 

research/evidence into practice sooner 

No specific CME focus 

Whole practice tools that aggregate EMR data 

and plan-provided claims and pharmacy data 

displaying all members’ measures are 

provided to the practice by the health plan at 

no cost  

Doctors’ investment in technology is required 

for care management, registry, performance 

reporting, and gaps in care identification.  

Primary care doctors have input and a forum 

to discuss program design, measurement, and 

performance targets via a Physician Advisory 

Committee (PAC) that Blue Cross holds 

quarterly 

Program guidelines are typically 

predetermined with little or no input from 

primary care doctors 

Serial doctors’ patient population 

performance achievement reports that are 

outcome-based with near real-time data 

across all providers 

Point-in-time gaps or performance reports 

based on EMR data or reports from payers.   

 

To address the differences between PCMH and QBPC for a commercial population for 

Blue Cross, two aspects should be explored:  Original intent of PCMH and the population.  Most 



people remind us that PCMH was a concept the American College of Pediatrics coined, but the 

original intent was to focus on children with “chronic disease or disabling conditions” (Sia, 

Tonniges, Osterhus, & Taba, 2006). A primary care physician’s commercial population includes 

many adults who are relatively healthy but need urgent care and/or primary preventive services.  

Providers who were part of Blue Cross’s prior programs that used PCMH criteria (Bridges to 

Excellence) gave feedback that these programs didn’t have much benefit to them and were 

expensive to implement. This feedback is supported by many health services researchers. (Jaén 

CR) (Zimlich, 2013). Ultimately, commercial members seeing a primary care doctor for most of 

their medical treatment will not realize the benefits of PCMH model because many of them are 

relatively healthy.  Additionally, our chronic disease-focused model may get primary care “re-

engaged,” and as practices advance in maturity, PCMH certification may play a bigger role after 

the initial re-focus on chronic diseases.  It also allows a focused financial return for the payer, 

while also funding the practice that is critical for transformative work.  Higher performing 

practices state that the financial investment was critical for their improvement.  

Those patients who have chronic conditions in Louisiana are more likely to have 

diabetes, hypertension, cardiovascular, and/or kidney disease than people from other states.  

These conditions are not only associated with increases risk for poor health quality, they drive a 

majority of healthcare costs. Furthermore, since the medical knowledge and treatments are well 

within the realm of primary care for these common conditions, they seemed to be a perfect focus 

for QBPC. The program that ensued includes basically four components:  1) Data and Analytics, 

2) Financial Incentives, 3) Learning and Recognition, and 4) Population Health Alignment.  The 

program design, program implementation, and stakeholder engagement will be discussed in the 

remainder of this article. 

 

Program Design 

Previous programs led to Blue Cross leadership forming some basic principles, which are seen 

through the design of QBPC: 

1. Focus on a few medical conditions 

2. Select medical conditions that have high impact in health and financial results 

3. Select medical conditions that are prevalent in Louisiana 

4. Promote patient-centered care 



5. Use understandable data 

6. Have minimal “intrusion” in the physician workflow 

7. Use multiple program interventions to achieve results 

8. Enable primary care through financial support at program start and provide 

monthly revenue stream 

9. Align stakeholders in the effort 

10. Focus on outcomes composite metrics pertinent to holistic care  

11. Align Population Health resources with primary care practices 

12. Benefit design to align member incentives with program objectives 

13. Allow the clinic to identify their attributed panel of Blue Cross patients using 

their own internal EMR registry 

14. Provide useful claims and pharmacy data integrated with the practice’s EMR 

data to give a holistic view of a patient’s health status 

15. Transparency in Program Design, Participation Requirements, and Care 

Management Fees-contract template and all program material published on the 

plan’s website on a dedicated program page (www.bcbsla.com/QBPC)  

 

Standard Program Care Management Fees were published and implemented statewide with no 

exceptions.  As a result of applying these principles, we will describe some of the most important 

aspects of the program design next.   

Accountability starts with the simple question, “Who is accountable for what?” Unlike 

most payers (Centers for Medicaid and Medicare Services) who use claims-based attribution, 

QBPC uses the physicians’ Electronic Medical Record (EMR) to define both patient attribution 

and chronic disease registry listing, based on documented diagnosis.  This data is checked 

against the most current eligibility Blue Cross submits, along with claims data, so that each Blue 

Cross member is only attributed to a single physician.  This attribution method allows the 

practice and the primary care doctors to maintain current listings and registries without having to 

consider claim lag time or delayed plan confirmation.   

Blue Cross selected four chronic medical conditions to target in QBPC:  hypertension, 

diabetes, cardiovascular disease, and chronic kidney disease.  These fulfill the principle of high-

impact, high-prevalence conditions in in Blue Cross’ commercial population.  Additionally, Blue 



Cross planned to collect practices’ EMR data (such as blood pressure, tobacco use status, 

Hemoglobin A1c results, etc.) in addition to claims measures.  Along with EMR-based 

attribution, EMR-based outcomes data has a high-degree of buy-in from the physicians.  This is 

also a major differentiation point with QBPC compared to other health plans’ transformation 

programs.  

Once these data points are captured, structuring the measures in a manner that medical 

evidence strongly supports was necessary, but adoption of a “minimally sufficient” approach was 

important.  An example of this is QBPC’s target for glycosylated hemoglobin in diabetic 

patients.  There are different national recommendations for a goal that indicated a patient’s 

diabetes is controlled, but QBPC adopted a less-stringent goal of less than 8% versus the more 

rigorous target of less than 7% (National Diabetes Education Initiative).   Since achieving 8% on 

a population basis will result in significant improvement in reducing patient morbidity risks, this 

is a sound approach that also helps to obtain buy-in from providers who mistrust these types of 

programs.  Additionally, behavioral economics supports that people will try harder to reach a 

goal if they are closer to achieving that goal, which may again affect the mindset of the provider 

to strive for these less-stringent targets (E. J. Emanuel, 2016).   

QBPC measures are patient-focused achieved by adopting composite measures.  A simple 

example is shown below for diabetes, with just two data points for three hypothetical patients:  

 

eAppendix Table 2.  Approach to Measure Success - by Measure or by Patient 

Patient Blood Pressure 

Controlled? 

Glycosylated 

Hemoglobin controlled? 

 

Patient 

controlled? 

1 Yes No No 

2 Yes Yes Yes 

3 No Yes No 

Percent Controlled 2 out of 3 2 out of 3 1 out of 3 

   

As the table shows, a simple measure about blood pressure, as well as glycosylated 

hemoglobin, may show control 66% of the time, but the percentage of patients at goal for both 

measures is only 33%.  QBPC measures results as a composite, which is literally translated into, 



“What percentage of patients have all measures at their minimally sufficient goals or better?”  

The measures initially used by the program are shown below: 

 

eAppendix Table 3.  Initial QBPC Measures 

Clinical Quality and 

Efficiency Measures 

Description Weight 

Optimal Diabetes Care  

 

Percentage of patients who have all the 

following at goal:  A1c <8.0% + BP 

<140/90 mmHg + LDL < 100 mg/dL + 

Non-smoker 

1.0  

Optimal Vascular Care  

 

Percentage of patients who have all the 

following at goal:  BP <140/90 mmHg + 

Non-smoker + LDL < 100 mg/dL + 

Antithrombotic Rx 

0.80  

Vascular Pharmacy Measure  

 

Percentage of patients who have all the 

following at goal:  Statin Use + 

Proportion of Days Covered >0.8 

0.20  

Optimal CKD Care  

 

Percentage of patients who have all the 

following at goal:  BP <140/90 + 

ACE/ARB Therapy if diagnosis of 

proteinuria 

0.8 

CKD Pharmacy Measure Percentage of patients who are on an 

ACE/ARB if they have proteinuria + 

Proportion of Days Covered > 0.8 

0.2 

Hypertension Control  

 

Percentage of patients who have all the 

following at goal:  BP <140/90 

1.0  

Efficiency Measures  

1.  Imaging for Low Back Pain 

2.  Preventable ER Visits 

3.  Risk-adjusted Generic Fill 

Rate 

Each measured on all attributed 

members as a ratio (observed / 

expected) and points allocated based on 

relative performance 

1.0  



 

The program includes three “efficiency” measures that apply to all of a practice’s 

attributed Blue Cross patients, not just those who have cardio-metabolic conditions. This ensures 

recognition of providing efficient care, which will hopefully lead to cost savings.  These 

measures only account for 20% of the weighting in the program, in which the four target chronic 

conditions carry an 80% weight.  The efficiency measures are imaging for low back pain, 

preventable ER visit rates, and generic fill rates.   

Practices see these measures and their performance on them via a dashboard provided by 

Symphony Analytics’ MDinsight®. This adds an essential tool that some EMRs do not routinely 

include for physicians to manage their populations.  QBPC tools allow the physician not only the 

population registry for Blue Cross members with cardio-metabolic diseases, but for all of their 

patients.  This tool also allows Blue Cross claims information to fill in some of the data gaps that 

primary care physicians have for their patients, such as knowing a diabetic patient received an 

eye exam in the past 12 months.  The dashboard allows for drill-down capability to generate 

exportable patient lists as determined by multiple point-and-click selection attributes.  Practices 

are able to track their program performance in real time with drill-down capability to easily 

identify opportunities for improvement, rather than wait on a health plan to give them reports at 

certain intervals.  On a patient level, the tool provides the date and the source of the documented 

measure results.  

Financial support for primary care was one of the essential interventions of the program.  

This occurs through two components of QBPC: Reduced or waived co-payments for eligible 

Blue Cross patients seeing QBPC doctors, and Care Management Fees (CMFs) that Blue Cross 

pays to QBPC-enrolled primary care practices on a monthly basis. To encourage more members 

to get care with a primary care doctor and have follow-up as needed, and to get more members 

attributed to QBPC so they experience the care coordination benefits of this program, Blue Cross 

lowered and/or waived copayments for office visits with QBPC-enrolled primary care doctors on 

its fully insured block of business in 2015. Blue Cross’ covered Administrative Services Only 

groups also have the option to offer this benefit to their members. The waived or lowered 

copayment applies to the office visit only, and depends on what type of Blue Cross plan a 

member is on and that plan’s covered benefits and services. This approach benefits the primary 

care doctors as well as the members because it steers volume to their offices and encourages 



members to see doctors who are participating in the QBPC Program, therefore becoming 

attributed to those doctors. Members can search the Blue Cross online directory to find QBPC 

doctors, who are designated with a blue ’Q’.    

The Care Management Fee (CMF) was developed to transition physicians away from fee-

for-service (FFS) toward fee-for-value (FFV).  Practices are paid CMF immediately upon their 

QBPC “go-live” date, which Blue Cross defines as the ability to exchange data between the plan 

and the practice, using the QBPC-provided software tool and the practice’s EMR.  This was a 

critical element of QBPC success.  Blue Cross pays the CMF in addition to and separate from the 

standard FFS payments the practice already receives.  Blue Cross made a decision at the start of 

QBPC to offer the program with one standard set of CMFs and no allowed exceptions.  The plan 

is fully transparent and publishes the program participation requirements, the provider 

participation agreement, and the reimbursement exhibit containing the standard CMF rates 

(www.bcbsla.com/qbpc). At the start of QBPC, each enrolled practice receives a flat monthly 

CMF for treating patients who have one or more of the four targeted medical conditions.  After a 

practice has been in QBPC for a full year, Blue Cross will “tier” the practice twice a year and 

adjust the practice’s CMF up or down based on its relative performance compared to other 

QBPC practices. 

This simple tiering is synonymous with a value payment because Blue Cross is paying 

more to those practices that get the best outcomes.  Furthermore, Blue Cross sets the targets and 

makes them clear to enrolled practices at the start of their QBPC participate, so they know up 

front what they must achieve to earn higher CMF payments in the future.   Blue Cross publishes 

these targets three to four months before practices’ CMFs are adjusted.  This approach, as 

opposed to a retrospective adjustment, is more transparent and consistent with performance 

improvement approach.  The analogy often given is that students are told what it takes to get an 

“A” in a college course, instead of forcing the grading into “only X% will achieve the top 

grade.”  If applied, the second method would discourage learning among students. QBPC wanted 

good collaboration among providers, along with a fair approach, and thus uses a prospective 

target-setting approach.   

QBPC encourages learning through several mechanisms. The first mode of learning is 

delivered through Continuing Medical Education (CME), which is a requirement of QBPC.  The 

CME modules focus on the medical conditions pertinent to the health outcomes measured, with 



composite metrics to determine CMF.   Additionally, providers earn CME credits s and, initially 

performance improvement CME were given that could satisfy the Maintenance of Certification 

(MOC) part IV of the American Board of Family Medicine and the American Board of Internal 

Medicine. 

QBPC providers also have learning opportunities through frequent face-to-face meetings.  

These include four meetings in various regions of the state each year, an annual statewide 

meeting, and some practice site visits.  And, Blue Cross formed a Physician Advisory Committee 

(PAC) at the onset of QBPC, which significantly contributed to the program designs and 

adjustments Blue Cross has made as it evolves.  

Recognition of “high-performers” (David R Marsh, 2004) is used to both reward 

practices and individuals performing well, but also to identify best practices so that the entire 

QBPC provider community can learn from their peers. When QBPC began, Blue Cross had no 

method to identify top performers because the program had not generated sufficient data to 

measure this. So at the beginning, Blue Cross contracted with non-practice partners to provide 

clinical and scientific advice (Dr. W.H. Bestermann (Bestermann, 2011)), CME (The 

Consortium for Southeastern Hypertension Control) and practice process improvement 

(Integrated Medical Processes (IMP - Integrated Medical Processes) (Ferrario, et al., 2013)).  

Practices who engaged with these experts early in their QBPC enrollment have significantly 

improved their performance and are some of the highest performers in the program at its three-

year point. This may reflect a willingness-to-change attitude that may be critical for these high-

performers and will be further discussed in a future article. 

Traditionally, Blue Cross Population Health nurses have engaged members for health 

coaching to help them stay on top of chronic conditions without coordinating with or relaying 

information to the members’ primary care doctors. In QBPC, Blue Cross re-organized its clinical 

outreach approach.  Each QBPC practice designates a Patient Coordinator, who speaks with a 

Blue Cross staff member called a “Quality Navigator” at least weekly to discuss information that 

both the practice and the health plan may not understand.  One example may be that a member 

visited an ER out of state.  Blue Cross would be able to see that information via its claims data, 

and could inform the practice about this so the member’s doctor could address it at his/her next 

office visit. After the visit on another week, perhaps the practice may inform Blue Cross that a 



patient has educational needs, and suggest connecting that patient with a Blue Cross nurse for 

health coaching between visits.   

The Blue Cross care team includes registered nurses, dietitians, licensed vocational 

nurses, social workers, pharmacists, and non-licensed staff who educate and coordinate both 

clinical and social services, working with members. The Population Health team assesses 

barriers to treatment plan adherence, such as health literacy, support systems, patterns of seeking 

care, psychosocial issues, functional limitations, the living/work environment, and other clinical 

factors.  The nurses work with the patients to develop individualized care plans that reduce or 

remove barriers to health and wellness.   The team may identify specific things the member’s 

doctor can address during office visits, and these items are communicated during the weekly 

calls between the practice and the Quality Navigator.       

 

QBPC Implementation 

The old saying “the devil is in the details” may be appropriate when discussing the 

implementation of the QBPC design.  Blue Cross needed to engage both internal and external 

stakeholders regarding the program commitments and financial investments.  First, Blue Cross 

formed a dedicated team with experienced leaders to navigate the multiple aspects that were 

required to be addressed.  These functions included contracting, reimbursement, claims 

processing, data storage, report generation, IT support functions, and population health and 

quality improvement expertise.  Having a dedicated team that was entirely focused on 

implementation was the essential ingredient that resulted in the growth and performance of the 

QBPC program.  

One critical external stakeholder Blue Cross engaged was self-insured businesses that 

would incur CMF payments in their medical claims.  Blue Cross made a commitment that QBPC 

was a “whole system” program that included all members in hopes of fulfilling its mission of 

improving the health and lives of Louisianans.  Furthermore, national efforts to include members 

from other Blue Cross and Blue Shield plans living in Louisiana was a vision that needed to be 

championed from the beginning.  Much focus has been spent engaging and implementing this 

vision and mission. 

Blue Cross had historically supported the Louisiana Academy of Family Physicians 

(LAFP) and collaborated with LAFP on supporting the PCMH recognition prior to QBPC.  This 



included frequent support of speakers during sponsored conferences, vendor booths, and 

references on the LAFP website that supported primary care initiatives.  In addition to LAFP, the 

Louisiana Department of Health and Hospitals, Blue Cross, and a private practice participated in 

the Institute of Healthcare Improvement’s (IHI) “Triple Aim Collaborative.”  This resulted in a 

look at expanding QBPC into evaluating health and costs.  Additional reporting and data to 

QBPC providers, including ER utilization reports, medication compliance, and other impactful 

data, have been developed as the program expands as a result of the “Triple Aim Collaboration.” 

In late 2015, Blue Cross and Louisiana’s Medicaid program began sharing information about 

primary care initiatives.  Additionally, QBPC partners with clinical transformation, COSEHC 

and IMP, obtained a CMS grant that includes many of the QBPC interventions.  With Blue Cross 

collaborating through the national CMS grant and the state-level Medicaid program, QBPC 

could become a dominant model of primary care. 

To finish describing alignment of QBPC with the overall Blue Cross strategy, the 

company Blue Cross, included its growth among corporate goals for 2014 and 2015, measured 

by membership attributed to the program.  Additionally, specific targets for hypertension and 

diabetes were included in Blue Cross 2015 corporate goals, which will continue to be included in 

the corporate goals through the end of 2017.   

 

Summary 

QBPC has been evaluated and was shown associated with favorable results in this study.  

Blue Cross and Blue Shield of Louisiana (Blue Cross) has designed and implemented a 

successful primary care transformation program that has the potential to become the premier 

model for primary care transformation.  Furthermore, the design and implementation approaches 

outlined here may help with better understanding QBPC program and serve policymakers well as 

a best practice for this type of work.   

Some of the key aspects of the design are: 

• early reimbursement to enable change 

• understandable and actionable data 

• focused efforts on a few high-impact medical conditions 

• shared clinical resources working to the top of their licenses, and  

• excellence in execution of the program.   



Multiple interventions are necessary to achieve a change (Grenny, Patterson, Maxfield, 

Mcmillian, & Switzler, 2013).  Many transformation efforts do not adequately address the 

capability of change and usually only address motivation.  By deploying early reimbursement 

based on a few medical conditions using EMR biometric and health plan claims data, physicians 

were able to quickly improve the populations they served in their practice.  The future goals of 

QBPC are to continue to improve the initial metrics, expand the medical conditions when 

practices are prepared, grow transfer of expertise and knowledge between health plans and 

primary care practices, and collaborate with governmental payers to make the program the 

dominant program in Louisiana.   
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