DEPARTMENT OF THE ARMY
OFFICE OF THE SURGEON GENERAL
5109 LEESBURG PIKE
FALLS CHURCH VA 22041-3258

DASG-HSZ 30 October 2003

MEMORANDUM THRU Commanders, Regional Medical Commands
FOR Commanders, MEDCENs and MEDDACs

SUBJECT: Industry Based Workload Alignment (IBWA)

1. The Industry Based Workload Alignment System (IBWA) is an Office of the Assistant
Secretary of Defense (Health Affairs) mandated initiative designed to capture inpatient
workload in a process similar to our civilian counterparts. This initiative changes how
clinical information for professional inpatient services is collected and reported. Originally
directed in 1998, the three Services have been slow to implement this process. This year
a tri-Services tiger team was created to oversee testing and implementation with a
mandatory timeline of 31 December 2003 for Military Health System wide implementation.

2. Between the months of January and September of this year, the system has undergone
final review and Alpha testing, which both took longer than initially anticipated. Admittedly,
we did a poor job of informing you of the impending deployment; however, the reality is
that a good faith attempt to fully deploy this system must be undertaken by all facilities,
both CONUS and OCONUS. COL Doreen Lounsbery discussed the IBWA requirement
with your DCCSs at this month’s VTC in early October, and LTC Van Coots followed up
with email communication with them and will discuss at their 4 November VTC. PASBA
has been discussing this with your coders. | do not expect 100% perfect data collection
with the initial implementation; but | do expect each facility to do their best to utilize the
system in the specified timeline. The current deployment plan (enclosure 1) has been
developed taking into account shared CHCS hosts with the Navy and the Air Force, and
has been modified in some instances due to JCAHO surveys and problems with the
interface between CHCSII and IBWA.

3. Realizing that this system will have an impact on the way we do business, we have
attempted to develop the best method for implementing the system, utilizing coders, and
minimizing the direct impact on our providers. Based on the Centers for Medicare-
Medicaid Services’ guidelines as verified by the Unified Biostatistical Utility (UBU), there is
a requirement that an attending physician write a note on each inpatient, each day, in
order for that workload to be counted. For facilities with no Graduate Medical Education,
this simply means that the attending will have to write a brief note on each patient
articulating any treatment modalities or procedures performed during rounds that day.
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For facilities with interns, residents, and fellows, the attending will still have to write a note;
however, the note can reference the trainee’s history, physical, assessment, and plan.
The attending can no longer simply write “agree with plan” and then sign the chart. The
system will generate an electronic daily round (RNDS) that will have to be appropriately
coded.

4. There are several options for ensuring the smooth deployment of this system and in
minimizing the initial impact on both the providers and the coders. The system is designed
to send a message to the desktop of each attending notifying him/her of an uncoded
round. The provider then accesses the ADM module, similar to what is already done on
outpatients through KG-ADS, and manually codes the encounter. An alternative that we
highly recommend is the use of the superbill (examples at enclosure 2) by the providers.
By using the superbill, the provider can quickly check off the appropriate E&M code for the
day’s round, and the coder can then match the superbill to the day’s record of care and
appropriately code the encounter; thus, saving the provider that extra administrative step.
Your facilities may phase IBWA into full use by starting with one or two clinical services
first and then transitioning to all clinical services within 60 days of their implementation
date. A detailed milestone plan should be provided to me through LTC Coots. This will
show our good faith in attempting to field a viable workload collection system, while at the
same time minimizing the impact on your facilities.

5. The point of contact for the Army IBWA is LTC Van Coots, Health Policy and Services
Directorate, DSN 761-0102, COMM 703-681-0102, or e-mail
norvell.coots @otsg.amedd.army.mil.

FOR THE SURGEON GENERAL:

o

Encls KENNETH L. FARMER, JR., M.D.
Major General
Deputy Surgeon General
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Sample Inpatient Superbill

Description

Code
(circle one)

Date

Date

Date

Date

Initial Inpatient Visit (Admitting Physician)

99221 = detailed or comprehensive hx & exam; all others = comprehensive hx and

exam
Medical:
Straightforward or low complexity 99221
Moderate complexity 99222
High complexity 99223
Surgical 99499
Subsequent Inpatient Visit
Medical:
Problem focused hx (interval) and exam; 99231
straightforward or low complexity
Expanded problem focused hx (interval) 99232
and exam; moderate complexity
Detailed hx (interval) and exam; high 99233
complexity
Surgical 99499
Hospital Discharge Services
Medical:
30 minutes or less 99238
More than 30 minutes 99239
Surgical: 99499
Same Day Admission and Discharge
Medical:
Detailed or comprehensive hx and exam; | 99234
straightforward or low complexity
Comprehensive hx and exam; moderate 99235
complexity
Comprehensive hx and exam; high 99236
complexity
Surgical: 99499




Description

Code
(circle one)

Date

Date

Date

Date

Initial Inpatient Consultation

Problem focused hx and exam; 99251
straightforward or low complexity

Expanded problem focused hx and exam; | 99252
straightforward complexity

Detailed hx and exam; low complexity 99253
Comprehensive hx and exam; moderate 99254
complexity

Comprehensive hx and exam; high 99255

complexity

Follow-Up Inpatient Consultations

Problem focused hx (interval) and exam; 99261
straightforward or low complexity

Expanded problem focused hx (interval) 99262
and exam; moderate complexity

Detailed hx (interval) and exam; high 99263
complexity

Critical Care Services

First 30-74 minutes of critical care given 99291
Each additional 30 minutes 99292

Prolonged Services

Face-to-face services; first 60 minutes 99356
Face-to-face services; each additional 30 | 99357
minutes

Non face-to-face services; first 60 minutes | 99358
Non face-to-face services; each additional | 99359
30 minutes

Physician standby service each 30 99360

minutes
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