
M a k i ng  Oh i o  B et ter

Lean On Me
Peer Recovery Supporter Certification Improvement Project 

• Irene Barnett
• Health Plan Policy Administrator 

• Green Belt Phase



Team Members
• Irene Barnett - Green Belt 

Facilitator
• Scott Wingenfeld - Camo 

Belt Facilitator 
• Beth Gersper – LeanOhio 

Mentor and OHMHAS 
agency liaison
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DEFINE –
What is the problem? 



M a k i n g  O h i o  B e t t e rO H I O  D E PA R T M E N T  O F  M E D I C A I D
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Project 
Charter



M a k i n g  O h i o  B e t t e rO H I O  D E PA R T M E N T  O F  M E D I C A I D
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SIPOC or High Level Flowchart
• Insert from OHMHAS



Participant Engagement - Dates 

Internal Staff Focus Group 
– Mapping

May 8

Peer Supporters Focus 
Group – Mapping

May 15

External Focus Groups 

May 18 and May 21

Training Application Summit

May 29

Certification Application 
Summit

May 31

Preview for Associations

July 9

Participant Quarterly 
Update

August 6

6



7

Voice of the customer and employee:



Voice of the Process:

• Task – An Identifiable chunk of work. 

• Decision Point – questions asked which 
determines the next task.

• Function - role to carry a task.

• Waste/Delays – non-value added items that 
drain resources.

• Points of entry – entrance to the process, 
impacts standardization

• Loopbacks – re-work , redirection, reprocess   
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Begin with 
current state.

Re-design after 
brainstorming.
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MEASURE – how are we 
doing now?



Evidence of the problem:

• 51 phone calls in 5 days (just Sharon)
• 189 e-mails in 4 days (all staff)
• 60 applications under review
• 298 applicants waiting to test
• 1,227* waiting for training
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Staff communications Application  Incomplete 
applications

Application 
timeframe   Impact on workforce

Incoming phone calls  
voice messages 
Outgoing phone calls 
and voice messages 

Number of email 
messages into 
agency and sent out 
to applicant . 

Number of 
applications that are 
incomplete and 
pended for more 
information  

Number of days 
from date of 
application receipt 
to the date that the 
certificate is sent out

Number of certified 
peer support 
providers  
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Customer wants a timely and simple process to 
be a certified peer support provider sources -



August 27, 
2019  Onsite –
paper file 
review

• Random sampling
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• Date the applicant signed the peer 
supporter certification application. 

• Date the applicant’s peer support 
certificate is signed off
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Operational Definition –
the days 
between...
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High 
variation
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ANALYZE- Why is this 
problem happening?
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Fishbone



M a k i n g  O h i o  B e t t e rO H I O  D E PA R T M E N T  O F  M E D I C A I D

TIM U WOOD – identify waste



Current State 
(results from mapping the current process resulted in the following information. Since we are looking to combine 
processes which overlap, we also took stats on the combined process)
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Training Process Certification 
Process 

Combined 
Process 

Tasks 52 46 98

Decision Points 8 12 20

Functions 5 4 6

Delays and Waste 32 27 59

Points of Entry 4 3 4

Loopbacks 3 10 13
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IMPROVE- How are we 
going to fix the problem?  
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Clean sheet redesign



Process Mapping: Future State 
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Training 
Process

Certificati
on 

Process 

Combined 
Process 

Tasks 17 22 36

Decision Points 4 7 11

Functions 3 2 3

Delays and Waste TBD TBD TBD

Points of Entry 1 1 1

Loopbacks 0 2 2

Training 
Process

Certifica
tion 

Process 

Combine
d 

Process 
Tasks 52 46 98

Decision Points 8 12 20
Functions 5 4 6

Delays and 
Waste 32 27 59

Points of Entry 4 3 4
Loopbacks 3 10 13

BEFORE AFTER



Process Mapping: Change Scorecard

23

Training Process Certification Process Combined Process 

Change % Change Change % Change Change % Change

Tasks -35 -67% -24 -52% -62 -63%

Decision Points -4 -50% -5 -42% -9 -45%

Functions -2 -40% 2 -50% -3 -50%

Delays and Waste - - - - - -

Points of Entry -3 -75% -2 -67% -3 -75%

Loopbacks -3 -100% -11 -85% -11 -85%
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List of Solutions



Action Plan

25

Website re-design 
Forms re-design 
Increase communication and 
accountability
Transition of new forms and applications 
Discussions on long-term solution

1st Quarter 
(July – Sept 2018)

Updates on the website
Begin use of new forms
Maintain increased communication and 
accountability
Quarterly update for associations and 
participants
Continue coordinated transition to new 
forms and applications 
Begin work towards long-term solution

2nd Quarter 
(Oct – Dec 2018)

Maintain updates on the website
Maintain increased communication and 
accountability
Quarterly update for associations and 
participants
Review any changes needed and adjust 
accordingly
Continue work towards long-term solution

3rd Quarter 
(Jan – Mar 2019)

Maintain updates on the website
Maintain increased communication and 
accountability
Quarterly update for associations and 
participants
Continue work towards long-term solution

4th Quarter 
(Apr – June 2019)

Maintain communication and 
accountability
Yearly review and adjust plan accordingly
Complete long-term solution and create a 
plan to implement it

Next Fiscal Year



Additional changes 
added:

Peer Recovery Support 
Manual

3 paths to Peer 
Recovery Supporter 
Certification 
handout

https://mha.ohio.gov/Health-Professionals/About-Mental-
Health-and-Addiction-Treatment/Peer-Support

https://mha.ohio.gov/Health-Professionals/About-Mental-Health-and-Addiction-Treatment/Peer-Support
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CONTROL- How will we  
standardize and maintain 

improvements?  
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High 
variation

Increase in 
stability and 

decrease in days
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Any future work in this area has been transitioned 
to the Governor’s RecoveryOhio Initiative
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Thank you Ohio Department 
of Medicaid, OHMHAS for 
supporting me. 
Special thanks to the 
LeanOhio staff and liaisons 
and teammates for pushing 
me to go further and believing 
in my success.    
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