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“Now we just have to sit back 
and wait for the Fed to bail us 

out.”

Drivers of dysfunction in US health care system
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Strategies to address health care challenges in the U.S.
• Insurance reform (e.g., ACA, 

Medicaid expansion)

• Payment model reform (e.g., 
BPCI)

• Technology (e.g., EHR, 
telehealth)

• Consolidation

• Increased regulation
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Physician Burnout

Sources: (1) Verret, CORR, 2020. (2) Hans, Ann Intern Med, 2019. (3) Elkuli, Ann Surg, 2020.  

Premature Retirement

Decreased Cognitive 
Function

Costing $4.6B annually

Suicide

Emotional 
Exhaustion Depersonalization Personal 

Accomplishment

Maslach Burnout Inventory domain scores by training level
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Burnout is typically framed as a chronic stress response

Resilience interventions 
show 

little meaningful impact on 
burnout prevalence…

These fail to address the true 
root causes 
of burnout

Sources: (1) AHRQ Physician Burnout
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Burnout is better understood as system-level moral injury

Sources: (1) Kane, Medscape, 2020. (2) Hartzband, NEJM, 2020.

Physicians experience 
constant moral injury…

Due to the systematic 
misalignment of the burden 

vs purpose of their work

Evidence shows…
Extrinsically motivated 

tasks interfere with 
meaningful 

intrinsic motivators
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The Problem: We’ve Lost Sight of the Goal“Delivering high value for patients is the central goal of 
every health care organization”

Patient-
Centered

Outcomes of 
Care

Cost to 
Achieve 

Outcomes
VALUE

Health outcomes that matter to patients 
Costs of delivering those outcomesValue =

Challenge: Design a Strategy That Delivers Unique and 
Improving Value to Patients
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Combatting burnout requires system-level solutions

Sources: (1) Teisberg, Acad Med, 2020

5-Stage VBHC Implementation Framework

Align clinical work 
with patient goals

~
Facilitate relationship-

centered care
~

Minimize moral injury

Aims
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1. Understand the Shared Health Needs of Patients

Sources: (1) Teisberg, Acad Med, 2020

• Care structured around 
physician specialty

• Confusing, disjointed 
care for patients

• Unpredictable referrals & 
redundant tasks for 
providers

Current State

• Care organized by patient 
needs

• Coordinated, centralized 
care for patients

• Improved referral quality 
& collaboration for 
clinicians

Value-Based State
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Primary Care 
Provider

Hospitals

Mental
 Health

PT/OT
Chiropractor
Dietician

Orthopaedic
Surgeons

Imaging 
Centers

Current Model 
Organize by Specialty and Discrete Service

Nutrition Social 
Work

Behavioral 
Health

Risk
Modification

Medication
Management

Core Care 
Team

Shared 
Resources

Pain 
Management

Associate 
Provider

Physical 
Therapist

Care 
Coordinator

Physician

2. Design a Comprehensive MSK Program… to combat burnout

Surgeons lack time & expertise to 
address psychosocial factors
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3. Integrate Learning Teams… to combat burnout

Reduced referral 
burden

Enhanced care 
coordination

Flattened hierarchies

Improved Retention
Interdisciplinary 

learning

Strong team culture

Sharing patients and space has enormous benefits

Sources: (1) Teisberg, Acad Med, 2020 (2) Rosen, Am Psychol, 2018
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‘Downstreaming’ Care
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• Mastery
• Autonomy
• Purpose

What Motivates Professionals?
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Measure health from the patient’s perspective

Traditional measures (e.g., process, wRVU’s, complications, 
readmissions):

Missing patient voice
Increased reporting burden

Value-based outcomes measures (e.g., PROMs):

Workload aligned with patient goals

Sources: (1) Teisberg, Acad Med, 2020 (2) www.ICHOM.org/mission/
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What do we measure today?
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Saleh, Bozic, et al.  JBJS 2013

Structural Process Experience
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PATIENT REPORTED Outcomes (PROs)
Report of a Patient’s Health Status that comes directly from the patient

Physical 
Functioning

General 
Health Mental 

Health

Social 
Functioning

Energy-
fatigue

Bodily 
Pain

Role limitations 
due to physical 
and emotional 

problems

Health Related 
Quality of Life

What Outcomes Matter to Patients?
“Wouldn’t 

information about a 
person’s pain levels 
and mobility be a 
better measure of 

health care quality 
than knowing the 

average number of 
minutes that a 

doctor spends with 
their patients?”
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Distinctions Between PRO, PROM, and PRO-PM

Source: National Quality Forum. “Patient-reported outcomes (PROs) in performance measurement”, January 10, 2013

Concept Patients with Clinical Depression

PRO 
Patient-reported outcome

Symptom: Depression

PROM
Instrument, tool, single-item 
measure

PHQ-9, a standardized tool to assess Depression

PRO-PM
PRO-based performance 
measure

Percentage of patients with diagnosis of Major 
Depression or Dysthymia and initial PHQ-9 score 
>9 with a follow-up PHQ-9 score <5 at 6 months
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The Power of PROMs
Tracking, Monitoring, 
Visualization

Screening and 
Diagnosis

Decision Support

Segmentation

Performance 
Measurement 

We systematically and longitudinally track, monitor and visualize 
PROs with our teams and with patients 

We use psychological PROs e.g. PHQ-2, as a measure for screening 
and diagnosis of depression

We combine PROs with clinical data to trigger referrals and 
support SDM using predictive analytics

We use activation measures e.g. PAM-10 to segment patients into 
low / high activated individuals triggering psychosocial and 

nutritional support 
We use standardized measurement sets for our populations and 

time frames for assessment. These measures require risk 
adjustment. 
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Shared Decision Making
Clinician Patient

Shared Decision 
Making
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Decision Aids
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Personalized Shared Decision Making
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PROMs in Clinical Decision Making
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Using PROs to Inform Appropriateness of Surgery
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Predictive Analytic 

Modeling

Education Personal 
Forecasting+
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Patient tests knowledge 
and completes 

Preferences Module

Patient learns about 
condition using 

Education Module

Patient checks in & 
completes PROMs and 

intake forms

Patient receives 
Personalized Report from 

Forecasting Module

Algorithm calculates 
Risk:Benefit Profile for 

Surgery

Personalized prediction for decision support and shared decision-making

An A.I-enabled 
Patient Decision Aid 
for Musculoskeletal 

Care

Jayakumar P, Bozic K. Co-development with OM1 Company, Boston, USA
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Personalized Forecasting
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ClinicalTrials.gov Identifier: NCT03956004

Intervention group 
showed improved 
Decision Quality, 
Level of Shared 

Decision Making, 
Patient Satisfaction, 

and Capability. 
 

Jayakumar P, Moore MG, Furlough KA, Uhler LM, Andrawis JP, Koenig KM, Aksan N, Rathouz PJ, Bozic KJ.Bozic K., JAMA 
Netw Open. 2021;4(2):e2037107. 

about:blank
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Phase II
Population level uses 

such as shared 
decision making

Phase III 
Accountability for 

outcomes

Phase I
Initial integration into 
practice workflow and 

culture

Pathway to Integrating PROMs into Practice
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Most Important Reason to Measure Outcomes?
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$

$
$

$
$
$

• Fee for service or 
capitation are 
most common 
− FFS: pay per 

procedure
− Capitation: pay 

per head per time 
period

• Neither is aligned 
with value

Current State
• Bundled payments 

incentivize outcomes 
and lower costs
− Pay per care cycle, 

by condition
− Risk-adjusted
− Contingent on 

outcomes
• Providers rewarded 

for  innovative, 
high-value care

Shift to VBHC

5. Expand Partnerships – with Payers and Employers
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Payment Model Rewards Innovation
36

Miller H D Health Aff 2009;28:1418-1428
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TJR Bundles Drive Care Coordination Across Acute, Post-
Acute Settings

37
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Key Results

• 1.6% reduction in episode spending

• Lower inpatient and post-acute care spend
 
• Reduced ALOS and readmissions 

• Increased discharge to home/self-care

• Increased case complexity
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What’s missing from procedure-based bundles?
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Moving Upstream from Procedure-Based Bundles

Care pathway focused on improvement of patient outcomes 

Start of 
hip or 
knee OA 
care

Hip or Knee OA Care Management

TimeFirst E&M visit 
with a specialist 

for hip or knee 
OA trigger the 

non-surgical 
case rate Condition case rate

Evaluation and Management, Exam Room 
Procedures, Diagnostic Ancillaries, Support 

Services¹, Treatment Ancillaries,
Patient Education²

Surgical case rate
Pre-operative care, surgery, post-

acute care
Graduate 
from the 
Episode 

care

Last E&M visit with a specialist 
for hip or knee OA  before 

surgery trigger a SEPARATE 
surgical case rate

Up to 12 months episode 
of care for non-surgical 

care

Up to 4 months episode 
of care for surgical care

1. Support Services include DME, immunization/vaccine, etc. (only will be given if it is necessary); 
2. Patient education includes service & materials fees, patient’s history, registration, education, etc.
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TJR Bundles

41

Arthritis Bundles

Payment Model Drives Delivery System Reform
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Slide courtesy of Mark McClellan, MD, PhD
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https://utexas.app.box.com/s/tb273wstcp6mtad5hpq3oev0lmlgcb6r
 

https://utexas.app.box.com/s/tb273wstcp6mtad5hpq3oev0lmlgcb6r
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Summary: Why is VBHC Better for Patients AND Physicians?

• Incentive to redesign care delivery model

• Payment model rewards innovation

• Access to measurement tools

• Puts physicians back in leadership roles
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•  "Change has a considerable psychological impact on the human mind. 

• To the fearful, it is threatening, because it means that things may get 

worse. 

• To the hopeful, it is encouraging, because things may get better. 

• To the confident, it is inspiring, because the challenge exists to make 

things better.” 

– King Whitney, Jr. WSJ, June 7, 1967

Leadership Opportunity
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Take a behind-the-scenes look at our 
Musculoskeletal Institute, a one-stop-

shop for high value musculoskeletal care

REGISTER TODAY!

UT Health Austin Musculoskeletal 
Institute VBHC Immersion 

Program

Thank You!!@KevinBozic, @DellMedSchool, @UTHealthAustin

December 7-8, 2023 in Austin, TX


