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CBOC CHARACTERISTICS

BACKGROUND AND HIGHLIGHTS
From 1995 to 1998, VHA approved over 230 community-based outpatient clinics
(CBOCs) and by the end of fiscal year 1998 , over 130 CBOCs were actively
providing health care to veterans.  Because of this rapid growth and in order to learn
about these CBOCs, the Under Secretary for Health requested that the Health
Services Research and Development Service (HSR&D), through its Management
Decision and Research Center (MDRC) conduct a system-wide evaluation of CBOCs.

In response to the Under Secretary’s request, the MDRC contracted with the HSR&D
Center of Excellence at Seattle, in collaboration with the HSR&D Centers of
Excellence in Little Rock and Minneapolis to design and carry out the evaluations.
The study team convened a national CBOC Performance Evaluation Committee with
representation from VHA Headquarters, HSR&D, VISN offices, VA medical
facilities, and CBOCs to guide the development of the performance details on
measures and characteristics.

The initial tasks of the project were to develop the performance measures and
characteristics by which CBOCs would be categorized and evaluated; and to collect
information regarding the characteristics of each active CBOC.  The CBOC
performance measures and characteristics selected by the Committee were presented
in an earlier report 1.

Reported here are CBOC characteristics data for CBOCs that completed the
congressional review process and began serving veterans between March 1995 and
September 1998.  Details on future reports will present the actual performance of
CBOCs in several domains: access to care, cost, mental health, quality, satisfaction,
and utilization.

The key findings of the report include:

♦  There were 139 CBOCs active at the end of FY 98 with 1 to 16 CBOCs per
VISN.

♦  A larger number of urban CBOCs were VA-staffed whereas rural CBOCs were
more evenly split between VA-staffed and contract.

♦  Mental health services were available at a higher percentage of VA-staffed
CBOCs than contract CBOCs.

♦  Mental health services were available at 51% of urban CBOCs and 26% of rural
CBOCs.

                                                       
1 CBOC Performance Evaluation: Recommended CBOC Performance Measures and CBOC
Characteristics.  Management Decision and Research Center.  Health Services Research and
Development.  Department of Veterans Affairs.  November 12, 1998
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♦  VA-staffed compared to contract CBOCs tended to serve a greater number of
unique veterans and to have a higher average number of visits per veteran.

♦  A higher percentage of contract CBOCs had onsite pharmacy, laboratory, EKG,
and radiology services, while a higher percentage of VA-staffed CBOCs offered
dietary and social work services.

♦  VA-staffed CBOCs had greater access via public transportation.
♦  Contract CBOCs offered slightly more days of clinical service.
♦  A higher percentage of contract CBOCs required approval by the parent VA for

fee-basis specialty care outside of the CBOC or parent VA facility.
♦  VA-staffed CBOCs served veterans almost exclusively while veterans were only a

small part of the workload at most contract CBOCs.
♦  All CBOCs entered data into VistA either at the CBOC or through the parent VA

facility.
♦  Less than 10% of CBOCs had telemedicine technology.

The findings are presented in more detail below.
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FINDINGS
A.  There was a dramatic increase in CBOCs from FY 95 to FY 98

There was a marked increase in the number of CBOCs from FY 95 to FY 98, with 4
(2.9% of the total) beginning operation in FY 95, 7 (5.0%) in FY 96, 32 (23.0%) in
FY 97 and 96 (69.1%) in FY 98 (Figure 1).  By the end of the forth quarter of FY 98
there were 139 active CBOCs with a range of 1 to 16 CBOCs per VISN (Figure 2).
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                    Figure 1.  Total number of CBOCs in operation by fiscal year
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B.  Urban locations had a greater number of VA-staffed CBOCs whereas
      rural locations had a similar number of VA-staffed and contract CBOCs

Seven VISNs had only urban CBOCs while fifteen VISNs had both urban and rural
CBOCs (Figure 3).  Almost two thirds of rural CBOCs were located in VISNs 4, 15,
16, 17, and 18.  There were 60 VA-staffed CBOCs and 23 contract CBOCs in urban
locations; and 28 VA-staffed CBOCs and 25 contract CBOCs in rural locations
(Figure 4).
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                 Figure 3.  Number of urban and rural CBOCs by VISN
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        Figure 4.  Number of urban and rural CBOCs by CBOC type
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C.  A higher percentage of urban CBOCs and VA-staffed CBOCs
      had mental health services

Mental health services were available at 51.2% of urban CBOCs and 26.4% of rural
CBOCs (figure 5).  In addition, mental health services were provided at a higher
percentage of VA-staffed CBOCs (53.9%) than contract CBOCs (18.0%) (Figure 6).
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D.  VISNs differ in the reliance on VA-staffed versus contracted CBOCs

There was a marked increase in the number of both VA-staffed and contract staff
CBOCs from FY 95 to FY 98 overall(Figure 7).  In FY 98, 64.0% of the total number
of CBOCs had VA staff, 36.0% had contracted staff.  The number of VA-staffed
CBOCs ranged from zero to 11 per VISN and the number of contract CBOCs ranged
from zero to 10 per VISN (Figure 8).  Seven VISNs had exclusively VA-staffed
CBOCs, an additional 6 VISNs had predominantly VA-staffed CBOCs, and 8 VISNs
had predominantly contract CBOCs.
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  Figure 7.  Number of CBOCs by fiscal year and CBOC type
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E.  VA-staffed CBOCs tended to serve a greater number of unique veterans

In FY 98 the average number of unique veterans seen at a VA-staffed CBOC was 944
(range 106 to 2716) and at a contract CBOC was 522 (range 6 to 2200) (Figure 9).2

                                                       
2 Numbers include only CBOCs that initiated veteran services prior to July 1998.

Figure 9.  Number of unique veterans seen at each CBOC in FY 98 by CBOC type2
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F.  VA-staffed CBOCs had a higher average number of visits per veteran

In FY 98 the average number of CBOC visits per veteran at VA-staffed CBOCs was
3.0 (range 1.16 to 7.35 visits/veteran/CBOC) and at the contract CBOCs was 2.47
(range 1.0 to 5.22 visits/veteran/CBOC) (Figure 10). 3  Adjustment for case-mix was
not included.
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G.  Contract CBOCs had more onsite pharmacy, laboratory, EKG
and radiology services whereas VA-staffed CBOCs had
greater access via public transportation

A higher percentage of contract CBOCs had onsite pharmacy, laboratory tests, EKG,
and radiology services, while a higher percentage of VA-staffed CBOCs offered
dietary and social work services (Figure 11).  Public transportation access -- bus,
subway or voluntary transportation (e.g., Disabled American Veterans) -- was
available for 89.7% of VA-staffed CBOCs and 63.3% of contract CBOCs (Figure
12).
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     Figure 11.  Ancillary services by CBOC type
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H.  Contract CBOCs offered slightly more days of clinical service

 94.0% of contract CBOCs offered services 3 to 5 days per week compared to 88.8%
of VA-staffed CBOCs.  22.0% of contract CBOCs were regularly open on weekends
compared to 2.2% of VA-staffed CBOCs (Figure 13).

0

10

20

30

40

50

60

70

80

90

100

 1-2 days  3-5 days Weekends  Evenings

Days of Operation

VA-Staffed (N=89)

Contract (N=50)
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I. Referral requirements for specialty care varied by CBOC type

Nearly all VA-staffed and contract CBOCs required a referral by a CBOC provider
for specialty care at the parent VA facility.  40.0% of contract CBOCs also required
approval by the parent VA in contrast to 13.5% of VA-staffed CBOCs (Figure 14).

Approximately 50% of VA-staffed and contract CBOCs required a referral by a
CBOC provider for fee basis specialty care outside of the CBOC and the parent VA
facility.  In addition, 90.0% of contract CBOCs and 73.0% of VA-staffed CBOCs
required approval by the parent VA (Figure 15).
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J. VA-staffed CBOCs served veterans almost exclusively while contract CBOCs
served many non-veterans

It is more common for contract CBOCs to have served non-Veterans compared to
VA-staffed CBOCs.  68.0% (n=34) of contract CBOCs and 9.1% (n=8) of VA-staffed
CBOCs provided health care to non-VA patients in addition to veterans (Figure 16).
VA-staffed CBOCs served veterans almost exclusively while veterans were only a
small part of the workload at most contract CBOCs (Figure 17).

Figure 16.  Percent of CBOCs providing services to non-VA patients by CBOC type

Figure 17.  Percent of all visits at CBOC that are for veterans by CBOC type
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K. Miscellaneous characteristics varied by CBOC type

All CBOCs entered data into VistA either at the CBOC or through the parent VA, but
less than 10% of CBOCs had telemedicine technology.  Over 70% of contract CBOCs
required veterans to sign-up to receive health care at the CBOC, whereas 43.8% of
VA-staffed CBOCs required veterans to sign-up for health care.  In FY 98 an
evaluation report was available for 34.5% of VA-staffed CBOCs and 44.0% of
contract CBOCs (Figure 18).
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APPENDIX A:  CBOC CHARACTERISTICS

The CBOC characteristics developed by the CBOC Performance Evaluation
Committee are listed below.  The characteristics include identifiers and descriptive
information for the CBOC evaluation.  Several characteristics (e.g., VA-staffed vs.
contract, urban vs. rural, capitated vs. fee-basis, etc.) will be used for the comparison
of CBOCs during the analysis phase of the project.

After the set of CBOC Characteristics was formulated, HSR&D in Seattle developed
a standardized questionnaire for collection of the data (see Appendix B).  Information
on some CBOC characteristics will be collected separately (e.g., financial, staffing,
etc.).  A CBOC contact for each VISN was identified to coordinate the questionnaire
distribution and data collection for CBOCs in their jurisdiction.  The completed
questionnaires were forwarded to HSR&D in Seattle where the CBOC characteristics
data were compiled and entered into a comprehensive CBOC database.

  Identification
   CBOC name
   Station #
   Location: street, city, state, zipcode.
  Number of clinic sites (i.e., separate geographic locations)
  Administration
   VISN#
   Parent VA medical facility (name and station #)
   CBOC contact at VISN & parent VA facility (name, address, telephone number, e-mail)
  CBOC director (name, address, telephone number, e-mail)
  Location
   Distance from nearest VA facility
   Rural, urban (use MSH designation)
   Catchment area (by county or zipcode)
  Start Dates
   Date approved
  Date of first veteran visit (actual)
  Type of CBOC
   VA-staffed, contracted care, sharing arrangement, mixed staff
   Organizational structure (if contracted CBOC): HMO, provider network, group practice,
        individual providers, other
   Capacity
   Projected number of unique patients for fiscal year
   Projected number of visits for fiscal year
   Actual number of unique patients in fiscal year
   Actual number of visits in fiscal year
  Proportion of workload (visits) devoted to veteran CBOC care
  Staff
   Number of providers by type, including specialists
   Number of total FTEE by type
  Clinical FTEE by provider type
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APPENDIX A – Con’t

Patients
   Method of selecting CBOC patients
   Method of disenrollment from CBOC
  Veteran user status, priority status, age distribution, sex distribution, distance from CBOC
  Services available on site
   Medical: primary care, mental health, specialty care, etc.
  Ancillary: laboratory, radiology, pharmacy, EKG, etc.
  Emergency coverage
Financial
      Financial agreement (for contract CBOC): capitation, contracted rate/visit, fee basis,
                 discounted fee, etc.
      Contracted total cost and cost per patient
      Total recurring cost: i.e., cost of contract (if contract CBOC), laboratory/radiology/
                 pharmacy (unless included in contract)
      VA-paid salary, lease, etc.
      Cost inclusions
      Cost exclusions (e.g., donated space for VA run clinic)
     Adjusted cost (adjusting for categories not included in reported costs, e.g. space)
  Other
      Hours of operation
      Referral process: to VA facility, to non-VA facility (method, approval requirements, etc.)
      Electronic connection to VistA (for patient data)
      Telemedicine technology (e.g., telepathology, teleradiology, etc.)
      Transportation (public, voluntary, etc.)
      Method of monitoring CBOCs performance
      Availability of evaluation report for prior fiscal year



                                                                                            APPENDIX B

18

Department of Veterans Affairs
Health Services Research &

Development
Seattle, WA

Community Based Outpatient Clinics (CBOC)

Characteristics

Please fill out one form for each CBOC in your VISN that began actually seeing patients on or before September 30, 1998.
If a CBOC is located at more than one site (e.g., for a multi-site contract), please complete a separate form for each site.
Thank you for your assistance in this project.  If you have any questions please call Molly Bradshaw at 206-762-1010, ext.
6549.  Please do not complete this form for a Satellite Clinic.  Only enter information about a clinic that has been formally
approved as a CBOC.

2. CBOC station #1.   Full name of CBOC

 Street

 City

 State & Zip
3a. CBOC Director  (Name and Title) 3b.  Director’s address (if different from above) 3c.  Director’s phone number

3d.  Email

4.   Is this CBOC LINKED organizationally to other CBOCs? (i.e., CBOCs that are linked would probably have the same administration, have a common name, and be legally incorporated.  For
example, all the clinics in a multi-site group practice or HMO would be linked.)

                         ¨  YES                  ¨      NO
      If YES, please list the name, location, and station number of all the linked CBOCs on the separate form entitled “Organizationally Linked CBOCs”.

Questions 5-6 relate to the Parent VA Medical Facility that is affiliated with the CBOC listed in box number one.
5a.  Name of Parent  Medical Facility

City

State                                Zip

5b.Facility station #

6c. Contact person’s phone number6a. CBOC contact person at parent facility  (Name
and Title)

6b. Contact person’s address (if different from 5a)
Street

City

State & Zip

6d. Email

Remaining questions deal only with the CBOC listed in box number one.
7. Date of first veteran

visit at CBOC (actual
first date of veteran
visit – not projected
date)

    MONTH

    DAY

    YEAR

8.   Describe the type of CBOC:

 ¨  VA Staffed (If checked, skip to question #10)

 ¨  Contract

 ¨  Mixed (VA Staffed & Contract)

   ¨  Other (specify)
                                               

9.    If all or part of this CBOC has contracted primary health care or
       mental health providers, are the contracted providers:

¨   Individual providers       ¨  Group practice

¨   HMO                    ¨  Provider network

¨   Other (specify)

10.  Please describe the catchment area (i.e., geographic service area) by county or zip code for this
CBOC.

11a. Does this CBOC also see non-VA patients?

                                  ¨  YES     ¨      NO

 11b. If YES, approximately what percent of the primary health care/primary mental
         health care visits at this CBOC during FY 98 (i.e.10/1/97 to 9/30/98) were for
         VA patients?

%
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12.  Must a veteran commit or sign-up to receive primary health care/primary mental health care at this CBOC?  (Check only one)

    ¨     YES, a veteran MUST commit or sign-up specifically for this CBOC

    ¨     NO, but a veteran in the CBOC catchment area MUST receive primary health care/primary mental health care at this CBOC

    ¨   NO, but a veteran in the CBOC catchment area MUST receive primary health care/primary mental health care at this CBOC or at linked CBOCs (see question #4)

    ¨    NO, a veteran in the CBOC catchment area MAY receive primary health care/primary mental health care at any CBOC or at the Parent VA facility as desired

If answer is YES in Question 12, continue with question #13-16, if not skip to question #17.
13.  How many veterans were signed up

for this CBOC:
      On October 1, 1997 (answer only if

CBOC was in operation on this date)

      On September 30, 1998

14a.  What are the criteria (if any) for a veteran to sign up for this CBOC?

     ¨  Proximity to CBOC             ¨  Specific catchment area

           Other (describe criteria):

14b.  Are there any exclusion criteria or exclusion diagnoses that
preclude veterans from signing up for this CBOC?

         ¨  YES         ¨  NO

         If YES, please describe criteria:

15. Veterans who signed up with this CBOC:

   ¨  MUST receive VA primary health care/primary mental health care only at this CBOC

   ¨  MAY receive VA primary health care/primary mental health care at this CBOC or
                  other linked CBOC sites (see question #4)

¨   MAY receive primary health care/primary mental health care at the CBOC or at a
           parent VA facility as desired

¨ Other (specify) ___________________________________

16.  What is the procedure for a veteran who has signed up for this CBOC to switch
to another CBOC or Parent VA medical facility for primary health
care/primary mental health care?

17.  At the beginning of FY 98 (on 10/1/97):
 

a. What was the projected total number of  veterans (unique SSNs) to be seen in FY 98
                (i.e.10/1/97 to 9/30/98)?

      b.       What was the projected total number of veteran visits for FY 98?

  At the end of FY 98 (on 9/30/98):

       c.      What was the actual number of veterans (unique SSNs) seen in FY 98 (i.e.10/1/97 to
                9/30/98)?

d. What was the actual number of veteran visits in FY 98 (i.e.10/1/97 to 9/30/98)?

 18. What were the hours of regular operation for this CBOC during FY 98?

Monday        _______ AM / PM   TO   _______ AM / PM

Tuesday       _______ AM / PM   TO   _______ AM / PM

Wednesday  _______ AM / PM   TO   _______ AM / PM

Thursday     _______ AM / PM    TO   _______ AM / PM

Friday          _______ AM / PM    TO   _______ AM / PM

Saturday     _______ AM / PM    TO   _______ AM / PM

Sunday       _______ AM / PM    TO   _______ AM / PM

19.   What services are available on site at this CBOC for VA patients?  (Check all that apply)

¨   Primary health care

¨   Specialty care (If checked specify type) _____________________________________________________________________________________________

¨   Primary mental health care

                         If checked specify what type of providers:       ¨  MSW,       ¨  Ph.D.,      ¨  MD

¨   Specialty mental health care (If checked specify type, e.g., addictions, geriatrics)  ____________________________________________________________

¨  On site Pharmacy    ¨ Other Pharmacy services (specify)   ___________________________________________________________________________

¨   Laboratory

                        If checked specify ability to: ¨ Draw blood samples on site   ¨ Conduct basic blood tests on site     ̈  Conduct basic urine tests on site

¨   Radiology          ¨   EKG             ¨   Dietary Services            ¨   Social Work          ¨   24-hour emergency services (on site)

¨   Other (specify)  _________________________________________________________________________________________________________________
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23. How are data regarding this CBOC’s clinic
visits (patient SSN, visit date, patient
diagnosis, etc.) transferred into VistA?

¨   Terminals are available at CBOC

¨   Paper record of visit is transferred   to
parent VA where it is entered into
VistA

¨   CBOC clinic visit data are not
            entered into VistA

20.  What is required for a CBOC patient to
receive specialty care (speech pathology,
dermatology, cardiology, etc) at the parent
VA?  (Check all that apply)

¨   Self referral

¨   Referral by CBOC provider

¨   Approval by parent VA

¨   Other (specify)

21. If specialty care is available at this
      CBOC, what is required for a CBOC
      patient to receive specialty care (speech
      pathology, dermatology, cardiology, etc)
      at this CBOC?  (Check all that apply)

¨  Self referral

¨  Referral by CBOC primary care
             provider

¨  Approval by parent VA

¨    Other (specify)

¨  Not applicable (i.e., specialty care is
not available at CBOC)

22. What is required for a CBOC patient to
receive fee-basis specialty care (speech
pathology, dermatology, cardiology,
etc)

      from a provider outside of the VA who
is not part of this CBOC?  (Check all
that apply)

¨     Self referral

¨     Referral by CBOC
              provider

¨      Approval by parent VA

¨     Other (specify)
23a. If CBOC data are entered into VistA at the

CBOC or Parent VA, is the CBOC
designated by a:

¨ station number (different from parent
station number)

¨ as one or more unique clinic stops

24. Is this CBOC currently
participating in telemedicine
(telepathology, teleradiology,
etc)?

¨YES

¨NO

25. Are the following forms of public transportation
available to this CBOC?  (Check all that apply)

¨  Bus

¨  Subway/Light Rail 

¨  Taxi

¨  Voluntary services
             (e.g., Disabled American Veterans)

26a.  How is the performance of this CBOC evaluated?
(Describe the evaluation methods and criteria)

26b.  Is an evaluation report
available for this CBOC
for FY 98 (i.e. 10/1/97 to
9/30/98)?

¨YES

¨NO
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