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Metrics

Technician 
Support

Clinic Optimization Toolkit
Modules Types of Resources 

Training Decks

Fact Sheets & Handouts

Forms & Templates

Spreadsheets & 
Supporting Documents

Standard Operating 
Procedures

Clinic Optimization Toolkit

EBP Utilization

Group Therapy 
Expansion

Evaluation

Clinic Gap 
Analysis

Patient 
Management



4

• Distinguish different factors 
affecting patient throughput in 
clinics

• Analyze strategies for addressing 
influx of patients, managing 
ongoing cases, and closing cases 
within a clinic

Learning Objectives
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OVERVIEW OF 
PATIENT THROUGHPUT
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What is Patient Throughput?

Influx of 
New Cases

How Cases 
are Managed

Closing 
Cases  



7

Why Regulate Patient Flow? 

Increase Quality of Care

Improve Patient Satisfaction

Reduce Provider Burnout

Improve Clinic Functioning

Boden et al., 2021; DOD IG  Report 2020
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Factors Affecting MHS Workload 

Workload

Systemic

Patient Provider

Clinic Manager

CDP, 2015
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Systemic Variables

Footer / CC Y-NC-ND http://foter.com/photo/girls-in-uniform_csa-2005-12-07-100854/

More Exposure 
to Combat

Greater 
Survivability

De-Stigmatization 
of Treatment

http://foter.com/photo/girls-in-uniform_csa-2005-12-07-100854/
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Patient Variables

Expect Individual Therapy

Scheduling Flexibility

Free, Unlimited Care

Misperceptions about 
Treatment

355th Medical Group Mental Health clinic personnel discuss routine tasks at Davis-Monthan Air Force 
Base, Arizona, Nov. 27, 2019.
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Provider Variables

Fear of Patient Complaints

Lack of EBP Training

Incentive to Keep Sub-
clinical Patients (August 23, 2019. U.S. Navy photo by Jacob Sippel, Naval Hospital Jacksonville/Released)

CDP, 2015; Frank et al., 2020; Skopp et al., 2022 
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Clinic Manager Variables

Lack Tools to Analyze 
Provider Panels

Hesitancy to Triage 
Incoming Patients

Providers Avoid 
Complicated Cases
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Summary of Variables

Workload

Systemic

Patient Provider

Clinic Manager
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Step 1: Managing Influx

Influx of 
New Cases

How Cases 
are Managed

Closing
Cases  
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Referral Sources for Patients

Community Services

Primary Care

BH in Primary Care
Self-referral

Embedded Providers

Leadership

MFLC

Chaplains
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Referral Screening Process

Referral 
Source

(PCM, Chaplain, etc.)

Screening 
Process

Intake 
Appointment

Return to 
Source

1

4

32



17

Barriers to Screening Referrals

Time

Complaints

RVUs
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Implement a Screening Process

Inform Chain of Command

Consult with Referral Sources

Required Information

Triage Process

Expectations for Treatment
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Delegate Screening to BHTs

Assign/Train BHTs

Match Patients to 
EBPs Providers

U.S. Army photo by SGT Christopher Calvert. 
http://www.dvidshub.net/image/1006077/ai r-cavalry-mental-health-specialist-helps -troops-combats-stigma

PHCoE, 2019
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Utilize Other Treatment Options

Primary Care

BH in Primary Care

Community Services

Chaplains

Military One Source
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Referral Screening Exceptions

Training Sites

Provider Specialties

Network Recapture

Military Evaluations
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Step 2: Managing Cases

Influx of 
New Cases

How Cases 
are Managed

Closing
Cases  
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Benefits of EBPs

Reduce Appointments

Lessen Patient Symptoms 

Improve Provider Satisfaction
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Assignment of New Cases



25

Setting the Stage for Success 

Best 
care 

possible

Manage 
Size of 

Caseloads

Outcome 
Measures

In-House 
Referrals

Use of 
Technicians

EBP 
Capacity

Treatment 
Planning

Special 
Populations

CDP, 2015; Frank et al., 2020 PHCoE, 2019
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Managing Caseloads 

Increased Levels of 
Provider Burnout

Reduced Access to 
Quality Care
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Use of Outcome Measures

DoD Requirements

Treatment Planning

Identifying Sub-clinical 
Patients

Process Improvement
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Within-Clinic Referral Process
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Individual Therapy Referrals

Option 3: 
EBP Sub-clinic

Option 1: Next 
Available with 
EBP Provider 

Option 2: EBP 
Provider Briefed 
& Accepts Case
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Group Therapy Referrals

Option 1: Next 
Available Group

Option 2:  
Screened by EBP 
Provider or BHT 

Before Enrollment

PHCoE, 2019
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Use of Technicians

Photo by Christopher W. Cudney [Public domain], via Wikimedia Commons

Group Coordination

Outcome Measures

Patient Screenings

PHCoE, 2019
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EBP Capacity

Providers not 
Comfortable Providing 

EBPs

Lack of Trained 
EBP Providers

Lack of Time for 
Consultation

CDP, 2015; Frank et al., 2020; Skopp et al., 2022



33

Treatment Planning

Objectively Examine 
a Case

Align Services to 
Patient Need
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Challenges to Case Reviews

Deciding which Cases to 
Review

Lack of Time

Obtaining Patient Input
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20/20 Review Process

Set Time

Build a Team

Select Cases

Complete Review Form

Get Patient Input (optional)
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20/20 Review Meetings

Team Updates
Treatment Plan 

Provider Presents Case

BHT Tracks Taskings
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Under Engaged

Sub-clinical

Seeking Administrative 
Outcome

Special Populations

(U.S. Navy photo by Mass Communication Specialist Seaman Conor Minto/Released, Sept 9, 2013
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SUB-CLINICAL PATIENTS
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Definition

Fear Complaints

Good Patients

Uncomfortable with 
Termination 
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Identification

Number of Cases

Complexity

Outcome Data
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Ft. Somewhere, SD

Photo by Jnn13, CC BY-SA 3.0 (http://creativecommons.org/licenses/by-sa/3.0), via Wikimedia Commons.

Ft. Somewhere 
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High Utilizers
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SPC Smith

ID as High Utilizer 

Mostly Follow-up Appts

Dx with Anxiety NOS

Outcome Measures Sub-
clinical Range

(U.S. Army National Guard photo by Spc. Michael Schwenk March 19, 2021)
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Management

Process Group

End Therapy

Alternate Schedule
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Prevention

Policies & Guidelines

Expectations

Treatment Plan

Chart Review

EBP Groups
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UNDER ENGAGING PATIENTS
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Definition

Poor Attendance

Lack of Homework 
Compliance

Unprepared to Change
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CPT Gonzales

ID as High Utilizer 

Poor Homework Compliance

PCLs in Clinical Range

Shows up Late for Appts, 
Frequently Reschedules

Photo taken by Spc. Maurice Cheeks Aug 20, 2019 
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Management

Process Group

End Therapy

Require Homework
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Provider Reluctance to End Therapy

Share Complicated and 
Risky Cases

Plan to Address Provider 
Discomfort

Work as a Team

(U.S. Air Force photo by Airman 1st Class Melody Bordeaux, Nov 24, 2020)
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Clinic Manager Role

Discuss Cases

Encourage Professional 
Development

Create Natural Contingencies

Manage Provider Templates
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PATIENTS SEEKING  
ADMINISTRATIVE OUTCOMES
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Definition
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Identification

Therapeutic Change Administrative 
Outcome
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Administrative Outcomes

Discharge from Service

Change in Duty Status

Change in Duty Station
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Assessing Patient Motivation
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SSG Johnson

ID as High Utilizer 

Lack of Improvement & Poor 
Treatment Compliance

High PHQ9 Scores

Wants Medical Separation

(Photo by TSgt Sydney Sullivan, Feb 8, 2019) 
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Discussing Administrative Outcomes

Alternatives to Therapy if 
Appropriate

Reasons for Seeking 
Treatment

Openness to Therapy
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Patient Management

Clarify Goals

Encourage 
Clinical improvement

Pursue 
Administrative Action

(U.S. Air Force photo/Tech. Sgt. Marie Brown, Mar 16, 2015)
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Management

Track Administrative Outcomes

Enroll in Process Group

Psychoeducational Groups
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Step 3: Closing Cases

Influx of 
New Cases

How Cases 
are Managed

Closing
Cases  
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Exiting the System

Successful Remission

Drop-out

Administrative 
Separation
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Dispositions Expected 
Change

Successful remission Increase
Drop out of therapy early Decrease 
Medical Evaluation Board 
& ADSEP

Decrease 

Become long-term case 
(fail to exit)

Decrease 

Management Effects on Pt Dispositions 
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 Training Decks
 Factsheets & 

Handouts 
 Forms & Templates
 Spreadsheets & 

Supporting 
Documents

 Standard Operating 
Procedures

Toolkit Resources
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 Training Decks
 Factsheets & 

Handouts
 Forms & Templates
 Spreadsheets & 

Supporting 
Documents

 Standard Operating 
Procedures

Toolkit Resources



66

 Training Decks
 Factsheets & 

Handouts 
 Forms & Templates
 Spreadsheets & 

Supporting 
Documents

 Standard Operating 
Procedures

Toolkit Resources
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 Training Decks
 Factsheets & 

Handouts 
 Forms & Templates
 Spreadsheets & 

Supporting 
Documents

 Standard Operating 
Procedures

Toolkit Resources 
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Summary
• Distinguish different factors 

affecting patient throughput in 
clinics

• Analyze strategies for addressing 
influx of patients, managing 
ongoing cases, and closing cases 
within a clinic
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Group Therapy 
Expansion

Technician 
Support

Clinic Optimization Toolkit

Clinic Optimization Toolkit
Modules Types of Resources 

Patient 
Management

EBP Utilization

Metrics

Clinic Gap 
Analysis Training Decks

Fact Sheets & Handouts

Forms & Templates

Spreadsheets & 
Supporting Documents

Standard Operating 
ProceduresEvaluation
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Contact Us

Center for Deployment Psychology
Department of Medical & Clinical Psychology

Uniformed Services University of the Health Sciences
4301 Jones Bridge Road

Bethesda, MD 20814-4799

Email: cdp-ggg@usuhs.edu
Website: deploymentpsych.org
Facebook: http://www.facebook.com/DeploymentPsych
Twitter: @DeploymentPsych

mailto:cdp-ggg@usuhs.edu
http://www.facebook.com/DeploymentPsych
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