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BACKGROUND: Effective and efficient implementation of
the Collaborative Care Model (CoCM) for depression and
anxiety is imperative for program success. Studies exam-
ining barriers to implementation often omit patient
perspectives.
OBJECTIVES: To explore experiences and attitudes of
eligible patients referred to CoCMwho declined participa-
tion or were unable to be reached, and identify implemen-
tation barriers to inform strategies.
DESIGN:Convergent mixed-methods study with a survey
and interview.
PARTICIPANTS: Primary care patients at an academic
medical center who were referred to a CoCM program for
anxiety and depression by their primary care clinician
(PCC) but declined participation or were unable to be
reached by the behavioral health care manager to initiate
care (n = 80). Interviews were conducted with 45 survey
respondents.
MAIN MEASURES: Survey of patients’ referral experi-
ences and behavioral health preferences as they related
to failing to enroll in the program. Interview questions
were developed using the Consolidated Framework for
Implementation Research version 2.0 (CFIR 2.0) to iden-
tify implementation barriers to enrollment.
KEY RESULTS: Survey results found that patients were
uncertain about insurance coverage, did not understand
the program, and felt services were not necessary. Re-
ferred patientswho declined participationwere concerned
about how theirmental health informationwould be used
and preferred treatment without medication. Men agreed
more that they did not need services. Qualitative results
exhibited a variety of implementation determinants (n =
23) across the five CFIR 2.0 domains. Barriers included
mental health stigma, perceiving behavioral health as

outside of primary care practice guidelines, short or infre-
quent primary care appointments, prioritizing physical
health over mental health, receiving inaccurate program
information, low motivation to engage, and a less estab-
lished relationship with their PCC.
CONCLUSIONS: Multiple barriers to enrollment led to
failing to link patients to care, which can inform imple-
mentation strategies to address the patient-reported ex-
periences and concerns.
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BACKGROUND

The Collaborative Care Model (CoCM) is an evidence-based
care model found to improve detection and treatment of de-
pression and anxiety among primary care patients.1,2 CoCM is
delivered through co-management by primary care clinicians
(PCCs; internists, family medicine physicians, nurse practi-
tioners, etc.), behavioral health care managers, and psychiatric
consultants.3,4 Compared to usual primary care behavioral
health services, CoCM has been found to significantly im-
prove depression and anxiety symptoms, treatment adherence,
and prevent relapse.1,5–7 CoCM has also been associated with
improved quality of life, functional status, physical health
outcomes, and cardiovascular disease risk.8–10 In a study by
Garrison, Angstman11, the median time to depression remis-
sion in CoCM was 86 days versus 614 days in usual primary
care management. Real-world CoCM treatment effectiveness
can be achieved by providing patients with an accessible
behavioral health care team working jointly and seamlessly
with physical health clinicians in primary medical
settings.1,6,12
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Importantly, CoCM has numerous strengths that can miti-
gate common population-level barriers to accessing behavioral
health services. First, CoCM has specially designated Current
Procedural Terminology codes.13,14 Since these codes are
reimbursed by Medicare, most commercial payers, and a
growing number of Medicaid plans, CoCM has a clear path-
way to long-term financial sustainability regardless of a health
system’s payer mix. Additionally, CoCM can be effective
across diverse populations and settings, including managed
care organizations, academic medical centers, community-
based organizations, and through telehealth delivery.12,15–17

Finally, CoCM’s location in primary care has been found to
attenuate longstanding access18 and behavioral health out-
come19 disparities among racial/ethnic minorities.
In recent years, the focus of CoCM research has shifted

toward the development of efficient and sustainable program
implementation.20–22 However, the majority of implementa-
tion studies do not involve patient perspectives.12,23,24 When
patient experiences are included, they are typically from those
who participated in CoCM, which omits patients who were
eligible and referred, but did not engage. There remains lim-
ited investigation as to why patients who could benefit from
services and are offered CoCM decline enrollment or are
unable to be reached. Understanding patients’ perspectives
of this process may help identify implementation deficiencies
within the delivery system and aid in developing implemen-
tation strategies to promote reach of CoCM.

Present Study

This mixed-methods study explored the experiences and atti-
tudes of patients who were referred to a primary care CoCM
program and either declined enrollment or were unable to be
reached when contacted to establish care. This sample, namely
patients who declined enrollment after CoCM referral by their
PCC or were unable to be reached after CoCM referral, will be
referred to as “failed-to-link” to include possible systematic
shortfalls. The study aims were to (1) explore the experiences
and attitudes of referred patients who failed-to-link to CoCM;
(2) examine differences in experiences and attitudes between
subgroups (e.g., race, gender); and (3) identify implementation
barriers encountered by patients who failed-to-link to CoCM.
We hypothesized that systematic shortfalls and individual
patient perceptions of behavioral health would be barriers in
the connection of eligible patients to CoCM, and there would
be group differences. Understanding linkage failures could
inform modification of implementation strategies to improve
reach of CoCM.

METHODS

Design

We performed a convergent mixed-methods25 study using
survey response data and semi-structured interviews with

patients whowere identified as having failed-to-link to CoCM.
The study and all procedures were approved by the North-
western University Institutional Review Board.
A CoCMprogram that adheres to the AIMSCenter’s26 core

principles and structure of collaborative care was implemented
in 11 primary care clinics within an urban academic medical
center in Illinois starting in September 2018. The current study
is part of a larger randomized roll-out trial evaluating the
implementation and effectiveness of the CoCM program
(NCT04321876).27 Briefly, CoCM was introduced to adult
primary care practices during a team meeting with leadership
and providers 6 months before it was launched. Staff (i.e.,
registered nurses and medical assistants) were trained in
CoCM approximately 1 month prior to enrolling patients.
When the program launched, clinic support staff screened
patients for depression using the Patient Health
Questionnaire-2 (PHQ-2).28 If the PHQ-2 was positive, the
PCC completed the Patient Health Questionnaire-9 (PHQ-9)29

with the patient and made a referral to CoCM if the PHQ-9
score was ≥ 10. PCCs screened patients for anxiety using the
General Anxiety Disorder-7 (GAD-7)30 and made a referral if
the GAD-7 was ≥ 10. Patients were not eligible for CoCM if
they required a higher level of care, including those with
current suicidality (i.e., a score of one or greater on question
nine of the PHQ-9), bipolar disorder, symptoms of psychosis,
or a primary diagnosis of substance use disorder. After the
PCC conducted program consent and placed the referral, the
behavioral care manager (BCM) contacted the patient to
schedule an initial assessment. After the assessment, the
BCM developed a treatment plan with the consulting psychi-
atrist, shared the psychiatrist’s treatment recommendations
with the PCC, and then followed-up with the patient at least
every two weeks to monitor mood, side effects, and treatment
adherence.
The COVID-19 pandemic and shift to telehealth primary

care visits led to administering the PHQ-2 over the phone prior
to virtual appointments, which had low response rates. Thus,
the CoCM referral criteria were modified in April 2020 to
allow PCCs to refer patients who expressed concern about
symptoms of depression or anxiety and were interested in and
provided consent for CoCM. PHQ-9 or GAD-7 scores were no
longer required prior to referral. After referral, the BCM
conducted the standard assessment to confirm eligibility or
refer ineligible patients elsewhere. Consequently, not all pa-
tients who failed-to-link had a documented PHQ-9 or GAD-7
score at the time of referral after April 2020.

Participants

Eligible participants were primary care patients of Northwest-
ern Medicine Primary Care who were consented and referred
to CoCM by their primary care provider and either declined
referral or were unable to be reached when the BCM contacted
them to enroll in CoCM. Participants were excluded from this
study if they had ever enrolled in CoCM or were unable to
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understand English as surveys and interviews were conducted
in English.

Recruitment

Eligible patients for this investigation were identified via an
Enterprise Data Warehouse (EDW) inquiry that included all
primary care patients with a CoCM status category of “De-
clined Participation” or “Called 2x” (i.e., unable to be reached
after two phone calls from the BCM). Eligible patients were
mailed a letter inviting them to complete an online survey
about their experiences with the CoCM referral process and
their attitudes and preferences for behavioral health services in
the primary care setting. Informed consent was obtained prior
to survey administration. On the consent form, participants
were given the option to express interest in participating in an
additional semi-structured telephone interview. Participants
who indicated interest in the interview were contacted by
research assistants. Participants were compensated with up to
two $10 gift cards for their time—one for completing the
online survey and another for participating in the phone inter-
view. Survey data were collected andmanaged using Research
Electronic Data Capture (REDCap).31,32

Fourteen days after letters were mailed, two research assis-
tants called eligible participants who had not completed the
survey to invite them to participate in the survey via telephone.
The research assistants also asked participants if they were
interested in participating in the phone interview.
A total of 329 patients were eligible for the study and were

mailed a recruitment letter. Recruitment began in November
2020 and continued until May 2021 when the target of 80
surveys and 45 semi-structured qualitative interviews were
completed. While fewer than 45 interviews were sufficient to
achieve saturation,33 this number ensured representativeness
of gender, age, and the two referral types. The survey target
was n = 80 to allow accurate and valid estimates for dispersion
parameters and distributions, and sufficient data to minimize
standard error. Participant demographics were reviewed after
40 surveys were completed and subsequent recruitment efforts
involved stratification that focused on patients with character-
istics that would lead to a representative sample.

Measures
Depression. The PHQ-9 is a validated measure for depression
screening and severity assessment in primary care settings.34,35

PHQ-9 scores were pulled from the EDW for all participants.

Anxiety. The 7-item Generalized Anxiety Disorder (GAD-7)
measure has demonstrated reliability and validity for measur-
ing clinically significant symptoms of anxiety in primary
care.36 Participant’s GAD-7 scores were pulled from the EDW.

Demographics. Participant age and gender were self-reported
on the survey. Participant race and ethnicity were obtained via
the EDW inquiry.

Process Variables. Patient’s primary care clinic, fail-to-link
category, and date of CoCM referral were obtained via the
EDW. Patients referred to CoCM prior to March 13, 2020,
were categorized as “referred pre-pandemic” and those re-
ferred after were categorized as “referred during pandemic.”

Patient Survey

The health care system’s CoCM program was introduced to
patients as the “Collaborative Behavioral Health Program
(CBHP)” and was referred to as CBHP on all survey and
interview items. Survey items were developed based on a
review of the literature for common reasons cited for failure
to complete referrals, and about behavioral health in general,
as reported by patients. Participants completed a survey with
16 Likert-type scale questions and one short-answer open-
ended question to capture possible reasons for the observed
linkage failure, with a focus on referral experiences, and
behavioral health attitudes and preferences. Patient referral
experiences were assessed on eight items using a 4-point scale
(0 = Not at all, 4 = A lot) to rate their reasons for not enrolling
in CBHP (e.g., “I was uncomfortable receiving care for de-
pression from my primary care provider,” “I was unsure if my
insurance would cover CBHP”). Patient behavioral health
treatment attitudes and preferences were assessed on eight
items using a 4-point scale (0 = Not at all, 4 = A lot) to rate
statements about their reasons for not enrolling (e.g., “I would
have preferred a program that was not medication,” “Partic-
ipating would add another stressor to my life”).

Interview

Participant referral experiences and behavioral health treat-
ment preferences were further examined in a 6-question
open-ended interview administered via telephone
(Supplemental file 1). The interview questions were devel-
oped using the determinants of the Consolidated Framework
for Implementation Research version 2.0 (CFIR 2.0).37,38

CFIR is a menu of constructs associated with effective imple-
mentation used to guide or evaluate the implementation of
evidence-based practices (for the original CFIR figure, please
see Additional File 1 in Damschroder, Aron39). CFIR 2.0 uses
the same model and contains the majority of the constructs in
the original CFIR39 but with revisions to some terminology to
better focus on recipients of an innovation (e.g., patients).
CFIR 2.0 is useful for this study given our focus on patient
perspectives (for a description of the CFIR 2.0 domains and
constructs, please see Damschroder, Reardon38).

Quantitative Analysis

First, we performed descriptive statistics for demographic and
survey items. Independent sample t-tests were used to compare
differences by race, gender, fail-to-link category, and referral pre-
vs during-pandemic. An intra-class correlation coefficient for
survey score was calculated to examine clustering by primary
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care clinic. Due to the time period of this study and the stepped-
wedge roll-out design of the larger CoCM study, most eligible
participants were from the first nine of the eleven clinics in the
roll-out schedule.

Qualitative Analysis

All interviews were recorded and transcribed. We conducted a
directed content analysis using CFIR 2.0 domains and constructs.
Two members of the study team, EF and AJC, coded the inter-
view transcripts. They first co-coded eight transcripts to become
familiar with the coding constructs which were discussed with a
third team member (JDS), who is experienced in using CFIR 2.0
for qualitative coding.40 The two authors then independently
coded 18 and 19 transcripts each and convened to check all codes,
discuss questions that arose, and collaboratively determine the
final code. Codingwas confirmed by a third researcher (JDS), and
any disagreements were discussed prior to finalizing the codes.
All 80 short-answer survey responses were coded to ensure

that the 45 transcripts captured all relevant themes.

RESULTS

Participants

Sociodemographic characteristics of the 80 participants who com-
pleted the survey are shown in Table 1. The mean age of

participants was 49.2 years old (SD = 14.7), 65.0% identified as
female; 55.0% of participants identified as non-Hispanic White,
24% as Black or African American, 2% as Asian, and 19% as
Other; and 16% identified their ethnicity as Latinx. Approximate-
ly 63.7% of participants had declined CoCM participation, and
36.3%were unable to be reached to enroll in CoCM. Participants
were from nine primary care clinics: 51.2% were referred to
CoCM during the pandemic, and 53.8% had a PHQ-9 or GAD-
7 screener completed by their PCCs prior to referral. Participants
who did and did not participate in the qualitative interview dif-
fered slightly on age, t(79)=2.1, p = 0.04, but did not differ
significantly on any other demographics, fail-to-link category,
referral date (i.e., pre- vs during-pandemic), and completed screen-
ing measures (Table 2).

Quantitative Survey Results

First, we used the quantitative survey to examine participants’
reasons for failure-to-link to CoCM based on their experiences,
and behavioral health treatment attitudes and preferences
(Table 3). The most common reasons were uncertainty about
insurance coverage (M = 2.10, SD = 1.58), a poor understanding
of the program (M = 1.55, SD = 1.39), and a lack of perceived
need for treatment at the time (M = 1.53, SD = 1.39).
Compared to participants who were unable to be reached to

enroll in CoCM, participants who declined participation more
strongly agreed that they were concerned about behavioral health

Table 2 Characteristics of Survey Only and Survey Plus Interview
Participants and Omnibus Test Results

Participated in
Qualitative Interview

Characteristic Yes
(n = 45)a

No
(n = 35)b

pc

Age (years) 52.2 ± 14.7 45.3 ± 14.1 p = .04
Gender p = .72
Female 30 (57.7%) 22 (42.3%)
Male 15 (53.6%) 13 (46.4%)

Race p = .43
Non-Hispanic White 26 (59.1%) 18 (40.9%)
Black or African American 11 (57.9%) 8 (42.1%)
Asian 0 (0.0%) 2 (100.0%)
Other 8 (53.3%) 7 (46.7%)

Ethnicity p = .80
Non-Latinx 38 (57.6%) 28 (42.4%)
Latinx 7 (53.8%) 6 (46.2%)

Referral time p = .63
Pre-pandemic 23 (59.0%) 16 (41.0%)
During pandemic 22 (53.7%) 19 (46.3%)

GAD-7 or PHQ9 screener(s) p = .71
Completed 25 (58.1%) 18 (41.9%)
Not completed 20 (54.1%) 17 (45.9%)

Fail-to-link category p = .08
Declined participation 25 (49.0%) 26 (51.0%)
Unable to be reached 20 (69.0%) 9 (31.0%)

aTable values are mean ± SD for age and n (row %) for categorical
variables
bPercentages may not sum to 100% due to rounding
cp-value is for t-test or χ2 test as appropriate for continuous and
categorical variables, respectively

Table 1 Descriptive Statistics

Participants
(n = 80)

Declined
participation
(n = 51)

Unable to
be reached
(n = 29)

All
participants
(n = 80)

Gender n (%), M (SD)
Female 34 (66.7) 18 (62.1) 52 (65.0)
Male 17 (33.3) 11 (37.9) 28 (34.0)
Transgender 0 0 0
Other 0 0 0

Age 51.6 (14.3)
Range: 21–78

45 (14.7)
Range: 20–73

49.2 (14.7)
Range: 20–78

Race/ethnicity
Latinx 7 (13.7) 6 (20.7) 13 (16.3)
Non-Hispanic

White
27 (52.9) 17 (58.6) 44 (55.0)

Black or
African
American

16 (31.4) 3 (10.3) 19 (23.8)

Asian 2 (3.9) 0 2 (2.5)
Other 6 (11.8) 9 (31.0) 15 (18.8)

Screener completed
PHQ9 26 (51.0) 11 (37.9) 37 (46.3)
GAD-7 3 (5.9) 3 (10.3) 6 (7.5)
None 22 (43.1) 15 (51.7) 37 (46.3)

Referral date
Referred prior

to pandemic
30 (58.8) 9 (31.0) 39 (48.8)

Referred
during
pandemic

21 (41.2) 20 (69.0) 41 (51.2)
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data privacy, t(79) = 2.00, p = .03, and they would have preferred
a program that did not include medication treatment, t(79) = 2.21,
p =.02 (Table 4). Compared towomen,men agreedmorewith the
statement “Services through CBHP is not what I need”, t(79) =
2.2, p = .02 (Table 5). No differences between racial or ethnic
groups (Table 6) or timing of referral were observed.

Qualitative Analysis Using CFIR 2.0

Qualitative analysis of participant’s interviews using CFIR 2.0
exhibited 23 CFIR constructs across all five domains were
identified as barriers or facilitators to enrolling in CoCM
(Supplemental Table 1). Because the study’s primary focus
is barriers that led to non-enrollment, identified barriers are
presented here while facilitators are available in Supplemental

File 2. The results presented below are organized by CFIR 2.0
domain.

Innovation. Barriers included negative experiences at the
institution where CoCM was delivered (CFIR 2.0 construct:
Innovation Source), preferring self-managing symptoms or
treatment without medication over CoCM (Relative Advan-
tage), not being a good fit for the program (Adaptability),
feeling that aspects of the program’s structure were unappeal-
ing (Design Quality and Packaging), and cost and insurance
uncertainty (Cost).

Outer Setting. Barriers included the COVID-19 pandemic
disrupting connection to CoCM (Critical Incidents), preferring
support from friends and family rather than medical providers,

Table 3 Survey Results of Participant’s Reasons for Not Enrolling in CoCM

Variable M (SD) Range

1. I would have preferred a program that was not medication. 1.71 (1.57) 0–4
2. I would have preferred a program that was not psychotherapy. 1.10 (1.27) 0–4
3. I expected my feelings would improve on their own. 1.75 (1.34) 0–4
4. Participating would add another stressor to my life. 1.50 (1.35) 0–4
5. I didn’t have time to participate in CBHP. 1.55 (1.44) 0–4
6. Services through CBHP is not what I need. 1.45 (1.34) 0–4
7. Primary care appointments are for addressing physical health only. 0.63 (1.08) 0–4
8. I would prefer a program for depression that I can do on my own (e.g., an app on my phone). 1.00 (1.24) 0–4
9. I was uncomfortable receiving care for depression from my primary care provider. 0.90 (1.41) 0–4
10. Additional services for depression did not seem necessary at the time. 1.53 (1.39) 0–4
11. CBHP did not seem relevant. 1.24 (1.28) 0–4
12. The financial investment in CBHP was too much for me. 1.57 (1.52) 0–4
13. I was unsure if my insurance would cover CBHP. 2.10 (1.58) 0–4
14. I was concerned about the data that would be collected about me and my mental health and how it could be used. 0.91 (1.25) 0–4
15. I was uncomfortable being referred to a program for depression by my primary care provider. 0.55 (0.98) 0–4
16. I do not understand what CBHP is/I am not familiar with CBHP. 1.55 (1.35) 0–4

Each item was rated using a 4-point scale (0 = Not at all, 4 = A lot) to rate their reasons for not enrolling in CBHP

Table 4 Independent Samples t-Test of Reasons for Not Enrolling Between Fail-to-Link Categories

Declined
participation
(n = 51)

Called 2x
(n = 29)

t (79) p-value Cohen’s d

M (SD) M (SD)

I was uncomfortable receiving care for depression from my primary care
provider.

0.84 (1.33) 1.00 (1.56) −.48 .63 −.02

Additional services for depression did not seem necessary at the time. 1.55 (1.36) 1.50 (1.45) .15 .88 −.08
CBHP did not seem relevant. 1.33 (1.34) 1.07 (1.16) .89 .38 −.11
The financial investment in CBHP was too much for me. 1.68 (1.57) 1.38 (1.43) .85 .40 .45
I was unsure if my insurance would cover CBHP. 2.35 (1.58) 1.69 (1.54) 1.80 .08 .04
I was concerned about the data that would be collected about me and my
mental health and how it could be used.

1.12 (1.37) 0.55 (0.91) 2.00 .03* .15

I was uncomfortable being referred to a program for depression by my
primary care provider.

0.63 (1.06) 0.41(0.83) .94 .35 −.02

I do not understand what CBHP is/I am not familiar with CBHP. 1.57 (1.36) 1.48 (1.35) .27 .79 −.00
I would have preferred a program that was not medication. 2.10 (1.62) 1.31 (1.37) 2.21 .02* .33
I would have preferred a program that was not psychotherapy. 1.16 (1.28) 1.00 (1.25) .54 .59 −.12
I expected my feelings would improve on their own. 1.86 (1.39) 1.55 (1.24) 1.00 .32 .25
Participating would add another stressor to my life. 1.39 (1.40) 1.69 (1.26) −.95 .35 .12
I didn’t have time to participate in CBHP. 1.55 (1.45) 1.55 (1.45) −.01 .99 −.05
Services through CBHP is not what I need. 1.59 (1.45) 1.21 (1.11) 1.23 .22 .52
Primary care appointments are for addressing physical health only. 0.73 (1.27) 0.45 (0.63) 1.10 .20 .23
I would prefer a program for depression that I can do on my own (e.g.,
an app on my phone).

1.06 (1.35) 0.90 (1.05) .56 .55 .36

I do not understand what CBHP is/I am not familiar with CBHP. 1.57 (1.36) 1.48 (1.35) .27 .79 −.00

*indicates p-value < .05
Each item was rated using a 4-point scale (0 = Not at all, 4 = A lot) to rate their reasons for not enrolling in CBHP
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stressors related to poverty, medical mistrust, mental health
stigma (Local Attitudes), cold weather (Local Conditions),
concern about mental health notes in their medical record,
and feeling PCCs do not have credentials to treat mental
health (compared to a licensed mental health provider)
(Policies & Law).

Inner Setting. Barriers included feeling the provider was
unable to accommodate a patient’s needs (Recipient-
Centeredness), prioritizing primary care visits for physical
health rather than mental health (Relative Priority), feeling
that primary care appointments are hard to get or too short to
address mental health (Available Resources), and not

receiving adequate or accurate information about CoCM
(e.g., patient thought program was long-term psychotherapy)
(Access to Knowledge and Information).

Individuals. “Individuals” in CFIR 2.0 refer to those involved
in the delivery of CoCM and includes patients as involved
individuals to capture both their perspective of the
implementers and their own characteristics. Barriers
included feeling unfavorably toward those delivering
CoCM (i.e., PCCs, BCMs) (Innovation Deliverers), personal
characteristics such as being private (Innovation Recipient),
feeling symptoms have improved so they do not need CoCM
(Need), feeling PCCs were unable to adequately handle their

Table 5 Independent Samples t-Test of Reasons for Not Enrolling Between Gender Groups

Male (n =
28)

Female
(n = 52)

t (79) p-value Cohen’s d

M (SD) M (SD)

I was uncomfortable receiving care for depression from my primary care provider. .82 (1.39) .94 (1.43) −.36 .72 −.89
Additional services for depression did not seem necessary at the time. 1.46 (1.35) 1.57 (1.42) −.32 .75 −.08
CBHP did not seem relevant. 1.14 (1.18) 1.29 (1.33) −.49 .62 −.11
The financial investment in CBHP was too much for me. 2.00 (1.54) 1.33 (1.47) 1.90 .06 .45
I was unsure if my insurance would cover CBHP. 2.14 (1.53) 2.08 (1.63) .17 .87 .04
I was concerned about the data that would be collected about me and my mental
health and how it could be used.

1.04 (1.45) 0.85 (1.13) .65 .52 .15

I was uncomfortable being referred to a program for depression by my primary
care provider.

0.54 (0.96) 0.56 (1.00) −.10 .92 −.02

I do not understand what CBHP is/I am not familiar with CBHP. 1.54 (1.40) 1.54 (1.34) −.01 .999 −.00
I would have preferred a program that was not medication. 2.14 (1.53) 1.63 (1.57) 1.39 .17 .33
I would have preferred a program that was not psychotherapy. 1.00 (1.19) 1.16 (1.32) −.52 .60 −.12
I expected my feelings would improve on their own. 1.96 (1.32) 1.63 (1.34) 1.05 .30 .25
Participating would add another stressor to my life. 1.61 (1.29) 1.44 (1.39) .52 .60 .12
I didn’t have time to participate in CBHP. 1.50 (1.40) 1.58 (1.47) −.23 .82 −.05
Services through CBHP is not what I need. 1.89 (1.17) 1.21 (1.38) 2.20 .02* .52
Primary care appointments are for addressing physical health only. 0.79 (1.20) 0.54 (1.02) .97 .33 .23
I would prefer a program for depression that I can do on my own (e.g., an app on
my phone).

1.29 (1.33) 0.85 (1.18) 1.50 .13 .36

*indicates p-value < .05
Each item was rated using a 4-point scale (0 = Not at all, 4 = A lot) to rate their reasons for not enrolling in CBHP

Table 6 Independent Samples t-Test of Reasons for Not Enrolling Between White and Non-White Participants

White (n =
44)

Non-White
(n = 36)

t (79) p-value Cohen’s d

M (SD) M (SD)

I was uncomfortable receiving care for depression from my primary care provider. 0.75 (1.31) 1.08 (1.52) −1.05 .30 −.24
Additional services for depression did not seem necessary at the time. 1.70 (1.39) 1.31(1.37) 1.25 .22 .28
CBHP did not seem relevant. 1.34 (1.31) 1.11 (1.24) .80 .43 .18
The financial investment in CBHP was too much for me. 1.50 (1.46) 1.66 (1.61) −.46 .65 −.10
I was unsure if my insurance would cover CBHP. 2.16 (1.54) 2.03 (1.66) .36 .72 .08
I was concerned about the data that would be collected about me and my mental
health and how it could be used.

0.84 (1.26) 1.00 (1.24) −.57 .57 −.13

I was uncomfortable being referred to a program for depression by my primary
care provider.

0.48 (1.02) 0.64 (0.93) −.73 .47 −.16

I do not understand what CBHP is/I am not familiar with CBHP. 1.48 (1.36) 1.61 (1.36) −.44 .66 −.10
I would have preferred a program that was not medication. 1.86 (1.56) 1.75 (1.59) .32 .75 .07
I would have preferred a program that was not psychotherapy. 1.14 (1.06) 1.07 (1.26) .27 .78 .06
I expected my feelings would improve on their own. 1.59 (1.19) 1.94 (1.49) −1.18 .24 −.27
Participating would add another stressor to my life. 1.50 (1.23) 1.50 (1.50) .00 1.00 .00
I didn’t have time to participate in CBHP. 1.39 (1.3) 1.75 (1.59) −1.13 .26 −.25
Services through CBHP is not what I need. 1.55 (1.27) 1.33 (1.43) .70 .49 .16
Primary care appointments are for addressing physical health only. 0.55 (0.72) 0.98 (1.21) −.72 .47 −.16
I would prefer a program for depression that I can do on my own (e.g., an app on
my phone).

1.00 (1.18) 1.00 (1.33) .00 1.00 .00

Each item was rated using a 4-point scale (0 = Not at all, 4 = A lot) to rate their reasons for not enrolling in CBHP
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needs (Capability), lack of time (Opportunity), and low
motivation to return calls from the BCM or follow-up to enroll
in CoCM (Motivation).

Process. Process barriers included a delay in being contacted
by the CoCM provider, not receiving follow-up after learning
about the program, and receiving an incorrect call-back num-
ber (Doing).

DISCUSSION

This study sought to understand the reasons that eligible,
referred patients failed-to-link to CoCM. The intent was to
use these findings to help identify system-level barriers and
facilitators to enrolling in CoCM that could inform implemen-
tation strategies. Results exhibited that the patients who either
refused or were unable to be reached were uncertain if their
insurance would cover program costs, did not understand the
program, and felt services did not seem necessary at the time
of referral. The low mean scores across survey items could
suggest an accumulation of individual, program and system-
level factors across the CFIR 2.0 domains for why eligible
primary care patients were “failed-to-link” to CoCM. Partici-
pants who declined participation were concerned about how
their mental health data would be used and hadmore preference
for a program that did not involve medication. Men agreed
more than women that they did not need CoCM services.
Qualitative results from interviews with fail-to-link patients

exhibited a variety of implementation constructs (n = 23)
across the five CFIR 2.0 domains. Innovation and Outer
Setting obstacles included program costs, unclear insurance
coverage for behavioral health, behavioral health stigma, and
perceiving behavioral health as outside of primary care prac-
tice guidelines. Inner Setting barriers included prioritizing
physical health over mental health, insufficient time for ad-
dressing mental health in primary care and receiving limited
information about CoCM. Barriers in the Individuals domain
were lowmotivation to engage in mental health treatment, low
perceived need, and feeling unfavorably toward their provider
and their capabilities. Process-level barriers included a delay
in being contacted by a program provider.
The domains coded by CFIR 2.0 have implications for

informing implementation strategies to reduce barriers as de-
scribed by this critical population. Our study and other CoCM
studies noted a series of barriers stemming from PCC’s limited
time, competing priorities in primary care, uncertainty of
insurance costs, and misunderstandings about CoCM’s ability
to provide all evidence-based care options, including both
medications and psychotherapies. Indeed, behavioral health
programs in primary care often require clinicians and patients
to navigate behavioral health treatment on their own, leaving
many avenues to fail-to-link patients 41,42. Individual patient
factors such as low motivation to follow through, seen in our
sample and often in individuals with depressive symptoms,

further emphasize the need for systematic solutions. One
strategy would be to utilize behavioral health staff to off-set
the responsibilities from PCCs and patients. A study by Wolk
et al.43 at an academic medical center leveraged a resource
center with a centralized intake, triage, and referral manage-
ment center to coordinate appropriate referrals to CoCM or
outside behavioral health resources. They found that the re-
source center reduced the burden on PCCs and patients, in
addition to promoting CoCM program reach. Approximately
26.4% of patients were referred to CoCM, 70% were referred
to community-based behavioral health care, and 0.5% were
provided self-directed resources. As such, sites may benefit
from exploring implementation of behavioral health resources
in addition to CoCM or creating more streamlined pathways
for external community referrals, especially if regular depres-
sion and anxiety screening identifies patients who need care
but may not fit CoCM.
Patients that failed-to-link also endorsed receiving limited

or inaccurate information about CoCM from their PCCs and
insufficient time to discuss physical and behavioral health.
Past studies found that after CoCM program implementation,
PCCs desired more training and information about the pro-
gram, and opportunities to discuss program concerns.44 A
strategy to address this could be improving the PCC training
and having follow-up meetings to clarify new questions and
reiterate information. Additionally, providing PCCs with an
introductory script or brochure for patients about the CoCM
structure, potential benefits, and cost could help convey accu-
rate information during the short appointment time. Due to the
time constraints of primary care, minimizing the role and time
of the PCC could be further explored and one possible solution
would be to supplement the initial PCC consent with a more
robust consent and information session with the BCM. How-
ever, strategies to reduce fail-to-link outcomes are needed first
to ensure patients are connected to the BCM.
Reported experiences of fail-to-link patients reveal broader

needs to de-stigmatize behavioral health concerns and treat-
ment. PCC education to promote mental health treatment for
the benefit of physical health (to address the relative priority of
physical vs mental health) may help. Importantly, behavioral
health resources that are accessible, culturally relevant to
diverse racial/ethnic groups, and honor patient preferences
should be considered.45,46 It may be necessary to take more
care with racial/ethnic minorities who hold more stigma be-
liefs related to behavioral health care. For example, a
mindfulness-based group intervention has been found to be
both effective at treating depressive symptoms and acceptable
among female African American participants in a community
health center.47

Implementing an audit and feedback process of program
data for physicians and CoCM staff can assist in monitoring
program execution and process. Wolk et al.43 found that
having program leadership monitor dashboard data allowed
improvement in CoCM clinicians’ fidelity to the program. In a
study examining organizational variability of process-of-care
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and depression outcomes, Carlo et al.48 found that a sustained
attention to the process-of-care over time can assist with the long-
term maintenance of initial program gains. In the case of our
study, such attention to earlier process-of-care timepoints could
reduce the process-level barriers for patients who fail-to-link. As a
result of this study’s findings, we are in the process of imple-
menting an audit and feedback process in the larger study.

Strengths and Limitations

This study focused on one key point in the patient flow into
CoCM. For example, it did not capture patients who are
eligible but not referred. Further, we did not compare this
sample to patients who were successfully linked to CoCM
and their systematic and implementation facilitators. In our
coding of patient-level barriers and facilitators, we sought to
use CFIR 2.0 for parsimony. While adequate for the majority
of constructs, other frameworks specifically for patient per-
spectives, motivation, etc. (e.g., Theoretical Domains
Framework49) could have been used. Additionally, we did
not conduct attrition weighting to minimize nonresponse bias
as certain demographics were collected from participant sur-
veys and unavailable in EDW data. Finally, this study exclud-
ed non-English-speaking patients since the survey and inter-
views were only in English. While the CoCM program has
bilingual providers and only one patient was excluded from
this study due to limited English proficiency, this criterion
inhibited representation of non-English speakers in research,
which can perpetuate mental health access disparities.
Strengths of this study include sampling patients who were
unable to be reached—a group often omitted from CoCM
research.

CONCLUSIONS

CoCM offers a direct pathway to behavioral health services
and allows the patient to remain in the samemedical system of
care for depression and anxiety management. Despite these
advantages, we identified a variety of reasons that patients
referred to CoCM in one academic medical health care system
failed-to-link, either due to an inability to contact the patient or
the patient declining to enroll in the program. This study
provides insights into the type of implementation strategies
that could help address patient-reported barriers behind
failures-to-link to CoCM. While only one piece of the overall
program flow, this step impacts overall program effectiveness
and reach.
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