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Learning Objectives
• Benefits of leveraging specific EMR features as a digital health tool for 

data collection (specifically Accuro and PS Suite)

• Demonstrate a solution for streamlining data standardization

• Demonstrate a simplified method for enhancing the quality and quantity 
of data collected

• How extracting meaningful data in an efficient way can enhance reporting 
and QI initiatives

• How to embrace a culture of continuous improvement through a 
Performance Management system, and unify an approach to successful 
delivery of strategic directions

• Understand challenges encountered throughout implementation process, 
and recognize future potential use for shadow coding within a Family 
Health Team



Origins of Shadow Coding

• Former system for data collection: 
FHTStats (StatsTracker), captured 
a single presenting problem, data
met ministry requirements but had limited use/function 
beyond that 

• Needed a more efficient way to reflect day-to-day clinical 
work, supporting decision making, understanding FHT 
impact and patient outcomes

• Shadow coding (shadow billing) leverages EMR bill book 
to enter patient care data; already happening at other 
FHTs



Purpose and Projected Benefits

• More accurate picture of scope of work and unique patient 
populations being served within primary care

• Offered significant operational efficiencies for QI team 
(Ministry reporting, program evaluation)

• Decreased admin burden for clinicians
• Allowed for the establishment of a comprehensive 

quantitative performance management system
• Supports Strategic Directions and unifies broader team’s 

effort towards strategic direction delivery
• Data set for Performance Management and Balanced 

Scorecard



Project Implementation

• Go-live: October 2021

• Collaboration between QI, Leadership and 
clinicians to ultimately develop a standardized, 
efficient means of capturing meaningful quality 
measures 
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TVFHT Shadow Codes

• Comprehensive profession-specific lists created with direct input 
from clinical teams

• Codes are alphanumeric: alpha = type of encounter, numeric = 
applicable diagnoses/activities/interventions. 

• Encounter Types
     DIRECT PATIENT CARE: IP – In-Person Encounter
    VV – Virtual Visit
    HV – Home Visit
     INDIRECT PATIENT CARE: SN – System Navigation
    AD – Administrative
    CO – Consult
     REFERRALS:  IR – Internal Referral 
    XR – External Referral



TVFHT Shadow Codes cont’d

• Numeric portion – Categories: 

 Acute/Episodic

 Chronic Disease Management

 Health Promotion and Prevention

 Intervention (OT) 

 Patient Education 

 Pharmacist Specific

 Procedure 

 Programs/Groups



TVFHT Shadow Codes cont’d
• Examples:

1) IP230 = in-person (IP) visit, depression (230)

2) CO478 = consult (CO), TVFHT – Physician (478)

3) XR506 = external referral (XR), Ontario Structured Psychotherapy 
   (506)

- Add further meaning to some codes by utilizing quantity section to 
represent numbers, scores, concepts, etc.

4) VV264 – 10 = virtual visit (VV), PHQ-9 (264), score of 10 (10)

5) IP224 – 2 = in-person (IP) visit, CHF (224), existing diagnosis (2)

6) IR765 – 2 = internal referral (IR) to Mind Over Mood group (765), 
    patient accepted the referral (2)



Training, Ongoing Work
• Profession-specific training – patient 

scenarios, practice coding together as a 
team (ongoing work to ensure 
consistency, standardization)

• EMR-specific training and 1:1 support

• Training resources available via Microsoft 
Teams 



Shadow Coding in PS Suite



Shadow Coding in PS Suite cont’d



Shadow Coding in PS Suite cont’d



Shadow Coding in Accuro



Raw Data - Sample



Shadow Code Data and Ministry Reporting



Shadow Code Data and 
Ministry Reporting



Ministry Reporting – Before and 
After

Schedule E - Summary of 
Programs and Services

Q4 2021 Q4 2022                         
(2nd full quarter of 

shadow coding)
Acute/Episodic 7464 7315
Chronic Disease Management 11748 17968
Health Promotion and Prevention 7563 19998

Total # of patient visits 26775 45281



Shadow Code Data and 
Performance Management

• QI team uses shadow codes to provide quarterly 
Key Performance Indicator (KPI) data to each 
clinician to support performance touchpoint 
meetings

• Data is reviewed by employee and supervisor to 
identify successes within clinician’s practice and 
opportunities for improvement

• Supporting a culture of accountability



Performance Metrics – Key Performance 
Indicators

KPI: Substance Use Discussion at Initial 
Encounter 

IP, VV: 285 - 2

KPI: IHP Collaboration and Referrals 
IR or CO: 475, 476, 477, 478, 
479, 480, 481, 482, 483; CO351

Total Use of Code
# of Level 1
# of Level 2
# of Level 3

KPI: Patient 
complexity score

All 706



Shadow Code Data and 
Balanced Score Card



Demonstrated Benefits 
of Shadow Code Data

• Better understanding of unique patient populations being 
served by region, can shift resources accordingly

• Simple and embedded directly within EMRs, significantly 
reduced administrative time, increased patient-facing time. 

• Group programming = pillar of service delivery; group 
referrals were an organization-wide key performance 
indicator in 2022-2023, 
- Shadow code data demonstrated significant increase in 
referrals and group access, with notably more attendees 
compared to 2021-2022



Demonstrated Benefits 
of Shadow Code Data

• Qualitative feedback from QI, leadership and clinical 
teams:

- Provides more accurate picture of scope of work 
within primary care 

     - Offers significant operational efficiencies for QI 
     team



Challenges
• Reiterate shadow coding is not workload 

measure
• Standardization requires consistent 

practice and discussion
• Adding new codes annually rather than ad 

hoc
• Creating meaningful codes
• Fostering positive relationships with clinic 

and physician partners



Potential Future Use

• Vast code list offers endless potential for use 
of shadow code data: 
- Measurements around OHT priority 
population
- Capturing social determinants of health
- Looking at patient outcomes and not just 
presenting problems



Questions?

• Kelly McConnell, Quality Coordinator, 
kelly.mcconnell@thamesvalleyfht.ca 

• Jillian Leslie, Data Analyst, 
jillian.leslie@thamesvalleyfht.ca 

• https://thamesvalleyfht.ca/ 
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