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Cover Letter

September 13, 2023

Mrs. Elizabeth Otero Martinez
RFP Solicitation Coordinator
Puerto Rico Department of Health
P.O. Box 70184

San Juan, P.R. 00936-0184

Dear Mrs. Otero Martinez:

Bridgewater Consulting Group (BCG) is grateful for the opportunity to propose our
services to perform an environmental scan (eScan) as specified in the Puerto Rico
Department of Health’s (PRDoH’s) RFP 2023-PRMP-HIT006 published on August 22,
2023.

BCG intends to propose our services for this project and bring to bear our experience and

capabilities to achieve a quality result for the eScan survey and the associated final report.

We are available as needed to address any questions regarding this proposal.

Sincerely,

B i |

Juan Pablo Semidey, PE, CISSP
President & CEO

(787) 646-8382
jpsemidey@bridgewatercg.com
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Executive Summary

In this proposal, Bridgewater Consulting Group, Inc. presents an approach to undertake
an HIT/HIE Environmental Scan (eScan) to support the closeout activities of the Medicaid
Promoting Interoperability Program of Puerto Rico (MPIPPR). A critical success factor for
the eScan project will be to achieve the requisite provider survey response levels to meet
the statistical significance threshold. To this end, BCG intends to engage and involve
provider professional associations and interest groups that can complement and support
the outreach and communication activities that will be performed as part of the eScan.
Since these provider professional associations and interest groups will benefit from the
initiatives undertaken to address HIT/HIE obstacles and gaps identified as a result of the

eScan, they will be eager to promote that providers participate in the survey.

BCG’s preliminary work plan under our proposed approach allows completion of the
project and publication of the eScan final report by March 31, 2024, which implies a six-
month project timeline. One of the main challenges in this project is to avoid delays and
other situations that may cut into the proposed survey response and data gathering period

of approximately 3 months.

BCG’s experience as the pre-payment contractor for the MPIPPR from 2013 through
program sunset in 2021, as well as our experience with multiple HIT/HIE projects has

several important benefits for PRDoH:

e BCG has considerable healthcare industry and HIT/HIE subject matter expertise
that can be brought to bear in the development of the provider survey that will drive
the findings of the eScan. In addition, BCG is familiar with the current level of
HIT/HIE adoption by different provider categories, which can be used to ensure

the provider survey will gather the necessary data to meet project objectives.

e Through its participation in the MPIPPR, BCG developed significant expertise on
how to communicate effectively with the different provider categories in Puerto
Rico’s landscape. This will help drive outreach and communication efforts related

to the eScan, as well as promoting higher provider response rates.
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e BCG has access to the provider contact lists from the MPIPPR (participating
providers, which will contribute to jump-starting the distribution of the eScan survey
and help achieve early successes in terms of the amount of survey responses.

For this project, BCG will be teaming with Impactivo, LLC, a healthcare consulting firm
with significant research capabilities. Impactivo’s role will focus on survey design and
formulating approaches to optimize provider involvement and participation in the eScan.
Impactivo will also support BCG in survey administration and analyzing survey results.
Beyond its expertise in conducting surveys in Puerto Rico healthcare provider settings,
the main driver for selecting Impactivo as a subcontractor is that BCG has collaborated
with Impactivo in the development of the latter’'s SMART PCMH care management
application. Therefore, BCG and Impactivo have experience working together to deliver

results for clients.
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Firm/Organization Information

Purpose, Mission, and Vision

Since 2009, BCG has been supporting clients in achieving results through a variety of
management consulting and IT services. Our historical focus has been on the healthcare
industry, the public sector, higher education, and non-governmental organizations
(NGOs). Approximately 80% of our service hours have been delivered to clients in the
healthcare industry, including healthcare service buyers, payers, providers, and
regulators. We work with clients under a variety of business models — including staffing,

project-based, outsourcing, and managed service provider (MSP).

BCG is singularly focused on achieving results for our clients through a combination of
obsession with resolving our clients’ issues, industry subject matter expertise, and using
experienced staff in all of client projects. BCG’s service portfolio includes a variety of
services that allow our clients to leverage our expertise to achieve results so clients can

focus on their core business.

BCG'’s service offerings are defined, structured, and delivered taking into consideration

each organization’s unique challenges and requirements.

Our mission, vision, and values are as follows”

Mission Vision Values

To become our client’s
most trusted advisor and
support their
achievement of superior

business results.

To become our client’s
most trusted advisor and
support their
achievement of superior

business results.

Dependability in
supporting the client,
dedication to achieve

mutually agreed results,
and honesty in every
exchange.

CONFIDENTIAL



#ridgewater
CONSULTING
GROUP

Our service delivery approach is guided by the following principles:

We listen to your needs

We engage with your executive team to
actively listen and gain a deep
understanding of your business,
operations, and technology challenges.
We also identify any constraints that
you may be facing in addressing your

current and future challenges.

We devise a custom approach

We devise a service approach that is
customized to your organization’s
challenges and constraints. We review
the service approach with your
executive team to ensure alignment

with your goals and objectives.

We get your team involved

We collaborate with your project team
to build trust and promote a sense of
ownership of the results achieved

through our services.

We deliver results

We get your team involved as part of
our service delivery to promote
improved outcomes and facilitate
sustainment of activities that will
enhance the long-term benefits your

organization will reap from our services.

Relevant Qualifications and Experience

BCG’s most significant experience related to the healthcare space, the Puerto Rico

provider landscape, and performing data gathering and surveys among Puerto Rico

providers is the Medicaid Promoting Interoperability Program of Puerto Rico (MPIPPR),
which BCG led from April 2013 to program sunset in December 2021. The MPIPPR and

its history are described in some detail to provide some insight into our experience and

capabilities in terms of our familiarity with the Puerto Rico healthcare provider landscape

and achieving results for our clients, even in the most challenging circumstances. Please

Refer to Appendix B — Case Studies of Similar Projects for additional information on the

MPIPPR case study and additional qualifications.
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Evidence of Organizational Capacity

Leadership and Corporate Structure

BCG was founded in 2009 by Juan Pablo Semidey to offer clients in Puerto Rico and the
Caribbean with a portfolio of management consulting services. His experience working
for global enterprise computing companies (Oracle) and Big 4 management consulting
firms (PwC) was that clients in Puerto Rico did not have access to a critical mass of
management consulting services that are comparable in quality to the global firms but
using Puerto Rico-based resources. Mr. Semidey is the President & CEO and participates
in every client engagement to ensure services are delivered as agreed with the client, to
ensure appropriate resources are brough to bear in every project, and to address any

issues that require attention at an executive level.

BCG has two service divisions: Business Consulting and Technology Consulting. The
Business Consulting Division, led by Ms. Mariela Vega Lépez, focuses on traditional

management consulting services such as:

e Project and Program Management

Security Risk Analysis

e Business Continuity Management

e Compliance Consulting

e Business Process Outsourcing (BPO)
e Process Improvement

e Procurement Support

BCG’s Technology Consulting Division, led by Mr. Reynaldo Rivera, delivers software
development and cloud-based services (e.g., contact center, disaster recovery) in the
AWS cloud. BCG is an AWS Select partner.
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Please refer to Appendix D — Key Personnel Qualifications/CVs for curriculum vitae of
BCG’s leadership.

Key Project Staff

The key project staff for PRDoH’s eScan project and their roles are as follows. Please
refer to Appendix D — Key Personnel Qualifications/CVs for complete profiles.

Juan Pablo Semidey, PE, CBCP, CISSP, ITILe, ISO 31000 RM, ISO 27001 LI
Project Director and HIT/HIE SME

Mr. Semidey is a Senior Management Consultant with over 28 years’ experience in
management consulting and cloud services. Proficient in planning, delivery, and control
of complex programs, as well as in the delivery of initiatives involving cloud services,
customer contact channels, large scale project management, and strategic planning. Mr.
Semidey also has significant experience with HIT/HIE technologies, standards, and

implementation guides.

Mr. Semidey will serve as BCG’s Project Director for the project and also as HIT/HIE
subject matter expert (SME). Therefore, he will participate in eScan project planning and
approach definition, survey definition, and implementation of communication channels to
support increasing response rates. In addition, Mr. Semidey will also lead the

development of the eScan final report.
Mariela Vega Lépez
Project Manager

Ms. Vega is a results-oriented Program Manager with over twenty-three (23) years’
experience in delivering value to clients through leadership and continuous risk
management of complex business operation and administration environments, managing
stakeholders effectively, and ensuring the on-time delivery of business initiatives. Ms.
Vega Lopez is adept at effectively implementing new business services and technologies

to solve complex business problems and improve operational and administrative results.
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Ms. Vega Lopez will serve as Project Manager for the eScan. Thus, she will be PRDoH’s
point of contact (PoC) for project day-to-day operations, submit service requests, and to
raise any incidents. Ms. Vega will also serve as the supervisor of all personnel dedicated

to the provider-facing functions for the project.
Reynaldo Rivera
IT Operations Lead

Mr. Rivera is an experienced and multi-faceted IT professional with over 25 years’
experience in the public sector, financial, and healthcare. Mr. Rivera possesses strong
analytical, problem-solving, communications and leadership skills coupled with excellent
hands-on technical skills in current relevant technologies. Mr. Rivera was the architect of
the SMART PCHM application whose survey functionality will be used for the eScan

project.

In his role as IT Operations Lead, Mr. Rivera will be responsible for standing up the cloud-
based services that will underpin the provider-facing functions in the project. This includes
the SMART PCMH survey tool, a cloud-based contact center, and the technologies
required to extract, transform, and load data from the SMART PCMH database to the
tools that will be used by project staff to analyze survey results.

Celinés Nieves Colén
Project Operations Lead

Mrs. Nieves Colon is an efficiency-oriented industrial engineer with over nineteen (19)
years’ experience as business analyst in teams chartered with orchestrating process-
based initiatives within the public sector, financial services, and healthcare industries.
Mrs. Nieves Colon has a proven track record of meeting aggressive deadlines ahead of
schedule in complex multi-stakeholder situations. Mrs. Nieves Colon has consistently
demonstrated professionalism, attention to detail, and a collaborative nature in all the
projects she has been assigned to.

10
CONFIDENTIAL



#ridgewater
CONSULTING
GROUP

In her role as Project Operations Lead, Mrs. Nieves Colon will serve as Lead Business
Analyst for the eScan, with particular focus on supporting the Project Manager in timeline
and resource analysis and reporting, data gathering and analysis of survey response

rates, as well as serving as data steward for survey results.
Maria Fernanda Levis-Peralta, MPH, MPA, PCMH CCE, CFRE (Impactivo, LLC)
Research and Survey Design Lead

Ms. Levis is a prominent figure in the field of health systems and professional wellbeing.
Her passion is fueled by a personal health crisis, leading her to develop the Advancing
Leadership in Times of Crisis program as a co-Principal Investigator under an award from
the Health Resources and Services Administration. Ms. Levis's expertise extends to the
interplay between organizational culture, structures, and health professional wellbeing.
As an expert in health reform, Ms. Levis has designed and implemented methodologies
for evidence-based practices, community health needs assessment, and leadership

development during crises.

In her role as Research and Survey Design Lead, Ms. Levis will have primary
responsibility for survey design. In addition, she will serve as primary liaison between the
eScan project and healthcare professional associations, healthcare thought leaders,

providers, and other key stakeholders in ensuring participation in the eScan project.
Maria Fiorella Casaverde, MHA, PCMH-CCE (Impactivo, LLC)
External Stakeholder Liaison Lead

Ms. Casaverde is a highly skilled and dedicated healthcare professional with 15 years of
experience working with different Federally Qualified Health Centers. Throughout her
career, Ms. Casaverde has demonstrated a strong commitment to improving healthcare
outcomes and promoting health equity. She also has significant expertise in EHR
implementation, the impact of HIT/HIE on clinical workflows, and gaps to improved

utilization of EHR technologies.
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In her role as External Stakeholder Liaison Lead, Ms. Casaverde will be a key contributor
to survey design and administration. In addition, she will participate in the analysis of
surveys responses and in the identification of recommendations to address HIT/HIE

adoption in the Puerto Rico provider landscape.
Subcontractors

Impactivo, LLC

In this project, BCG will be teaming with Impactivo, LLC, with the latter as a subcontractor
to BCG. Impactivo’s role will focus on survey design and formulating approaches to
optimize provider involvement and participation in the eScan. Impactivo will also support
BCG in survey administration and analyzing survey results. The main driver for
selecting Impactivo as a subcontractor is that BCG has collaborated with Impactivo
in the development of the latter’'s SMART PCMH care management application.
SMART PCMH is a care management tool to support care teams in Federally Qualified
Health Centers (FQHCs) to manage patients with high-risk conditions such as diabetes
in accordance with Patient-Centered Medical Home (PCMH). PCMH is a model of care
that puts patients at the forefront of care. PCMHSs build better relationships between
patients and their clinical care teams. PCMH was developed by the National Committee
for Quality Assurance (NCQA). SMART PCMH, as discussed earlier, has a Survey and
Assessments module that was developed by BCG in collaboration with Impactivo’s

product manager.

BCG (as a subcontractor to Synapsis, Inc.) was contracted by Impactivo to develop
SMART PCMH after the latter was awarded a National Science Foundation (NSF)
Innovation Grant. One of SMART PCMH’s main capabilities is the definition, distribution,
and tabulation of web-based surveys. BCG plans to use SMART PCMH’s capabilities to
create and distribute the electronic version of the eScan survey, as well as to capture and
tabulate provider responses. SMART PCMH has been successfully used to conduct
multiple healthcare surveys. Therefore, BCG and Impactivo have experience

collaborating in projects that are similar to the eScan.
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Founded in 2010, Impactivo LLC is an impact-driven consulting firm that specializes in
connecting population health, quality, organizational development, and sustainability. Its
team has worked with government agencies, publicly traded health management
organizations, multinational pharmaceuticals, hospitals, physician groups and community
organizations in New York, Massachusetts, Washington, D.C., the U.S. Virgin Islands and
Puerto Rico with outstanding results. Impactivo’s experience suggests that the key to
success lies at the intersection of the interests of patients, clinicians, and payers.
Impactivo transforms health organizations by using data, design, and inspiration to align
these interests. More specifically, Impactivo translates research and policy to action while
building systemic, operational, and strategic funding capacity. Impactivo provides its
clients with the most up-to-date knowledge and relevant tools to help them deliver
outstanding outcomes in their programs and bottom line. Impactivo is great at what it does
because it has in-depth subject matter expertise of health care and social services, skills
in data and public policy analysts, greater knowledge of what truly makes an organization

productive and the capacity to navigate the private/public sectors.

Impactivo cares deeply about what it does. For this reason, Impactivo does its work with
the highest level of responsibility and excellence. Impactivo’s staff are knowledgeable
about its fields of work and go beyond the call of duty to understand its clients’ individual
needs and achieve transformational change. Impactivo’s leadership has decades of
combined experience working in health care, social services, business, and management
consulting. Impactivo’s “hands-on” approach to consulting is a result of its executive
leaders’ experience as C-level executives, as well as their understanding of what it takes

to run a successful health care organization.

Health Care Systems Research

Impactivo continually examines organizational, financial, regulatory, and structural factors
within markets or communities to assess the impact of interventions on populations and
financial models. Such analysis provides leaders with the information they need to make
decisions on product development, programs, services, policies, laws, and regulations

focused on achieving the best outcomes for a targeted population. Systems research

13
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encourages the optimal use of resources through the assessment of financial viability and

sustainability.

Impactivo’s expertise in health care and knowledge of the health system provide a
specialized approach to clients in the health sector. Adhering to evidence-based
methodologies in the field of public health systems research — an area of study that
examines the financing, delivery, and make-up of public health services within
communities — our team holds extensive expertise on a broad range of health-related
topics that allow us to best serve clients in government, universities, payers, private

practices, and federally qualified health centers.

Specifically, Impactivo offers significant experience conducting Community Health Needs
Assessments that are fully compliant with federal agency statutes, allowing us to
ascertain intelligence to make informed strategic decisions. Impactivo has also been
consistently engaged by a health insurer to perform qualitative and quantitative research.
The insights we gather promote understanding of the many factors that impact health

status and health care.

Our publications include a range of research and analysis on population-level
demographics and chronic disease prevalence on the island; feasibility studies for new
initiatives; and systematic quality benchmarking exercises, comparing one organization
to other players in the industry. Our team has also assisted health professional
universities in completing comprehensive examinations of current programs, best
practices and community needs that enabled them to prepare higher quality and culturally
competent health professionals. Additionally, the company has refined its engagement

model to fully capitalize on the market opportunity abroad.

Impactivo also works with private practices to provide in-depth data and comprehensive
assessments on the chronically diseased population, service demand, and benchmarking
of leading practices. Our detailed market valuations allow practices to better understand
the health needs and socioeconomic profiles of prospective patients and identify

strengths and weaknesses to help position them as leaders in chronic care for older
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patients. These analyses include utilization and cost projections that provide improved

intelligence for negotiating with payers.

Impactivo Consulting, LLC has conducted multiple comprehensive Community Health
Needs Assessments (CHNAs) utilizing its SMART Patient-Centered Medical Home
Technologies. This approach aims to inform strategic development by providing

actionable insights into ways to enhance community health.

The methodology for these assessments comprises three core components: secondary
data analysis, community surveys, and key informant interviews. Each element offers a
complementary perspective on the health needs within the community, as well as
additional social, cultural, and economic factors. This multi-faceted approach enables
organizations to better understand their target populations and to meet community needs

more efficiently and effectively.
### A. Secondary Data Analysis

Initially, Impactivo conducts a secondary data analysis of the service area to create a
quantitative profile of the community. This analysis draws from authoritative sources such
as the U.S. Census Bureau, Centers for Disease Control and Prevention, Puerto Rico
Department of Public Health, KIDS COUNT, among others. The most recent data
available is used for each indicator. Whenever possible, data is collected at the municipal
level and compared to state and national averages as benchmarks. The types of

secondary data gathered include:

e Demographic and Socioeconomic Statistics

Family and Household Statistics

e Education and Income Measures

e Mortality Statistics

e Maternal and Child Health Indicators

e Cancer Statistics

15
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e Sexually Transmitted lllness and Communicable Disease Statistics
e Health Care Access Statistics

Due to limited statistical data available for Puerto Rico, interpolation techniques are
employed when necessary. For instance, Behavioral Risk Factor Surveillance System
(BRFSS) data is interpolated in two ways: 1) Estimates from the closest Statistical Areas
for Hatimedik's four service areas are extrapolated based on age and/or gender. 2) When
such data is unavailable, Commonwealth-level data for Puerto Rico is extrapolated to the
municipal level and then combined as a weighted average to estimate results. This
analysis adheres to the guidelines outlined in the HRSA BPHC HCP Data Resource
Guide: Resource for Completion of Form 9: Need for Assistance (NFA) Worksheet, 2014.

### B. Community Survey

In addition to secondary data, primary data is collected from the population in the service
area through a stratified Community Survey. Health organizations contracted Impactivo,
LLC to develop the survey content, as well as the sample design and selection
methodology. An extensive literature review is conducted to inform the survey design,
which aims to actively assess the views of healthcare consumers and community leaders
to identify gaps in services and health priorities. The survey methodology takes into
account the community’s socioeconomic status and access to phone, internet, and mail,
and is administered in-person at health fairs and in local barrios (Census-defined county

subdivisions).
The survey collects information on:

e - Demographics of respondents

- Healthcare providers used and reasons for selection

- Local healthcare provider usage

- Services needed locally

- Perception of health needs

16
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e - Satisfaction with local healthcare
### C. Key Informant Interviews

The third component involves key informant interviews, which leverage the insights of
community collaborators to prioritize health problems and needs. Among the groups

represented by key informants are:
¢ Nonprofit Organizations
e Local Social Outreach Programs
e Local Businesses
e Local Public Community Leaders

Key informants participate in phone or virtual meetings, where they are asked to evaluate
the community's health needs through their unique lenses of experience and roles. They
also discuss health disparities, socioeconomic factors affecting health, and additional
barriers to care. The insights gathered from these interviews are instrumental in
evaluating health priorities and identifying strategic opportunities within the community.

Participants' comments are coded and analyzed to present comprehensive findings.

References

Please refer to Attachment B for BCG’s and Attachment C for Impactivo’s references.
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Description of Proposed Survey Administration, Execution,

and Analysis Process

Proposed Approach and Process Model

At the outset, to define a sensible approach for the eScan, the realities of the Puerto Rico
healthcare landscape must be considered, particularly with regards to the provider
ecosystem that will be asked to respond to surveys and participate in data gathering

activities. Some of these considerations include:

e The managed care organizations (MCOs) contracted by ASES for the island-wide
health insurance system (Vital) have the most influence over providers and can
potentially facilitate useful aggregate data on provider HIT capabilities, including
health information exchange (HIE).

e Puerto Rico provider professional associations and interest groups (e.g., Puerto
Rico Hospital Association, Primary Health Association, Puerto Rico College of
Medics-Surgeons) can significantly influence provider awareness and interest in
participating in the environmental scan. These professional associations and
interest groups have the most to gain in participating in the eScan.

e The EPs and EHs that participated in the MPPIPR, for whom the PRDoH has
reliable contact information (e.g., phone, e-mail), represent only about 35% of the
overall provider population in Puerto Rico. In some cases, providers participated

in the MPPIPR, but their last participation occurred several years ago.

 Response rates for electronic surveys can be low, particularly for healthcare
providers, if not given sufficient time to become aware of the environmental scan

and its importance.

e A variety of approaches should be employed to gather data to accommodate
provider preferences, including electronic surveys, telephone surveys, on-site

visits, targeted interviews, and focus groups.

18
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e For some provider types, determining a statistically significant sample a priori may
not be feasible due to the uncertainty in the amount of provides and the likelihood

they will respond to the survey.

Another element in the eScan is determining the most suitable methods and supporting
materials to reach the provider landscape specified in Appendix 1 of the RFP and obtain
responses that represent a statistically meaningful sample. For example, an email with a
link to the survey might be an effective approach for a particular provider type but might
be unsuitable for other provider types. For provider types that have strong professional
associations or interest groups (e.g., hospitals, FQHCs), electronic methods may be more
effective, while for more fragmented provider types (e.g., radiologists), in-person surveys
may be required to achieve acceptable response rate. At the same time, it is important to
recognize that even within the same provider type (e.g., FQHC), there may be clusters
that need to be identified as well as possible from the earliest stages of the project to
achieve reasonable geographic coverage and promote validity in terms of the survey

results.

Yet another consideration is that a typical survey with a fixed set of questions that is given
to a subject to capture responses is most suited to quantitative data. However, given that
there may be nuances that are difficult to capture through quantitative data, the eScan
should strive to incorporate methods to capture qualitative data. This type of data focuses
on understanding the depth and richness of survey responses through narrative
information, while quantitative survey data emphasizes quantifiable aspects and uses
statistical methods to analyze and draw conclusions. Therefore, the eScan project must
incorporate a hybrid approach, combining both qualitative and quantitative data collection
and analysis techniques to gain a comprehensive understanding of the state of health

information technology (HIT) across diverse provider groups.

Based on the foregoing, our proposed research and data gathering approaches include

the following:

e Electronic surveys distributed via e-mail or SMS

19
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Outbound telephone surveys
e Establishing a call center where providers can submit responses
e In-person surveys at provider practice locations

e Activities that bring together professional association and interest groups, as well
as key providers, to actively participate in survey definition at the start of the
project, identify opportunities capture qualitative data, and share the preliminary

findings of the eScan to gather input before the final report issued.

The data gathering approaches that can be effectively implemented and conducted for
the eScan are a function of the proposed project timeline, the target response or
participation rates, as well as cost-effectiveness. Therefore, the selection of primary and
secondary data gathering approaches for different provider types is a critical success

factor for the eScan.
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Given the foregoing, BCG’s proposed approach to conduct the eScan is as follows:

Data Validation

KProject launch \ K Coordinate and hold\ * Publish and * Review and compile K Analyze survey data\

Analysis and

Mobilization

Planning Data Gathering

Final Report

* Validate provider

counts and categories

kanalysis plan

in scope

Engage provider
professional
associations and
industry groups
Engage Vital MCOs
and other key
stakeholders

Define initial survey
methods and
outreach approaches
Perform initial survey
design

Draft communication
tools

Develop survey
administration,
execution, and

/

\_
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communication
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Generate provider
contact lists
Coordinate focus
groups, VIP
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Sustain engagement
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Provide support and
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Figure 1— BCG eScan Approach and Methodology
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Description of Methodology and Approach to Survey Administration

The methodology and approach to survey administration and the associated activities are

as follows:

Planning — The initial phase will lay the groundwork for a successful eScan by
reviewing and validating the provider categories and populations that will be
included in data gathering activities, identifying provider clusters or cohorts within
provider categories based on multiple criteria, engaging Vital MCOs and provider
professional associations or interest groups. Engagement with the latter is a critical
success factor for the eScan project, given that the provider professional
associations and interest groups will have the most to gain from a thorough eScan
with significant provider participation. Another significant element in the Planning
phase will be the initial definition of the survey methods and outreach approaches
to be utilized in later phases in collaboration with PRDoH project stakeholders. and
In the planning phase, BCG will leverage its experience with the MPIPPR, its
experience with the provider landscape in Puerto Rico, and its subject matter
expertise in HIT/HIE to design an initial version of the survey, as well as drafting
initial versions of the communication tools to be sued to drive outreach, technical
assistance, and other stakeholder engagement activities. The preliminary
decisions with regard to survey methods, outreach approaches, survey
instruments, and communications tools are intended to be validated by designated
eScan external stakeholders (e.g., provider professional associations) in the next
phase through large meetings to be conducted at PRDoH. The design of the
different elements of the eScan will be brought together, further developed, and

consolidated in a survey administration, execution, and analysis plan.

Mobilization — The main goal of the second phase is to ensure that data gathering
activities can hit the ground running by ensuring that the provider landscape to be
surveyed, the provider professional associations and interest groups, as well as

any additional stakeholders are aware of the eScan project, the methods by which

22
CONFIDENTIAL



#ridgewater
CONSULTING
GROUP

they can participate, and have access to communications tools that will facilitate
provider responses. Therefore, the first step will be to share the survey methods,
outreach approaches, survey instruments, and communications tools with a large
group of external stakeholders, including provider professional associations and
interest groups, Vital MCOs, specific providers, as well as other external
stakeholders, to obtain their feedback and make adjustments to promote higher
participation levels from providers, establish a support system to follow-up with
non-responding providers, and promote attainment of eScan goals. This approach
was successfully used in PRDoH'’s State Health Innovation Plan project. As a
result of the eScan launch event where information about the eScan project will be
shared with external stakeholders to obtain their feedback, BCG will refine the
initial decisions and artifacts defined in the Planning phase. In addition, BCG will
define the samples and approaches necessary for statistical validity of the survey
results, generate provider contact lists for all provider categories, including clusters
and cohorts, and the samples to be surveyed. Finally, BCG will coordinate a
number of activities to supplement the data gathered through the survey, including
focus groups, VIP interviews, meeting with key opinion makers in the provider
community, and other activities intended to glean qualitative data that will facilitate

the analysis and interpretation of data gathered through the survey.

» Data Gathering — This phase represents the bulk of the eScan effort; performing
the necessary activities to distribute the survey, provide assistance to providers in
responding to the survey, and capturing provider responses. The first step will be
to publish and distribute the survey using the methods defined in the Planning
phase and validated in the Mobilization phase. The publication and distribution of
the survey will be supported by outreach activities to create provider awareness
about the release of the survey. These activities will be directed at provider
professional associations and interest groups, Vital MCOs, as well as directly to
providers to expand coverage. The intention is to sustain the engagement with

external project stakeholders from the Planning and Mobilization stages to
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promote a high participation rate by the different provider types. This includes
providing support and technical assistance to providers that may need it in order
to respond to the survey, requesting collaboration from these stakeholders in
reaching out to non-responders, and having these stakeholders issue reminders
about the survey to their members or affiliated providers. BCG will undertake
efforts to complement these stakeholder collaborations with direct-to-provider
outreach and communication efforts. In this phase, BCG will support activities to
supplement the data gathered through the survey, including focus groups, VIP
interviews, meeting with key opinion makers in the provider community

coordinated during the Mobilization phase.

e Survey Monitoring and Data Validation — Once the data gathering processes
are launched in the Data Gathering phase, one of the critical success factors for
the eScan will be to monitor the response rates by the different provider types,
including clusters and cohorts, and identify those where additional outreach efforts
may be required or new approaches must be devised to increase response rates.
As survey responses are captured and received, they will be periodically reviewed
by BCG analysts for quality assurance purposes. This is intended to ensure that
surveys are counted accurately and associated with the correct provider category,
cluster, or cohort. Another important thrust of the quality assurance activities will
be to identify opportunities to pursue saturation or the point at which no new or
meaningful information emerges from additional data collection activities.
Reaching the point of saturation will serve to confirm the survey findings as well as
the data gathered through other means (e.g., interviews).

e Analysis and Final Report — In the last phase, the data gathered through the
eScan project activities will be reviewed and analyzed with three main goals:
compare the data with the eScan baseline performed in 2012, preliminarily identify
findings, and draft initial recommendations to further the adoption and use of
HIT/HIE in the Puerto Rico provider landscape. The preliminary findings and initial

recommendations will be shared with the external stakeholders, including provider
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professional associations and interest groups, Vital MCOs, specific providers, as
well as other external stakeholders, in a manner similar to the eScan launch in the
Mobilize phase. The purpose of the event with external stakeholders is to obtain
their feedback to refine how the findings are presented and improve upon the initial
set of recommendations. The next step will be to incorporate the final version of
the findings and recommendations in the final project report. The process of putting
together the final report will start after the data analysis and review and will

conclude once the final version of the findings and recommendations is completed.

Knowledge of the Puerto Rico Health Care Landscape

Throughout its history, BCG has developed significant expertise in the healthcare industry

through a variety of client projects with healthcare service buyers, payers, providers, and

regulators. These projects span BCG’s entire service portfolio including management

consulting, outsourcing, and cloud-based IT services. Moreover, assessing and

understanding the Puerto Rico healthcare landscape has been a foundational component

of some of BCG'’s client projects, including:

Medicaid Promoting Interoperability Program of Puerto Rico (MPIPPR) — The
program management activities performed by BCG as part of the MPIPPR
included several elements that were directly related to identifying and quantifying

provider landscape as to different provider categories:

o Eligibility — Only certain provider types or categories were eligible for the
MPIPPR. BCG had to verify that attestations were submitted by eligible
provider types. In the case of EPs, this was accomplished by verifying the
provider's taxonomy codes in the National Plan and Provider Enumeration
System (NPPES).

o EHR Utilization Patterns — In many cases, providers used more than one
EHR instance (e.g., a specialist who provides services at a hospital, but has
his own solo practice may access two different EHRs on a daily basis) but

could only submit an attestation associated with a single EHR instance. This
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should be a consideration in developing survey questions in order to get a

more accurate picture of HIT/HER adoption and utilization.

Another important consideration in the MPIPPR was the experience accumulated
by BCG performing outreach activities with providers. In particular, the outreach
activities included creating provider contact lists and making outbound contacts to
provide orientation regarding the MPIPPR, the eligibility and meaningful use
criteria associated with each program year, and how to submit an attestation,
among others. This included contacting providers through multiple methods (e.g.,
phone, email, SMS). Therefore, BCG is familiar with the most appropriate contact

methods for different provider categories.

e MCO Data Connectivity Assessment — As part of this project, BCG initially had to
identify, categorize, and quantify the providers contracted by the MCO (e.g.,
physicians, clinics, laboratories, radiology, therapists), including non-medical
service providers (e.g., transportation, meals, prescription drug delivery). The next
step was to characterize the data connectivity processes between the contracted
providers and the MCO. This included interviews with internal MCO stakeholders
from business and information technology (IT) areas, as well as with all major HER,
LIS, and HIT solutions providers in Puerto Rico. As a result of the project, a data
connectivity strategy (equivalent to a HIT/HIE) strategy was formulated for
adoption by the MCO. This project allowed BCG to gain a perspective of the current
rate of adoption of HIT/HIE on the island, the capabilities that are deployed in the

provider landscape, and the barriers to further adoption of HIT/HIE.

e Centers for Medicare and Medicaid Services Health Innovation Plan
(https.//impactivo.com/consulting/) - In 2016, Impactivo had the opportunity to
work with the Puerto Rico Health Department in the development of its Health
Innovation Plan. The aim of this plan was to transform delivery and management
of health care services in Puerto Rico by testing innovative care models of

prevention and management of high-cost, complex-need populations. This
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process brought together stakeholders from many diverse sectors related to health
care. Despite the large scope of the project The task was accomplished in record

time and submitted to CMS as expected.

Impactivo supported the Puerto Rico Medicaid Office and Medical Care Advisory
Committee by carrying out all grant initiation, assessments and planning activities
related to the development of its State Health Innovation Plan (SHIP). This multi-
stakeholder project used online web tools and support and a formal request for
information process carried out through an online survey platform, engagement of
multiple subject matter experts using project management tools, online webinars
and ample community engagement through a public-facing web and social media
campaign. Impactivo developed a unique project governance structure that
included community participation and focused on analyzing policies, literature
review, policy development and identifying opportunities for federal and community

collaboration. The innovative project resulted in an:

o Inventory of current efforts and proposals to advance the health of the

population
o Inventory of policy levers
o Description of the state health care environment
o Driver Diagram
o State Health Innovation Plan, including:
- State Health IT Plan
- Workforce Development Plan
o Infographics

Puerto Rico Federally Qualified Health Centers Workforce Need Assessment
Report — Impactivo in partnership with the HRSA Region 2 Public Health Training
Center (Region 2 PHTC) conducted a formal public health workforce needs
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assessment in Puerto Rico following the methodology established by the de
Beaumont Foundation and the Association of State and Territorial Health Officials
(ASTHO). The needs assessment replicates the one done in 2019 with the same
population and which was conducted using a Spanish translated version by the
Impactivo Team of The Public Health Workforce Interests and Needs Survey (PH
WINS). The analysis of the data collected in this report reveals the strengths, areas
of concern, and the needs of the public health workforce at the forefront of primary
care in federally Qualified Health Centers (FQHC) in Puerto Rico. The
development of this report was supported by the Health Resources and Services
Administration (HRSA) of the U.S. Department of Health and Human Services
(HHS) under grant number UB6HP31685, Regional Public Health Training Center
Program.

Impactivo’s experience and capabilities in performing research projects in the healthcare
industry complements BCG’s capabilities. Impactivo’s staff has extensive experience
carrying out planning and performance improvement processes for health organizations
including multinational corporations, public health department, health insurance
companies and health care providers. These performance improvement initiatives are
associated with clinical and care management processes, including those associated with
adoption of Patient-Centered Medical Home (PCMH) standards. Impactivo’s performance
improvement projects involve the optimization of HIT/HIE to achieve improved health
outcomes for patients.

In addition, Impactivo led the development of the State Health Innovation Plan (SHIP) for
PRDoH in 2016, which included the following assessments as part of the scope of SHIP
Phase 2:

e Inventory of current efforts and policy, regulatory and legal levers for payment and

delivery system reform

¢ Profile of health care in Puerto Rico Health Status and Baseline Population Health

Status and gaps
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¢ Inventory of the current efforts to advance the health of the entire population,

including efforts to integrate public health and health care delivery
e Description of the State Health Care Environment

¢ Assessment of delivery reform initiatives and impact of expanding Super-Utilizers
Program and Health Homes Pilot

¢ Recommendations on model to be selected based on analysis of initiatives under
way, current capabilities of MiSalud and others

Work Plan, Activities, and Milestones

Our proposed work plan is based on other states and territories’ experience with their
eScan as well as the recognition that significant effort will need to be put forth to ensure
adequate response rates from the different provider categories, clusters, and cohorts.
Finally, the work plan recognizes the importance of provider professional associations
and interest groups, Vital MCOs, and other external stakeholders The proposed high-

level work plan is as follows:

4 weeks
Plan ning H Milestone: Survey administration, execution, and analysis plan
Milestone: Project schedule and project management plan

9 weeks

Mobilization P
Milestone: eScan launch event with external stakeholders

12 weeks
Data Gatherlng ! Milestone: Survey publication and distribution
A, ‘ A}

A
Y
= 1 week

LSS ST SSSSSSSS S,

> |

6 weeks Milestone: eScan final report
Milestone: Initial findings and recommendations

Analysis and

Final Report

Milestone: eScan event to share findings with external stakeholders

I T

Figure 2 - BCG eScan Work Plan
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The work plan is intended to balance the need to have as long a data gathering period as
possible while ensuring that the appropriate planning, stakeholder engagement and
participation, and analysis is performed prior to publishing the eScan final report. The
Planning phase (4 weeks) is very important from the standpoint that choices will be made
regarding provider categories, clusters, and cohorts, sample sizes, as well as the
outreach and survey approaches that will be employed in later stages. Given the short
timeframe for the eScan project, it will only be feasible to make minor adjustments during
later stages of the project. Therefore, sufficient time must be devoted to planning the
eScan. The main goal of the Mobilization stage (9 weeks) is to validate the eScan
planning from the previous stage with provider professional associations, interest groups,

and representatives from the provider community.

The bulk of the eScan activities (12 weeks) will be conducted during the Data Gathering
phase, which focuses on publishing the survey, capturing responses, and performing
activities to drive provider participation such as outreach, providing technical assistance
related to the survey, The Survey Monitoring and Data Validation phase (1 week) is
not distinct from the previous phase but rather an extension of the Data Gathering phase.
This is from the standpoint that Survey Monitoring and Data Validation activities will be
conducted during the same period as the Data Gathering activities. In this sense, survey
responses will be monitored and validated as they are captured from the earliest stages
of the Data Gathering activities. This is the meaning of the circular arrows that bind the
two stages’ activities, which implies continuous iteration between the Data Gathering

phase and the Survey Monitoring and Data Validation phase.

The Analysis and Final Report phase (6 weeks) will focus on analyzing the survey data,
synthesizing initial findings and recommendations, and validating them with external

stakeholders prior to publication of the eScan final report.
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Detailed Timeline

In the Proposed Approach and Process Model section of this proposal, we described our

approach and methodology (Figure 1):

Planning

* Validate provider

counts and categories
in scope

* Engage provider
professional
associations and
industry groups

* Engage Vital MCOs
and other key
stakeholders

« Define initial survey
methods and
outreach approaches

« Perform initial survey
design

* Draft communication
tools

* Develop survey
administration,

execution, and

\  analysis plan /

Mobilization

* Coordinate and hold

eScan launch event
with stakeholders

* Review and validate
survey design

* Validate
communication
tools

* Validate survey
methods and
outreach
approaches

« Define samples and
approaches for
statistical validity

* Generate provider
contact lists

* Coordinate focus
groups, VIP
interviews, and

related activities

Data Gathering

* Publish and

distribute survey
using selected
methods

* Perform outreach

activities

« Sustain engagement

with stakeholders

* Provide support and

technical assistance
to survey
respondents

* Follow-up with non-

responders

* Perform focus

groups, VIP
interviews, and
related activities

-

* Review and compile

survey data

* Monitor response

rates and implement
measures to address

8aps

* Pursue

opportunities for
saturation

Iterative data review and adjustment
to data gathering execution

Figure 3 - BCG eScan Approach and Methodology

Analysis and

Final Report

* Analyze survey data

* Compare survey
data with baseline

* Determine
preliminary findings
and
recommendations

* Share preliminary
findings with
professional
associations,
industry groups, and
other stakeholders

« Validate preliminary
findings and
recommendations

* Issue final report

N

In this section we provide an initial project schedule by project phase according to BCG’s

approach and methodology according to the specifications in Section 3.5 of PRDoH’s

RFP. The critical path is shown in yellow shading, while the resource names correspond

to the initials for each role in Figure 4..
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WBS Duration Task Name Start Date Date Resource Names
1 20 days | Planning 2-Oct-23 27-Oct-23
1.1 4 days | Project Launch 2-Oct-23 6-Oct-23
1.1.1 0.5 days | Project kickoff meeting 2-Oct-23 2-Oct-23 | BCG Team,PRDoH
Team
1.1.2 0.5 days | Identify key project stakeholders 2-Oct-23 2-Oct-23 | PM
1.1.3 0.5 days | Validate key project assumptions 3-Oct-23 3-Oct-23 | PM,PD
1.14 0.5 days | Perform housekeep