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This document guides the Practice Facilitator through coaching the Opioid Improvement Team during the two month Prepare & Launch Stage of the Six Building Blocks Program. The objectives of this stage are to commit to the program, orient the Opioid Improvement Team and the clinic to the Six Building Blocks, prepare for the work ahead by assessing baseline status, and launch the program. The work takes place during the following Prepare and Launch Meetings. To keep track of the baseline assessment, we suggest you take notes in this document. To track your progress through this and future stages, we created a coaching log.

Prepare & Launch process
Introduce program to all providers and staff
&
Gather feedback to inform work
Plan the Kickoff Event
&
Assess status in the last 3 Building Blocks
Introduce program to team
&
Assess status in the first 3 Building Blocks
Learn more 
& 
Commit to the program



[bookmark: _☐_Leadership_commitment]
2-3 Months
Prepare for the Kickoff Event
&
Continue to fine-tune data to present at the Kickoff Event
Gather data and stories about patients
&
Learn about existing patient resources and what happens during patient visits
Identify team
&
Learn about existing policy, agreement, workflow, and tracking and monitoring resources

[bookmark: _GoBack]Leadership commitment meeting
Time
1 hour
Objectives
Introduce the Six Building Blocks Program to the organization leadership so they may determine if they want to commit to participating. If they do, introduce next steps.
Resources used
Introduction to the Six Building Blocks PowerPoint
JABFM article about the development of the Six Building Blocks
Partnership Commitment Letter
Six Building Blocks Self-Assessment
Pre-meeting 1 Worksheet
Agenda
Orientation to Six Building Blocks Program 
What you need to be successful
Are you ready to commit?
Review Partnership Commitment Letter 
Introduce pre-meeting 1 work 

Milestone aims
By the end of this meeting, you should have:
☐ Reviewed what was needed to participate and made a leadership commitment

END of Leadership commitment meeting
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Pre-meeting 1 preparatory work
Objective
Prepare for the first Opioid Improvement Team meeting.
What’s going on during this step
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Practice Facilitator
☐ Connect with the site project manager to schedule Prepare & Launch meetings and gather their materials
☐ Fill in the Meeting 1 section of the Prepare & Launch Guide based on the materials given by the site
☐ Review the shared clinic policy & agreement and prepare general feedback in the following areas: a) content compared to models, b) does it contain extraneous info (i.e., workflows)
☐ Use the Practice Facilitator Log to track scheduled meetings, team, and progress

Site
☐ Identify Opioid Improvement Team
☐ Complete the Six Building Blocks self-assessment with the team, considering the status of the organization two months ago (to ensure it represents pre-Six Building Blocks status)
☐ Schedule meetings with the Practice Facilitator
☐ Gather policies, agreements, workflows, and tracking and monitoring resources
☐ Review and sign the Partnership Commitment Letter

Resources used
Practice Facilitator Log
Prepare & Launch Guide
Six Building Blocks Self-Assessment
Pre-Meeting 1 Worksheet
Model policy & model agreement
Milestone aims
By the end of this step, you should have:
☐ Designated an improvement team
☐ Protected time for improvement team to meet


END of pre-meeting 1 work

First Opioid Improvement Team meeting
Time
1-1.5 hours
Objectives
Orient the Opioid Improvement Team to the Six Building Blocks Program, start early Kickoff Event planning, and assessing the status of the first three Building Blocks.
Resources used
Introduction to the Six Building Blocks PowerPoint
Six Building Blocks Milestones
Pre-meeting 2 Worksheet
Agenda
1. Introductions
Six Building Blocks Program orientation (PowerPoint)
a. Introduction to the Six Building Blocks
b. Steps to implementation
Kickoff Event: setting a date and inviting all providers and staff
Assessing baseline status in first 3 Building Blocks
c. Leadership and Consensus
d. Policies, Patient Agreements, and Workflows
e. Tracking and Monitoring
Review next assignment (Pre-meeting 2 Worksheet)

Milestone aims
By the end of this meeting, you should have:
☐ Completed the Six Building Blocks Assessment as a team
☐ Begun identifying your project aims
☐ Located and assessed use of existing policies, agreement, and workflows
☐ Identified any existing tracking & monitoring resources


Six Building Blocks orientation
Orient the Opioid Improvement Team to the Six Building Blocks Program. See the example presentation on the website,  www.improvingopioidcare.org for a guide.
Leadership and Consensus
Team
(Copy-paste table from pre-meeting 1 worksheet)
Objectives
Better understand where the gaps and strengths are in the organization’s current approach to care of patients on chronic opioid therapy.
Reflect on why they are participating and begin to identify their program aims.
Activities
Discuss:
What do you think is going well in your organization in regards to patients on chronic opioid therapy? Why?
What do you think are areas of challenge? What contributes to these struggles?
What do you and your clinic hope to achieve through the Six Building Blocks Program?
Review the following Six Building Blocks suggested milestones and decide what your team wants to do during the Design and Implement stage.
Leadership & consensus milestones
☐ Protect time for improvement team to meet and work
☐ Regularly emphasize project importance and solicit feedback during staff & clinician meetings
☐ Offer clinical education opportunities


Policies, Patient Agreements, and Workflows
Objectives
Develop a common understanding of what current policy, patient agreement, and workflow documents exist, the extent of their use, and opportunities for improvement. 
Identify relevant milestones they want to achieve during the Design and Implement stage. 
NOTE:  If the organization is hankering to get started with revisions early, direct them to the model policy and model patient agreement.
Existing documents
During the pre-meeting 1 work, the Opioid Improvement Team hopefully located and compiled any existing opioid policies, patient agreements, or workflows. Complete the table below to record what they found. The first row shows an example.
	Type of document
	Name of document
	Date of last update
	Extent of use 
	Opportunities for aligning with guidelines and each other. Practice Facilitator should compare to Six Building Blocks models to complete this column.

	Policy
	
	
	
	

	Patient agreement
	
	
	
	

	Workflow
	
	
	
	



Activities
Discuss the following and use the discussion to complete the above table.
Have you recently reviewed these?
How were they developed? 
Are they in alignment with any guidelines? 
Do they support one another?
Review the following Six Building Blocks suggested milestones and decide what you want to accomplish during the Design and Implement stage.
Policies, patient agreements, & workflows milestones
☐ Policy revised to align with evidence-based guidelines (e.g., CDC, AMDG)
☐ Patient agreement revised to support revised policy and educate patients about risks
☐ Workflows written to support policies
☐ Training conducted on policies, agreement, workflows, and supporting EHR templates

Tracking and Monitoring
Objectives
Develop a common understanding of the current practices and capacity around tracking and monitoring. 
Identify relevant milestones they want to achieve during the Design and Implement stage. 
Create a plan for identifying information about patients on long-term opioid therapy to share at the Kickoff Event.
Activities
Discuss existing capacity to track and monitor patients on long-term opioid therapy, including:
What is the EHR?
Is there a person in the clinic who tracks and monitors quality metrics or registries?
Is there a flowsheet or template that guides pain appointments? If yes, is it used across the organization?
Are reports run on long-term opioid therapy patients? If yes, what is in the reports? What is their purpose? If no, is there capacity to produce reports (e.g., through an EHR query, proprietary software, manual tracking, etc.)?
Is there a place in the EHR to enter MED? Is it a discrete field that can be queried?
What about date patient agreement assigned?
Determine who in the organization is signed up for the state prescription monitoring database, including designees.
Decide on next steps to identify patients on long-term opioid therapy for the Kickoff Event presentation. Review the resources Pre-meeting 2 Worksheet and Approaches to Identifying Patients for suggested approaches.
Review the following Six Building Blocks suggested milestones and decide what they want to accomplish during the Design and Implement stage.
Tracking & monitoring patient care milestones
☐ Patients on long-term opioid therapy identified
☐ All clinicians signed up for the prescription monitoring program
☐ Calculating MED consistently is possible and easy for clinicians and staff
☐ Can see a dashboard of key measures for all patients on long-term opioid therapy

NOTE: If the site is ready and interested, refer them to the Data to Consider Tracking document and the Purposes to Tracking & Monitoring document.


Review the pre-meeting 2 assignment
Objectives
To make sure the Opioid Improvement Team understands how to do the pre-meeting 2 work.

END of First Opioid Improvement Team meeting


Pre-meeting 2 preparatory work
Objective
Prepare for the second Opioid Improvement Team meeting.
What’s going on during this step

Practice Facilitator
☐ Connect with the site project manager to gather their materials and information
☐ Fill in the Meeting 2 section of the Prepare & Launch Guide based on the materials given by the site
☐ Review the shared data and prepare general feedback on what might be shared during the Kickoff Event
☐ Use the Practice Facilitator Log to track scheduled meetings, team, and progress
Site
☐ Gather patient education materials and information about resources for complex patients
☐ Invite clinicians and staff to kickoff event
☐ Gather data and stories about patients on chronic opioid therapy
Resources used
Practice Facilitator
Prepare & Launch Workbook
Practice Facilitator Log
Site
Pre-meeting 2 worksheet
How to pull MEDs from the PMP
Tracking and monitoring example spreadsheet
Approaches to identifying patients on chronic opioids
Data to consider tracking
List of opioid names
List of sedative names
Milestone aims
By the end of this step, you should have:
☐ Located existing patient education/support resources
☐ Investigated what currently happens during patient visits and refill requests
☐ Located existing resources for complex patients (e.g., mental health, addiction services, etc.)
☐ Produced any possible baseline prescribing data reports
☐ Identified stories to present at Kickoff Event
END of pre-meeting 2 work

Second Opioid Improvement Team meeting
Time
1 – 1.5 hours
Objectives
Plan the Kickoff Event and complete baseline assessment.
Agenda
1. Measuring success
1. Review what you learned about baseline data during your pre-meeting work
1. Review potential success metrics
Planning the Kickoff Event
c. Content development
d. Practical preparation
Assessing baseline status, continued
e. Planned, Patient-Centered Visits
f. Complex Patients

Resources used
Success metrics


Measuring Success
Objectives
Review what baseline data is currently available.
Develop a common understanding of the strengths and weaknesses of the organization’s current capacity to measure success. 
Help the organization identify useful data and stories to share at the Kickoff Event.
Activities
Discuss the results of trying to gather data and brainstorm through challenges.
Determine if they had success identifying stories to share that exemplify why the project is important. 
Distribute the Measuring Success Metrics document to begin considering what is a feasible measure of success. Let them know they will select a measure at the first Action Plan Meeting.
If there has not been time to review the Six Building Blocks Milestones during the Prepare and Launch meetings, distribute them now and ask them to think through the milestones they want to achieve through the project.
NOTE: sometimes a site cannot identify their patients ahead of the Kickoff Event and this is okay. This is part of the story they can tell at the Kickoff as to why the project is important. Instead, consider what data is possible to share. For instance, using the simple tally form on pre-meeting worksheet 2 to track a measure of interest over the course of two weeks (e.g., early refill calls).


Planning the Kickoff Event
The Kickoff Event includes two meetings:
1. Kickoff meeting: A 1.5 to 2-hour meeting for all staff and clinicians to come together to share their ideas and concerns regarding opioid management in the clinic, and to build enthusiasm for the 6 Building Blocks Program. This meeting is essential to the program’s success.
1. Team action plan meeting: A 1.5 to 2-hour opioid improvement team meeting to develop a plan for the next three months of work.
Objectives
Plan the Kickoff Event
Activities
Review the purpose and activities of the Kickoff Event with the team.
Ask them to prepare a presentation about why the Six Building Blocks Program is important. These slides should include data and stories.
Edit and complete the below Kickoff Event Agenda template, including how much time the clinic needs for their presentation and who will give the presentation.
Confirm that providers and staff have been invited to the Kickoff Event and that space is reserved.
Request that a computer, slide projector, and screen will be available.
Determine if they want to provide food and/or beverages.
Determine what Six Building Blocks resources they want to share during the Kickoff Event. Common resources to include are:
One-page description of the Six Building Blocks
CDC patient education handout
VA Tapering guidelines
Tips for difficult conversations: providers & staff
Clinical education resources handout
PMP registration information

Kickoff Event agenda 
(For a 1.5 hour meeting; if longer, add time to the small group activities -#3,#4.)
	Topic
	Person
	Time

	Overview of the 6 Building Blocks Program
	6 Building Blocks team member
	25 minutes

	Why is the 6 Building Blocks Program important to leadership and the organization? Include key baseline assessment learnings, data, and stories.
	Clinic member (e.g., Champion)
	15 minutes

	Small group activity: baseline self-assessment
	Practice Facilitator
	25 minutes

	Self-assessment reflection and feedback
	Practice Facilitator
	20 minutes

	Program next steps and how you can help (complete site visit survey)
	6 Building Blocks team member
	5 minutes


Planned, Patient-Centered Visits
Objectives
Develop a common understanding of what currently happens during pain visits across the organization.
Identify relevant milestones you want to achieve during the Design and Implement stage. 
Activities
Discuss: 
The resources currently used to educate patients about the risks of chronic opioid use.
Current processes that occur before and during pain visits and refill requests. 
Existing assessment tools in use (see below list) and suggested by Six Building Blocks on the assessment tools tab on the website.
☐ Calculation of morphine equivalent dosing
☐ Patient function (e.g., PEG)
☐ Risk for opioid dependence and addiction (e.g., ORT)
☐ Opioid misuse (e.g., COMM)
☐ Anxiety, depression (e.g., PHQ, GAD-7)
☐ PTSD (PC-PTSD)
☐ Sleep apnea (STOPBang)
☐ Fibromyalgia (Patient-self-report survey)
☐ Urine drug testing
☐ Checks of the state prescription monitoring program
☐ Patient agreement
Review the following Six Building Blocks suggested milestones and decide what you want to accomplish during the Design and Implement stage.
Planned, patient-centered visits milestones
☐ Using data for pre-visit planning
☐ Using data to monitor high-risk patients and clinical variation
☐ EHR pain visit templates in place to cover key elements of the pain visit as outlined in the revised policy
☐ Standardized pre-visit planning and pain visits in use
☐ Patients receiving education on chronic pain management and opioid risks
☐ Training offered to staff and clinicians in patient engagement (e.g., difficult conversations, motivational interviewing)
☐ Alternatives to opioids integrated into care processes



Complex Patients
Objectives
Develop a common understanding about the resources currently available for patients with complex issues, such as opioid dependence, addiction, or mental health concerns such as depression, anxiety, and PTSD.
Activities
Discuss:
Existing resources in the organization and community for patients with opioid dependence, addiction, or mental health concerns such as depression, anxiety, and PTSD.
Barriers that prevent patients from accessing the above resources.
Review the following Six Building Blocks suggested milestones and decide what you want to accomplish during the Design and Implement stage.
Caring for complex patients milestones
☐ Tools selected and in use to identify complex patients, such as those at high risk (e.g., PTSD) or those with OUD
☐ Clear referral pathways in place for complex patient resources

END of Second Opioid Improvement Team meeting



Pre-Kickoff Event preparatory work
Objective
Prepare for the Kickoff Event.
What’s going on during this step

Practice Facilitator
☐ Makes copies of resources to share during the Kickoff Event, as decided.
☐ Makes copies of Six Building Blocks Self-Assessment for the small group activity and the Kickoff Event survey. Collects pens to use in these activities.
☐ Updates the presentation with data relevant to the organization. Send the presentation to the site to load onto the computer. Also put the presentation onto a USB drive as a back-up.

Site
☐ Arranges for food and beverages, as decided
☐ Confirms room reservation and arranges for appropriate technology (laptop, screen, projector) and room set-up (conducive to small-group activity)
☐ Makes any last-minute adjustments to the data that will be presented during the Kickoff Event.
☐ Creates PowerPoint slides that tell the story of why the project is important with baseline data and stories to support that message.
☐ Adds clinician champion’s slides to the Kickoff Event slides

Resources used
Kickoff Event slides
Self-Assessment
Kickoff Event survey
Six Building Blocks resources, as decided



Kickoff Event for clinicians and staff	
Objectives
Orient clinicians and staff to the Six Building Blocks, share ideas and concerns regarding opioid management, and build enthusiasm for the Six Building Blocks Program. After meeting with all clinicians and staff during the Kickoff Meeting, start the Design & Implement stage by meeting with the Opioid Improvement Team for the first Action Plan Meeting.
Who should attend
All clinicians and staff, including front desk. 
Agenda
1. Overview of 6 Building Blocks Program
1. Why is the 6 Building Blocks Program important to the leadership and organization? Include key baseline assessment learnings (data and stories)
1. Clinic-wide baseline 6 Building Blocks assessment small group activity
1. Next steps and your role
1. Hand in site visit survey before exiting

Resources used
Kickoff Event PowerPoint
Six Building Blocks Self-Assessment
Site visit survey
Six Building Blocks resources, as decided
Milestone aims
By the end of this step, you should have:
☐ Hosted a kick-off event with all clinicians and staff, during which feedback was gathered
☐ Completed assessing baseline status of Six Building Blocks

NEXT UP: Action plan development meeting (Opioid Improvement Team)
This is the start of the Design & Implement stage. See the Design & Implement Guide.

End of Prepare & Launch stage

Leadership commitment meeting


Second team meeting


Kickoff Event


First team meeting


Prepatory work


Prepatory work


Prepatory work
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