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DEFINE —
What is the problem?



Making Ohio Better

OHIO DEPARTMENT OF MEDICAID

I_EAN‘hio Project Charter

Project/Event Title Peer Recovery Support Provider Certification Application Process
Project Facilitator Irene Barnett

Agency/Organization OhioMHAS and Ohio Department of Medicaid

Project Mentor Beth Gersper

Charter Last Updated Date 5/3/2018

Project Background

Individuals with a lived experience of mental health and/or substance use disorders who are interested in using their story of
iliness to wellness to inspire hope in others may apply to become a Certified Peer Recovery Supporter. The applicant must
complete training and submit several pieces of information for consideration of this credential.

[ ]
Problem/Opportunity Statement
OhioMHAS has received a number of complaints regarding the certification application process. Given the volume of work and
level of complaints, day to day operations would benefit from process review and improvement efforts.For example, it is taking

months for applicants to become certified and there is currently lots of back and forth communication between the day to day
operations team and the applicants.

First step in the process:

SCOPE The need to complete a certification application packet.
(define boundaries) [Last step in the process:
Successful submission of a certification application packet

Project Goals

1.) Reduce certification packet return rate (due to missing pieces or errors) / increase the number of packets successfully
submitted the first time

2.) Reduce the number of days from first step to the last step

3.) improve communication and reduce the number of inquiries for the process

Project Boundaries

Crtieria for certification stays the same. No change in rules or statutes.

Performance Metrics: Performance Metrics

What measures will tell you if you are | Current Goal Final % Change
Certification time months 30 days

number of inquiries TBD

reduction in packet returns (types of errors) TBD

Projected Benefits
Additional Certified Peer Support Recovery Providers and Specialists - increased access to services, decreased length of time
for the certification application process resulting in increased efficiency and quality. Improved stakeholder and customer

satisfaction.

Project Team

Senior Manager: Angie Bergefurd

Team Champion/Sponsor: Jody Lynch

Team Lead: Mindy Vance

Process Owner: Sharon Fitzpatrick

Team Members: Based on input from OACBHA, Ohio Council, NAMI, OCAAR and OhioMHAS staff.

Subject Matter Experts: Representatives from OhioMHAS offices such as OIS, Licensure & Certification and Senior

staff as needed.
Project Champion/Sponsor and Team Lead Sign-Off:
I am committed to supportii g this roject and impl
Team Sponsor Signature: ‘ A - &V ¥ ~N_/

Team Lead Signature: %/yﬂ/ﬂ[//

ing the teams impr




OHIO DEPARTMENT OF MEDICAID

SUPPLIERS

Applicants

OHMHAS

INPUTS
Certification
application

Passing
certification
Exam

40 hours of in
person training

E-base Academy
COoUrses

Code of Ethics
form

Passing BCI
check

FPassing FBl check

SIPOC

PROCESS

Making Ohio Better

OUTPUTS

Certified peer recovery
Froviders

CUSTOMERS

Applicants

Recovery
Community

Ohio ciftizens
impacted by
addiction

Service Providers

OHMHAS and
collaborating state
and local agencies
such as Chio
Medicaid,
Department of
Health. Department

(if not a of Aging.

consistent Chio

Resident
Cem.ﬂCGTIOH .A.ppllcah_on Enter Applicant Certification Applicant is
dpplication packet is - - - . e

information info requirements certified for two
packet manudlly . .
. R database verification Years

sUbmission reviewed
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Q May 8 May 18 and May 21 Q May 31 Q August 6

. Internal Staff Focus Group . External Focus Groups . Certification Application " Participant Quarterly
. —Mapping : ' Summit ' Update

. Peer Supporters Focus
i Group — Mapping i Training Application Summit i Preview for Associations

O May 15 O May 29 Ojuly 9

Participant Engagement - Dates



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

Begin with
current state.

Re-design after
brainstorming.



NEED DRIVERS CTQ Requirements

Staff communication

(status feedback; “Hard to find
response to inquiries)

“A long and the same thing

Timeliness

winding twice on the

! i
road” website

Application processing

Simplified Certification
Process

“This is the
least

| gave up
talking to
OHMHAS ...the

communication

Clarit
¥ consumer

friendly

process”

sucks

staff communication

(clear TA and precise
instructions)

3/19/2020 9



MEASURE — how are we
doing now?



Evidence of the problem:

51 phone calls in 5 days (just Sharon)
e 189 e-mails in 4 days (all staff)

60 applications under review

298 applicants waiting to test

e 1,227* waiting for training



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

Incomplete Application
applications timeframe

Staff communications Application Impact on workforce

Incoming phone calls Number of email Number of Number of days Number of certified
voice messages messages into applications that are  from date of peer support
Outgoing phone calls agency and sentout incomplete and application receipt providers

and voice messages to applicant. pended for more to the date that the

information certificate is sent out

12



————

August 27/,
2019 Onsite —
paper file
review

 Random sampling
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Ohio Peer Supporter

Promoting Wellness and Recovery

7he Ohio Departme
nt of Mental Health and Addicti i
diction Services Ohi
acknowledges R

———

as having successfully completed the requisite training
and examination to demonstrate the core competencies of an

Ohio Peer Supporter in Mental Health (PS-MH).

(orreficare of Coeerae Conmpter,,,,

To certify that he/she pa.cwipated in aid satféfiét®ry completed the course:
Introduction to Peer Recovery Support

Date: 11/17/2016

1.25 OBN003 92 Ohio Board of Nursing

1.25 RSX088902 Social Workers|OhioCSMFT
1.25 RCX068915 Counselors/OhioCSMFT
1.25 311334820 OPA-MCE

1.25 50-18528 Ohio Chemical Dependency Board
Q25,28
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Operational Definition =

the days
between...

* Date the applicant signed the peer
supporter certification application.

* Date the applicant’s peer support
certificate is signed off
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Application Date Ed

Date Originally Certifiec:

Process Days

06/28/18 11/2/2018 127
07/02/18 11/2/2018 123
07/11/18 11/2/2018 114
08/27/18 11/2/2018 67
07/20/18 11/2/2018 10S
07/31/18 11/2/2018 o4
08/07/18 11/2/2018 87
08/04/18 11/2/2018 90
08/16/18 11/2/2018 78
08/16/18 11/2/2018 78
05/17/18 11/2/2018 169
08/16/18 11/2/2018 78
08/27/18 11/2/2018 67
04/05/18 11/2/2018 211
08/23/18 11/23/2018 o2
10/22/18 11/23/2018 32
10/03/18 11/30/2018 SSs
10/01/18 12/14/2018 T4
10/26/18 12/14/2018 49
09/27/18 12/14/2018 78
10/30/18 12/14/2018 4S
11/14/18 12/14/2018 30
09/20/18 12/14/2018 8S

High
variation

I AA T A NG FALRLSSOF AT I EET




ANALYZE- Why is this
problem happening?



Application Timeliness Manual Process

Packet gets returned ALL PAPER status tracking

/Missing information /\danual Tracking /reviews
/unclear on process /Background checks /signoff
/iiﬁerent pathways /I'raining /data

communication back and forth

Takes too
long to
become
certified

letters/returned mail funding

calls and emails storage space week long
unclear process paper waste \Jork conflicts

website is unclear \echnologyr use \ack of instructors

Not sure who to call  limited staff hours availability at locations

Communication Resources Training

3/19/2020
17



OHIO DEPARTMENT OF MEDICAID Making Ohio Better

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)

Training Process Certification Combined
Process 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



IMPROVE- How are we
going to fix the problem?



Clean sheet redesign

Peer Supporter Training and Certification Application Process

3/19/2020 21



Process Mapping: Future State

Certifica | Combine Training | Certificati | Combined

Training

tion d Process on Process
Process Process | Process Process

Tasks 52 46 98 Tasks 17 22 36

Decision Points 8 12 20 Decision Points 4 7 11
Functions 5 4 6 Functions - . .

REEBCL 32 27 59 Delays and Waste TBD TBD TBD

Waste

Points of Entry 4 3 4 Points of Entry 1 1 1
Loopbacks 3 10 13 Loopbacks 0 2 2

BEFORE AFTER

22



Process Mapping: Change Scorecard

_ 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%



List of Solutions

Solution Summary Status
Funds were identified and IT staffwere
sorpm0gIcal  assigned Discontinued due to administration | M
v change.
e Poke-yoked forms to be more user-friendly
Datahase and created fillable pdfs \/
Re-design Peatﬂﬂ:ﬁ:ecleamaﬂmuaeum
provide better customer service to applicants
E-Based Grouped 12 certific ates into one condensed \/
Certificate package
Website made more user-friendly . specific
Website Re- instructions based on history and work \/
design experience, and added communication
around peer updales -
Pian for Developed Peer Career Ladder and 12 Steps \/
_Applicants to Certification one-pagers
Improve communications via website, create
mmm‘:&ﬂm Newsletter or E-update. ¢ omvene more v’
opportunities for peers to provide feedback

3/19/2020 24



Action Plan

1t Quarter 3rd Quarter
Next Fiscal Year

(July — Sept 2018) (Jan — Mar 2019)
Website re-design Maintain updates on the website Maintain communication and
Forms re-design Maintain increased communication and accountability
Increase communication and accountability Yearly review and adjust plan accordingly
accountability Quarterly update for associations and Complete long-term solution and create a
Transition of new forms and applications participants plan to implement it
Discussions on long-term solution Review any changes needed and adjust

accordingly

Updates-on-the-websit . Continue work towards_long-term solution

Begin use of new forms

Maintain increased communication and Maintain updates on the website

accountability
Maintain increased communication and

Quarterly update for associations and accountability

participants o
Quarterly update for associations and

Continue coordinated transition to new participants

forms and applications ) _
Continue work towards long-term solution

4th Quarter
(Apr = June 2019)

Begin work towards long-term solution
2"d Quarter

(Oct — Dec 2018) 25



- = 3 Paths to Peer Recovery
%S hl;ﬁ" Supporter Certification

You will complete
OhioMHAS Training.

Employer Completed

Work Verification Form

Complete Peer
Recovery Supporter
Certification exam

Submit Certification
Application packet,
including: certification
application, 11 e-based
academy certificates, 2
references, and
certificate of training
completion.

BCI/FBI Background
Check (FBI only if you
have lived out of state)

Non-Disqualifying
Offense Walver [only If
you have convictions
less than 3 years old)

Congratulation u are now an
Ohio Certified Peer Recovery Supporter.

https://mha.ohio.gov/Health-Professionals/About-Mental-

Peer Recovery Support 101

A manual of peer recovery support basics

Health-and-Addiction-Treatment/Peer-Support

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

CONTROL- How will we
standardize and maintain
improvements?



3/19/2020
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PEER SUPPORT CERTIFICATION APPLICATION (DAYS)
-

High Increase in
variation stability and
decrease in days

o -
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Recovery Support

The adoption of recovery by mental health and
addiction treatment systems in recant years hias
signaled a dramatic shift in the expactation for
positive outcomes for individuals who axperionce
mental health and/or substance use disorders. The
value of recovery and recovery-orientad systems
of care is widely accapted by states, communitias,
health care providers, pears, familias, researchers,
and advocates.

Tha process of recovery andweliness maintenance
iz parsonal and occurs via many pathways. It may
include clinical treatment, medications, faith-based
gpproaches, pear support, family support, salf-care,
and othar approaches. Recovary supports promote
individual, program, and system-lovel approachas
that foster haalth and rasilienca (including helping
individuals with behavioral heaith needs to “be
well.” manage symptoms, and achieve and
maintain abstinanca); increase housing 1o support

recovery: reduca barriers to employment, education,

and othar life goals; transition individuals from
institutional settings to community living; and
connect o necassany social supports in their chosan
community. Focus areas for recovery and wellness
maintenanca:

Any future work in this area has been transitioned
to the Governor’s RecoveryOhio Initiative

RECOVERY

hio

@ Peer support and peer-run organizations:

Through the promotion of sharing personal
experience and knowledge, individuals
engaged in peer support play an active and
vital role in laying the foundations for sustained
recovery. Peers are an important part of Ohio's
behavioral health workforce. "Peer recovery
supporter” is an all-inclusive term consisting

of peer specialists, recovery coaches, and peer
supporters. As individuals with lived experience,
peers offer a unique type of support for people
in treatment, recovery, or those working to
manage their illness.

Consumer-operated services (also known as
peer recovery organizations) and recovery
community organizations provide services

or activities that are planned, developed,
administered, delivered, and evaluated by
people, a majority of whom have a direct lived
experience of a mental health and/or substance
use disorder. The peerrun organizations have
a primary goal of enhancing the quantity and
quality of support available to individuals
seeking recovery from mental health or
substance use disorders.

3/19/2020 29



Peer Listening Sessions
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RecoveryDhioworkgroup traveledio Four sites [PRO's and RCO's )
Approximately 125 individuals attended (including certitied peers, peersin
training, supenvisors, trainers, provider agencies, and other stakeholders

5 oms consisted hour "dialogues” with groups around Peer Support
Identified Challenges and Barriers
Brainstarmed Salutions

t published by OhioMHAS Fehb

wf an highest priority selutions
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Leah on me

When you're not strong...

WE ALL NEED SOMEBODY TO LEAN ON

3/19/2020

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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