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Presented By

Colleen Gianatasio, MHS, CPC, CPCO, CRC, CDEO, CPC-P, CPMA, CPPM, CCS, CCDS-O, has over 20 
years of experience in the health insurance field. She has experience in customer service, claims, 
quality, and coding. As director of clinical documentation integrity and coding compliance, 
Gianatasio’s primary responsibilities are provider engagement and clinical documentation integrity 
for accurate coding and reimbursement. She specializes in developing innovative coding curricula 
and instructions to comply with federal guidelines and the appropriate reimbursement processes. 
She is a certified AAPC instructor and enjoys teaching a variety of coding, documentation, and 
auditing classes. Gianatasio serves as president of the AAPC National Advisory Board and has built 
and overseen several successful outpatient CDI programs at the local and national level, as well as 
on the payer and provider side. She has been speaking for AAPC and RISE since 2015 and has also 
spoken for ACDIS Outpatient Symposium, Strategic Solutions, and BRI network.
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Learning Outcomes

• At the completion of this educational activity, the learner will be able to:

– Identify the need for outpatient CDI at their organization

– Identify the components of building an outpatient CDI program

– Evaluate hiring needs

– Develop provider engagement best practices

– Detect provider engagement pitfalls before they jeopardize the success of a program
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What are the 3 easy steps to establishing your program? 

1. Decide your “why”

2. Choose your team wisely 

3. Excel at provider engagement 
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Step 1: Decide Your “Why”



6

What Made Us Consider An Outpatient CDI Program?

• Reduced audit risk

• More actionable data

• Fewer administrative burdens 

• Improved physician engagement

• Better patient experiences/outcomes



7

What Are The Challenges?

• Volume of outpatient visits

• Doctors don’t have time 

• Shifting reimbursement 

methodologies 

• Changing guidelines and regulations  

• New or established program

• Organization size and direction 

• Experience of team 
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What Are The CMS Requirements?

Legible Complete Clear

Consistent Reliable Timely

“CMS Manual System - Centers for Medicare & Medicaid Services.” CMS.Gov, Center for Medicare and Medicaid Services , www.cms.gov/Regulations-and-Guidance/Guidance/Transmittals/Downloads/R47SOMA.pdf. Accessed 10 Nov. 2023. 
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Step 2: Choose Your Team Wisely
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What Did We Look For When Selecting Our Team?

• Knowledge of coding concepts and guidelines 

• Clinical knowledge 

• Payment methodology knowledge

• Excellent communication skills 

• Soft skills 
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How Did We Train Our Team?

• Come prepared

• Know your audience 

• Research as needed

• Establish an agreed upon escalation policy

• Continually educate – use multiple approaches 
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Step 3: Excel At Provider Engagement
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What Were The Barriers?

• People

• Process

• Technology 
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When To Query 

• Conflicting 

• Incomplete 

• Ambiguous

• Inconsistent 
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When Not To Query 

• Queries are not necessary for every discrepancy or unaddressed 

documentation issue in accordance with an organization’s policy and 

procedure. 

• Do not query if the provider cannot offer clarification based on the present 

health record documentation. 

• Do not query when there is sufficient documentation to assign a valid code but 

no indicators that the code can be specified to a higher degree. Queries should 

only be generated when the clinical data (present and relative historical data) 

fully supports the answer choice(s).

• https://acdis.org/resources/guidelines-achieving-compliant-query-practice%E2%80%942022-update
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How To Query 

• Open-ended 

• Multiple choice 

• Yes/No

• Verbal
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How To Set Up A Query 

• Patient identifiers

• Date of query 

• Query

• Relevant clinical indicators

• CDI specialist name and contact information 
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What Oversight Is Needed?

• Was the query necessary? 

• Was the query compliant? If not, why? 

• Were there missed opportunities for queries?
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How To Set Provider Expectations 

• What to expect

• Query process overview

• Continuous feedback loops
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How Do You Establish Better Provider Engagement?

• Respect

• Preparation

• Flexible and innovative approaches 



21

Additional Keys To Provider Engagement 

VENDOR DUE-
DILIGENCE

AWARENESS OF 
PHYSICIAN 
PRESSURE 

SENSITIVITY TO 
ALERT FATIGUE 

PHYSICIAN 
CHAMPION

      Gianatasio, Colleen, Implementing an Outpatient CDI Program, 2023
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How Do We Measure Success? 

Query Date CDI 
Specialist 

Provider Focus Area Provider
Response/ 
Date

Provider 
Agreement 
Y/N

Financial 
Impact 

Notes 

Total Number of 
Encounters

Total Number of 
Patients

Total Number of 
Queries

Total Number of 
Agreed 

Financial Impact
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Questions & Answers

To Submit a Question: Go to the chat pod located in the lower left corner of 

your screen. Type your question in the text box, then click on the “Send” button.

Colleen Gianatasio, MHS, CPC, CPCO, CRC, CDEO, CPC-P, CPMA, CPPM, CCS, CCDS-O
Director, Clinical Documentation Integrity and Coding Compliance 

CDPHP
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Thank you for attending!

Continuing education credits are available for this program. 

Please visit the materials download page for the CE information, which includes a list of 

the credits available, their expiration dates, and the link to the program evaluation. 

You must complete the evaluation within 14 days of the live program date in 

order to receive your credits or a general certificate of attendance:

http://events.hcpro.com/materialspub.cgi?YHHA122023A  

We kindly request that this link be forwarded to everyone 

in your group who attended the program.

http://events.hcpro.com/materialspub.cgi?YHHA113023A
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This concludes today’s program. 

For more information on programs HCPro offers please visit our website at:  www.hcmarketplace.com

http://www.hcmarketplace.com/
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Copyright Information

• Copyright ©2023 HCPro LLC and the associated program speaker(s).

• The “Three Easy Steps to a Successful Outpatient CDI Program” webinar materials package is published by HCPro LLC. 

• Attendance at the webinar is restricted to employees, consultants, and members of the medical staff of the Licensee. The webinar materials are intended solely for use in conjunction with the 

associated HCPro webinar. The Licensee may make copies of these materials for internal use by attendees of the webinar only. All such copies must bear the following legend: Dissemination 

of any information in these materials or the webinar to any party other than the Licensee or its employees is strictly prohibited.

• In our materials, we strive to provide our audience with useful and timely information. The live webinar will follow the enclosed agenda. Occasionally, our speakers will refer to the enclosed 

materials. We have noticed that non-HCPro webinar materials often follow the speakers’ presentations bullet by bullet and page by page. However, because our presentations are less rigid and 

rely more on speaker interaction, we do not include each speaker’s entire presentation. The enclosed materials contain helpful resources, forms, crosswalks, policies, charts, and graphs. We 

hope that you will find this information useful in the future.

• Although every precaution has been taken in the preparation of these materials, the publisher and speaker assume no responsibility for errors or omissions, or for damages resulting from the 

use of the information contained herein. Advice given is general, and attendees and readers of the materials should consult professional counsel for specific legal, ethical, or clinical questions.

• HCPro is not affiliated in any way with The Joint Commission, which owns the JCAHO and Joint Commission trademarks; the Accreditation Council for Graduate Medical Education, which 

owns the ACGME trademark; or the Accreditation Association for Ambulatory Health Care (AAAHC).

• Magnet, Magnet Recognition Program, and ANCC Magnet Recognition are trademarks of the American Nurses Credentialing Center (ANCC). The products and services of DecisionHealth

are neither sponsored nor endorsed by the ANCC. The acronym MRP is not a trademark of DecisionHealth or its parent company.

• Current Procedural Terminology (CPT) is Copyright ©2020 American Medical Association (AMA). All rights reserved. No fee schedules, basic units, relative values, or related listings are 

included in CPT. The AMA assumes no liability for the data contained herein. Applicable FARS/DFARS restrictions apply to government use.

• For more information, please contact us at: 

HCPro LLC, 233 N. Michigan Ave., 21st Floor | Chicago, IL 60601-5809 

Phone: 800-650-6787   Email: customerservice@hcpro.com Website: www.hcpro.com

mailto:customerservice@hcpro.com
http://www.hcpro.com/
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