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SPEAKER NOTES: 

Welcome to this Center for Deployment Psychology presentation. Today, I will be providing you with information about managing patient throughput at your clinic.
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Please note that the views expressed are those of the presenters and do not necessarily reflect the opinions or  endorsement by the USUHS, DoD, or the U.S. Government.   Also, there are no financial conflict of interests to report.
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Presenter Notes
Presentation Notes
Speaker Notes:

This presentation is part of the Center for Deployment Psychology’s Clinic Optimization Toolkit. The Toolkit was designed to help DoD behavioral health clinics improve patient care by utilizing resources more effectively, with an emphasis on the expanded use of EBPs. 

This presentation is part of the Patient Management module from the toolkit. 
----------
Photo Credit: Presenter Media (purchased by CDP)
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• 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

Presenter Notes
Presentation Notes
SPEAKER NOTES: Our learning objectives for today are to:

Distinguish different factors affecting patient throughput in outpatient mental health clinics, and to 

Analyze strategies for addressing influx of patients, managing ongoing cases, and closing cases within an outpatient mental health clinic
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OVERVIEW OF 
PATIENT THROUGHPUT

Presenter Notes
Presentation Notes
SPEAKER NOTES:  Transition Slide

To start our presentation, let’s go over the definition, rationale, and various factors that affect patient throughput in clinics.
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What is Patient Throughput?

Influx of 
New Cases

How Cases 
are Managed

Closing 
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Presenter Notes
Presentation Notes

SPEAKER NOTES: 

So, what is patient throughput? 

It is the flow of patients through the clinic’s system from the point of initial entry or becoming a new case  to termination of that care as depicted in this image.

In this talk, we will cover how patients enter the system, how they are managed once in the clinic, and how they exit the clinic system. 
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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

Presenter Notes
Presentation Notes

SPEAKER NOTES:

Why regulate patient flow through your clinic?  

Understanding and being able to control how patients enter and move through the clinic’s services is a critical element in the clinic optimization process. 

Understanding and controlling patient throughput will:
1) Increase quality of care
2) Improve patient satisfaction
3) Reduce provider burnout
4) Improve clinic functioning, such as reducing wait times and increasing return to duty rates

----------
Photo Credit: Presenter Media (purchased by CDP)

Reference:
Boden, Smith, C. A., & Trafton, J. A. (2021). Investigation of population-based mental health staffing and efficiency-based mental health productivity using an information-theoretic approach. PloS One,
16(8), e0256268–e0256268. https://doi.org/10.1371/journal.pone.0256268

U.S. Department of Defense Inspector General Report (2020). Evaluation of access to mental 
health care in the Department of Defense. https://media.defense.gov/2020/Aug/12/2002475605/-1/-1/1/DODIG-2020-112_REDACTED.PDF
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Factors Affecting MHS Workload 

Workload

Systemic

Patient Provider

Clinic Manager

CDP, 2015

Presenter Notes
Presentation Notes
SPEAKER NOTES: 
Overtime, there has been a dramatic increase in demand for behavioral health services over and this has led to a heavy workload for MHS clinicians.

In this section, we will cover several factors that have contributed to this high workload for behavioral health clinics. 

These factors are broken out across four categories: 
Systemic variables, 
Patient variables,
Provider variables, and
Clinic manager variables

---------------
Reference:
The Center for Deployment Psychology. (2015) Lessons Learned Manual: A Framework for Addressing Barriers to Evidence-Based Psychotherapy Utilization in the Defense Department.
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Systemic Variables

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

Greater 
Survivability

De-Stigmatization 
of Treatment

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

There are several system-level variables that have affected the number of patients needing care, such as  

Multiple deployments with exposure to combat – With more than two decades of recent military conflicts across multiple theaters, many service members have deployed several times and this has increased the chances of direct exposure to combat for these service members.  

Greater survivability of conflicts - Thankfully, innovations in equipment, medical response, and tactics have led to more service members surviving combat-related events, such as IEDs and firefights. The higher survival rate means there are more service members who have been exposed to traumatic events and potentially need services. 

De-stigmatization of behavioral health treatment  - The DoD has spent millions of dollars on media campaigns to de-stigmatize behavioral health conditions and reaching out for treatment. This effort has led to an increase in the number of service members willing to seek behavioral health care.  

The overall result of these factors is that we have many people who need behavioral health services, which can sometimes overtax the system’s capacity to provide care.

----------
Photo Credit: Creative Commons (purchased by CDP)


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.

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

There are also several patient-level variables that have affected the number of patients seeking care.

 Unlike the civilian sector, within the military system, there is typically no cap on the amount of behavioral health services a person can receive within the MTF, no financial cost to patients for care (such as co-pays), and in many cases, patients can receive specialty services without a referral. 

 With the strong push from DoD to get PTSD and other deployment-related conditions treated, military supervisors may be more likely to be supportive of service members seeking care. With this, service members may find greater flexibility to scheduling appointments during work hours than was reported in the past. 

 Patients often enter treatment expecting and desiring individual therapy, meaning that group services may be lacking or underutilized.  

 Patients may meet criteria for a military-connected disability and believe that the more care they receive during the MEB process helps their case for disability, leading them to request as many appointments as they can fit in. 

The result of these patient level factors is that we have a large pool of patients needing care, who can attend therapy and likely show a strong preference for individual therapy.

----------
Photo Credit: Creative Commons (purchased by CDP)
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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 

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

So, what are some of the throughput related factors associated with providers? 

Many therapists use an “eclectic” approach to therapy, which can be characterized as supportive counseling with some elements of EBPs added in sporadically. This can potentially lead to decreased efficiency of treatment compared to using EBPs, meaning that more appointments are necessary for patients to recover.  

Some therapists may be delaying ending therapy with patients because they are concerned that the patient will complain if their care is terminated. This can happen even if there are significant problems such as lack of treatment compliance or poor attendance in therapy.  

There can also be an incentive for providers to keep subclinical or non-symptomatic cases on their schedule. These cases are often low maintenance and providers may appreciate a break from complex and or high-risk cases in their schedule. The incentive to keep such cases on ones’ schedule is even more powerful if the provider’s number of intakes is reduced when the providers “panel is full.” 

These provider-related factors may lead to problems such as:

- Because EBPs are used infrequently, the average patient’s length of care is increased, thereby also increasing the burden on the clinic. 

- Due to incentives for keeping patients in treatment after they are asymptomatic, the clinic can accumulate many longer-term therapy cases. 

----------
Photo Credit: CDP owned.

References:
The Center for Deployment Psychology. (2015) Lessons Learned Manual: A Framework for Addressing Barriers to Evidence-Based Psychotherapy Utilization in the Defense Department.

Frank, H. E., Becker-Haimes, E. M., & Kendall, P. C. (2020). Therapist training in evidence‐based 
interventions for mental health: A systematic review of training approaches and outcomes. Clinical Psychology: Science and Practice, 27(3), Article e12330. https://doi.org/10.1111/cpsp.12330

Skopp, N. A., Kaplan, D. A., Todd, B. L., Drell, M. B., & Pratt, K. M. (2022). Pilot outcomes of cognitive processing therapy implementation in military health system outpatient behavioral health clinics. Psychological Services. Advance online publication. https://doi.org/10.1037/ser0000611
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Clinic Manager Variables

Lack Tools to Analyze 
Provider Panels

Hesitancy to Triage 
Incoming Patients

Providers Avoid 
Complicated Cases

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

There are several clinic manager variables that impact patient influx and throughput within the clinic, such as:

Clinic managers may be hesitant to truly triage referrals and send them back to referral sources because they worry that the command will view this negatively. Also, they may simply be too busy to adequately screen referrals.  

Unfortunately, clinic managers rarely have simple tools for analyzing provider caseloads. In fact, provider panels may seem like the proverbial  “black box” since there are no efficient tools for analyzing caseloads. For example, identifying who has several long-term therapy cases, or who is seeing the most patients is not readily apparent within existing EMR tools.  

Part of the clinic manager role is to assign incoming patients to providers, and this requires flexibility on the part of providers. While some providers will want to avoid treating complex cases or may wish to only take on a particular type of case, clinic managers must sometimes have hard conversations with providers regarding workload and clinical practices. 
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Summary of Variables

Workload

Systemic

Patient Provider

Clinic Manager

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

So, to summarize, we covered from a system perspective that there is a large pool of patients who need care.  At the patient level, these patients can attend therapy at no cost and usually prefer individual therapy. Providers often lack training and or comfort with using EBPs, and there are some incentives to keeping patients in treatment longer than necessary to maintain productivity standards.  Finally, clinic managers may feel helpless to turn away referrals and have little visibility on actual workload within their clinics. 

All of these variables present challenges to managing patient flow through a clinic. In order to overcome these challenges, we need to understand more about how patients flow through the clinic system.
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Step 1: Managing Influx

Influx of 
New Cases

How Cases 
are Managed

Closing
Cases  

Presenter Notes
Presentation Notes
SPEAKER NOTES: Transition Slide

Now that we have discussed the importance of understanding and regulating patient throughput in a clinic, and reviewed different variables affecting the throughput, let’s talk about the first step of managing this process. In this section, we’ll cover the influx of new cases into a clinic and how instituting changes at this phase can greatly improve patient throughput downstream.  




15

Referral Sources for Patients

Community Services

Primary Care

BH in Primary Care
Self-referral

Embedded Providers

Leadership

MFLC

Chaplains

Presenter Notes
Presentation Notes
SPEAKER NOTES: As a clinic manager, you will have a good understanding of which sources are referring patients to your clinic. 

Some of the entities that frequently make referrals to MHS clinics are listed here, such as:

Primary care providers
Behavioral health providers in primary care
Self-referrals
Embedded behavioral health providers
Leadership (i.e., Commanders, First Sergeants)
MFLCs (Military and Family Life Counselors)
Patients command representatives, such as Chaplains and others.
Other Community Services, such as Military OneSource

Clinics should reach out to local referral sources and make sure that these entities have accurate information about the clinic’s services and what types of cases are most appropriate. 

Providing these referral sources in a handout that describes the type of services offered and limitations on services can be very helpful. 

The toolkit has a couple of handouts in the  Expanding Group Module, Clinic Service Sheet and the Clinic Outreach handout, that you can customize to educate referral sources about services your clinic provides.

----------
Photo Credit: Presenter Media (purchased by CDP)
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Referral Screening Process

Referral 
Source

(PCM, Chaplain, etc.)

Screening 
Process
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Return to 
Source
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

In addition to understanding and educating your referral sources, it is also important to track whether any sources are sending inappropriate referrals. It can be important to detect inappropriate referrals and have a process to deal with them (e.g., follow-up with referral source  to provide education/clarification, provide patients with other options to better suit their needs).

This diagram shows a basic referral screening process: 

1. The process starts when a referral source sends a referral to the clinic. 

2. Next, the clinic manager screens the referral and determines whether it is appropriate. Note that a clinic manager may delegate this task to an experienced clinician or Behavioral Health Tech, under the supervision of the clinic manager. 

3. If the patient is deemed appropriate for treatment in the clinic, an appointment is scheduled.

4. There are some cases where the referral will need to be sent back. This can happen for a couple of reasons:

- There was insufficient information in the referral to determine if the patient needs specialty care. For example, if a referral simply says ”Patient has MDD, please evaluate and treat,” the clinic manager may wish to send this back to request additional details as the basis for the referral. 

- Another reason for sending a referral back is that the case seems like it could be managed at another level of care. For example, an uncomplicated case of mild anxiety can be addressed by a BH provider in primary care where the pt can learn some basic copings skills and then sent to specialty care if there is no improvement. 

----------
Photo Credit: Diagram created by CDP.
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Barriers to Screening Referrals

Time

Complaints

RVUs

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

In some instances, a clinic will barely use the screening process. Possible reasons for this are:

The screening process can be time consuming, especially when referrals are not appropriate. When additional information is needed it often requires some back-and-forth dialogue with the referral source. Since the clinic manager is often one of the busiest people in the clinic, they may simply accept some questionable referrals due to not having time to fully triage them. 

In addition, clinics may worry about generating complaints from referral sources if the referral is not automatically accepted.

Lastly, Clinic managers may worry that their chain of command will think they are pushing back against DoD RVU requirements if they re-route or kick back too many referrals. 

If the clinic doesn’t have a healthy screening process in place, the clinic will wind up taking on mild cases, which could easily be handled at a lower level of care. This clogs the system and adds to provider stress and wait times, ultimately resulting in decreased overall quality of care in the clinic system. 

----------
Photo Credit: Presenter Media (purchased by CDP)
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Implement a Screening Process

Inform Chain of Command

Consult with Referral Sources

Required Information

Triage Process

Expectations for Treatment

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Before reworking your clinic’s screening process, we recommend that you inform your Chain of Command about the planned shift. You will want to make sure they are aware of this change and the potential impact on complaints from referral sources. 

For your referral sources, some things you will want to discuss are:
The minimum amount of information necessary for referrals: Let them know what level of detail you need in order to accept referrals. 

Explain the need to triage cases that present with mild depression and anxiety as a result of limited resources. Encourage providers within primary care to attempt a trial of antidepressant medications for uncomplicated depression or anxiety cases if appropriate. 

Lastly, it is important to help manage the expectations regarding care in the clinic once Service members are booked in an appointment spot, especially for mild cases. It is best for referral sources to help set correct expectations BEFORE they send a referral to your clinic, such as an expectation for short-term care and for group therapy will be part of care. 

Other Toolkit modules further address a clinic’s need to increase the amount of group therapy and to tie the amount of care to the level of symptoms a patient has. 

----------
Photo Credit: Presenter Media (purchased by CDP)
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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

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

As noted above, due to provider/clinic manager busy schedules, another best practice is to assign and train a BHT to screen incoming referrals (one to serve as the primary and at least one as a secondary/back-up). This option may not be feasible in settings that do not have experienced behavioral health technicians on staff. Through brief training with experienced BHTs, the clinic manager can oversee this and be assured that the incoming referrals are being appropriately dispositioned. 

This screening process can significantly boost clinic optimization efforts and with additional attention can facilitate the clinic to match patients who are likely to need EBPs for specific diagnoses with EBP trained providers. 

Reference:
Psychological Health Center of Excellence Behavioral Health Technician Working Group (2019). 
Healthcare provider’s practice guide for the utilization of behavioral health technicians (BHTs): Information and recommendations to optimize use of BHTs to support psychological healthcare in the Department of Defense. https://www.health.mil/Reference-Center/Publications?query=Technicians&isDateRange=0&broadVector=000&newsVector=00000000&refVector=000000000001000&refSrc=1
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Utilize Other Treatment Options

Primary Care

BH in Primary Care

Community Services

Chaplains

Military One Source

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

As was discussed, clinics should work with referral sources to make full use of other treatment options to ensure that patients are getting the most appropriate level of care needed. 

Each of the following treatment options can provide care to patients with behavioral health conditions:

- Primary Care Mangers (PCMs): They can and should treat behavioral health disorders, especially mild and uncomplicated cases. Some PCMs will feel uncomfortable with treating psychological health conditions. In these cases, psychiatry staff can provide consultation with the PCM so that mild cases can be managed outside of the behavioral health clinic. Additionally, psychiatry staff can also provide an annual brief to PCMs about managing mild cases and opportunities for consultation, which can greatly reduce the number of referrals for mild cases that can be appropriately treated within primary care. 

- Behavioral Health in Primary Care: These behavioral health providers treat patients with mild-to-moderate anxiety and depression, as well as other mental health concerns in a brief care model.

- Community Service Agencies, such as Army Community Services, Fleet and Family Service Center, Marine Corps Community Services, and Airman & Family Readiness Center. Marriage & Family Life Counselors usually handle adjustment disorders, partner relational problems, phase of life problems, etc. These agencies typically refer to behavioral health if the case worsens.

- Chaplains: At minimum, Chaplains can provide supportive counseling, but many are also pastoral counselors and are able to provide some therapy.  

-  Military OneSource can also provide a limited number of supportive counseling sessions for milder concerns. 

By ensuring that milder cases are handled at the lowest level possible, the clinic gains time to see more severe cases in a timely manner and to provide high quality care to these higher risk individuals.  

----------
Photo Credit: Presenter Media (purchased by CDP)
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Referral Screening Exceptions

Training Sites

Provider Specialties

Network Recapture

Military Evaluations

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Note that there are several reasons a clinic may choose to accept some cases that would typically be seen at a different level of care. Some of those reasons include:

Clinics may want some milder cases for providers to have experience in managing this population, especially at training sites. 

A clinic may have a staff member who specializes in treating a certain diagnosis or issue, such as marital problems and may also consider allowing a certain number of referrals for this reason.  

If the Command wants to recapture TRICARE referrals, a clinic might want to allow in more mild cases to prevent them from being sent to the network. Another situation might be if your primary care clinic is understaffed and has limited resources to treat even mild cases, then BH clinics could make an exception in accepting more of these type of cases.

Patients who need to be evaluated for a disposition or other military specific evaluation are usually seen within the clinic regardless of severity. 

----------
Photo Credit: Presenter Media (purchased by CDP) 
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Step 2: Managing Cases

Influx of 
New Cases

How Cases 
are Managed

Closing
Cases  

Presenter Notes
Presentation Notes
SPEAKER NOTES: Transition Slide

After addressing how to manage the influx of new cases, we will now shift our focus to discussing how cases are managed once they are in the clinic, and what changes can be made to improve patient throughput. 
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Benefits of EBPs

Reduce Appointments

Lessen Patient Symptoms 

Improve Provider Satisfaction

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

One way of achieving the best care possible for patients is to use evidence-based psychotherapies with most cases. 

Clinics gain tremendous benefits from the widespread use of EBPs. Using EBPs will produce symptom reduction faster than non-EBPs, meaning that patients will need fewer overall appointments, which leads to less strain on providers and higher levels of job satisfaction! 

See the “Increasing EBP Utilization” Module for more details on the benefits of expanding EBP usage. 
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Assignment of New Cases

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

In general, you want to be assigning new patients with specific disorders to providers with the right training, for example, new cases with PTSD should be routed to providers trained in EBPs for PTSD. However, often you don’t know what the exact disorders are until after the intake happens. One practice that can facilitate EBP utilization is to adopt a clinic procedure of assigning cases to providers after the diagnostic intake has been completed. By carrying out an intake, the clinician performing it will have a more comprehensive view of the presenting problem and diagnostic criteria endorsed by the patient. While this practice may be a change for some clinics, matching the patient to a provider in this way allows the clinic to be intentional about placing patients with specific diagnoses with a specialized EBP provider. For example, when a patient is diagnosed with PTSD, he/she should be assigned to a provider trained in PE or CPT. It is important for clinics to establish clear referral procedures. 

----------
Photo Credit: Presenter Media (purchased by CDP)
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Setting the Stage for Success 
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CDP, 2015; Frank et al., 2020 PHCoE, 2019

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Delivering the best possible care for patients is a lofty goal - one every clinic sets out to achieve.

While implementation of EBPs is an established means of improving the quality of care within a clinic, an unfortunate reality is that there are numerous barriers to widespread adoption of EBP treatment. 

These barriers can hinder a clinic’s ability to deliver high-quality care, but fortunately there are several best practices to help your clinic meet its goal of delivering the best care possible. 

In the next several slides, we will briefly cover these barriers and how each of them impact clinic throughput. We will also review best practice options that can be used to overcome the barriers.

---------
Photo Credit: Diagram created by CDP.

References:
The Center for Deployment Psychology. (2015) Lessons Learned Manual: A Framework for Addressing Barriers to Evidence-Based Psychotherapy Utilization in the Defense Department.

Frank, H. E., Becker-Haimes, E. M., & Kendall, P. C. (2020). Therapist training in evidence‐based 
interventions for mental health: A systematic review of training approaches and outcomes. Clinical Psychology: Science and Practice, 27(3), Article e12330. https://doi.org/10.1111/cpsp.12330

Psychological Health Center of Excellence Behavioral Health Technician Working Group (2019). 
Healthcare provider’s practice guide for the utilization of behavioral health technicians (BHTs): Information and recommendations to optimize use of BHTs to support psychological healthcare in the Department of Defense. https://www.health.mil/Reference-Center/Publications?query=Technicians&isDateRange=0&broadVector=000&newsVector=00000000&refVector=000000000001000&refSrc=1
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Managing Caseloads 

Increased Levels of 
Provider Burnout

Reduced Access to 
Quality Care

Presenter Notes
Presentation Notes
SPEAKER NOTES:
The first barrier we’ll discuss is provider caseloads that are too large.  When providers have very large caseloads, it creates two problems within the clinic.

First, caseloads that are too large inhibit quality care. When caseloads grow too large, it can result in long wait times between follow-ups, which slows progress. EBPs are not as effective if the patient is only seen once every 3-6 weeks.

Second, when providers have back-to-back appointments all day, they have no time to manage crises, do paperwork, make phone calls, or do real treatment planning, which can lead to burnout.

Many of the suggestions in this training, and indeed within the entire Toolkit, are aimed at helping clinics manage workloads in a way that increases quality of care while decreasing the burden on providers. 

----------
Photo Credit: Presenter Media (purchased by CDP)
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Use of Outcome Measures

DoD Requirements

Treatment Planning

Identifying Sub-clinical 
Patients

Process Improvement

Presenter Notes
Presentation Notes
SPEAKER NOTES: Another barrier to improving care is not using outcome measures.

The Department of Defense has issued clear guidance on the routine use of outcome measures in behavioral health care, so it’s wise to ensure that you have a solid plan for the implementation of outcome measures.

Besides complying with DoD guidelines, clinics benefit from using outcome measures in even more significant ways.
When used as part of treatment planning, outcome measures keep providers and patients focused.

They can be used to identify sub-clinical patients allowing clinics to better disposition these cases.

Outcome measures are also used in process improvement. For example, if a new group is started in your clinic, you will want to determine if the patients in the group are improving. Outcome measures help to answer this question.  

----------
Photo Credit: Presenter Media (purchased by CDP)
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Within-Clinic Referral Process

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Problems in a clinic’s internal referral process can be another barrier to quality care. Clinic providers usually transfer some amount of cases among themselves (sometimes called in-house referrals), often done when a patient requests a therapist of a different gender or when a patient needs a type of treatment offered by another clinic provider. 
 
Patients that can be easily connected with the type of services they need will receive better care and their symptoms will resolve more quickly.

In a well-functioning clinic, in-house referrals will happen smoothly for both individual therapy and group therapy as appropriate. 

----------
Photo Credit: GraphicStockImages.com. (CDP purchased)
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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

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Getting patients to the right kind of therapy quickly is essential to clinic optimization. Since some providers have training in specialized types of therapy and others do not, clinic staff will want to be able to refer to each other. 

There are two models for handling these in-house referrals for individual therapy.

 - Option 1: Schedule the patient for the next available follow-up slot with an EBP therapist, without requiring the receiving provider to get a summary of the incoming patient.

 - Option 2: The referring provider must brief the new EBP therapist (or the clinic manager) on the case, who then must approve the transfer. This is a bit more inconvenient, but results in better matching of skills to needs.

Finally, if the clinic has enough patients of a particular diagnosis, you may even want to consider creating an EBP “sub-clinic” for the disorder. This approach facilitates providers who specialize in EBP treatment of specific disorders to treat most of the clinic’s patients with those disorders.  

In some clinics diagnoses such as Major Depression or PTSD are the most common disorder needing this kind of EBP sub-clinic. If you decide to set up a sub-clinic, we recommend you formalize this process by creating a Standard Operating Procedure (SOP). The Toolkit has an example SOP for implementing this type of system in the Increasing EBP Utilization module.

----------
Photo Credit: Presenter Media (purchased by CDP)
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Group Therapy Referrals

Option 1: Next 
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PHCoE, 2019

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

As we’ve been discussing, getting patients to the right individual therapist is important, and so is being able to refer a patient into a specialized type of group therapy. 

EBPs delivered via Group Therapy can be highly effective, but only if patients make it into the group, so clinics should identify opportunities to streamline the referral process to make it as easy as possible.  

There are two usual models for referring patients into groups:

Option 1: Sign patients up to groups without approval of the facilitator. This approach is more common for EBP and psychoeducational groups. 

Option 2: The group facilitator (or trained BHT) interviews each patient before admitting them into the group. This is more commonly used for process groups, but can be used for some types of EBP groups as well. Note that trained behavioral health technicians can screen prospective patients to ensure they are appropriate for the group. For example, a provider may want to have a BHT screen new cases before allowing them enter a 12-week CPT group for PTSD to ensure they meet criteria for the group. In settings without a BHT available, such screenings will need to be done by a provider. 

Regardless of whether a screening procedure is needed for a group, all groups should provide standard pre-group education and information such as the goals of the group, logistics, and any exclusionary criteria. 

----------
Photo Credit: Presenter Media (purchased by CDP)

Reference:
Psychological Health Center of Excellence Behavioral Health Technician Working Group (2019). 
Healthcare provider’s practice guide for the utilization of behavioral health technicians (BHTs): Information and recommendations to optimize use of BHTs to support psychological healthcare in the Department of Defense. https://www.health.mil/Reference-Center/Publications?query=Technicians&isDateRange=0&broadVector=000&newsVector=00000000&refVector=000000000001000&refSrc=1




31

Use of Technicians

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

Patient Screenings

PHCoE, 2019

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Another barrier to giving the most effective care within a clinic is underuse of Behavioral Health Technicians. For locations that have BHTs on staff, fully utilizing the clinical skillset of behavioral health technicians helps clinics to optimize care within clinics in several ways.   

Although the Behavioral Health Data Portal platform significantly improves the process of implementing regular use of outcome measures within the DoD, it is still a difficult task, especially when providers are already overloaded. In this instance, whenever possible, technicians can take on most of the load for this task.  

Every clinic manager knows it’s hard to get several EBPs groups running. Keeping up with referrals, calls, charting and other logistical tasks causes many providers to shy away from running these groups. Behavioral health technicians are trained to co-facilitate EBP groups, and even facilitate some psychoeducational types of groups like stress management under the supervision of a provider. BHTs can play an integral role in providing group therapy services to your patient population.

See the module on Technician Support for more information on how BHTs can support optimization. 

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

Reference:
Psychological Health Center of Excellence Behavioral Health Technician Working Group (2019). 
Healthcare provider’s practice guide for the utilization of behavioral health technicians (BHTs): Information and recommendations to optimize use of BHTs to support psychological healthcare in the Department of Defense. https://www.health.mil/Reference-Center/Publications?query=Technicians&isDateRange=0&broadVector=000&newsVector=00000000&refVector=000000000001000&refSrc=1
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

One barrier to improving care is having a low capacity for delivering EBPs, meaning that not enough providers are trained in or comfortable using EBPs. 

There are many free EBP trainings for MTF providers, but providers need to have time to attend the training and or get post-workshop Consultation. 

Consultation has been shown to increase confidence and improve therapy fidelity, but it’s often difficult to find someone who can do the consultation. Even when there is a designated consultant, providers often feel too busy to regularly seek out and participate in consultation.

When a clinic begins implementing the modules in this Toolkit, you will see an increase in time available in provider schedules. Clinic managers should consider “earmarking” some of this time for more EBP trainings. Also, consider making sure that providers have time to get consultation on their first few cases when they use new EBP treatments. 

-----------
References
The Center for Deployment Psychology. (2015) Lessons Learned Manual: A Framework for Addressing Barriers to Evidence-Based Psychotherapy Utilization in the Defense Department.


Frank, H. E., Becker-Haimes, E. M., & Kendall, P. C. (2020). Therapist training in evidence‐based 
interventions for mental health: A systematic review of training approaches and outcomes. Clinical Psychology: Science and Practice, 27(3), Article e12330. https://doi.org/10.1111/cpsp.12330

Skopp, N. A., Kaplan, D. A., Todd, B. L., Drell, M. B., & Pratt, K. M. (2022). Pilot outcomes of cognitive processing therapy implementation in military health system outpatient behavioral health clinics. Psychological Services. Advance online publication. https://doi.org/10.1037/ser0000611





33

Treatment Planning

Objectively Examine 
a Case

Align Services to 
Patient Need

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

A final barrier we’ll discuss is a lack of REAL treatment planning and treatment team reviews.   

Treatment plans and treatment team reviews are formal mechanisms for objectively examining a case and helping to align the level of clinic services to the level of patient need.

All too often in busy clinics, treatment team reviews are seen as impractical - a luxury that can’t be afforded. In these clinics, the treatment planning process can become an afterthought when a provider is writing up notes at the end of the day.

If a clinic is busy, they may need to wait until they have “breathing room” in schedules to start formal treatment team reviews. For instance, you may want to consider implementing this after EBP groups are up and running smoothly.

See the Treatment Planning deck for more information and tools for treatment planning. 

----------
Photo Credit: Presenter Media (purchased by CDP)
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

As was noted, in very busy clinics, treatment planning is often left to the individual provider. However, most providers agree that a treatment “team” approach is the best means of reviewing a case’s treatment and progress. Despite many providers agreeing that treatment team meetings is preferred, they are the exception rather than the norm. Why is that? 

Some challenges to conducting treatment team meetings include:
- Staff are just too busy. Providers may feel they have no time to have another meeting or to stop and review a set of cases. 

- Limited time means that a clinic usually cannot review all cases, or even all new cases coming into the clinic. This means that the clinic staff must settle on a subset of cases to review but deciding which subset of cases can be hard to do.  

- Because it requires more time and coordination, it can be difficult to get patient input on the treatment process for a team review.  

----------
Photo Credit: Presenter Media (purchased by CDP)
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 
In order to make formal treatment planning possible in a busy clinic, it is best to set up a process that staff can realistically follow.

For busy clinics that have not been able to hold formal team meetings, we suggest using what we call a 20/20 review process. This process is simplified as much as possible yet allows for multiple cases to be reviewed with minimal burden on clinic providers. 

The process goes like this:  
Block time once per month for a meeting to cover a set number of cases. 

Select a team. It is unlikely that all providers can participate and, honestly, having that many personnel weighing in may impede getting through all the cases. Consider designating a small team that includes the clinic manager and a few experienced clinicians. Other clinic providers attend only if one of their cases are up for review. 

Select a set of cases to review. For example, in the 20/20 process, clinic’s limit review to those cases that have reached 20 sessions within the clinic. These cases are reviewed again if they reach another 20 sessions.

Focusing on patients with 20 or more therapy appointments will be more practical than trying to review all new cases flowing into the clinic.  This also allows treatment teams to focus on cases that are using up a lot of clinic resources. 


Next, the BHT or clinician reviews the chart and drafts the 20/20 case review form for the provider, who then completes the form.  

The “20/20 Treatment Team Review” also has an optional questionnaire for taking the patient’s input into the meeting. This form is given to the patient at the 19th session by the provider. This questionnaire asks about the patient’s satisfaction with progress and their relationship with the provider.  

The Toolkit has a 20/20 Treatment Team Review Form as part of the Patient Management Module
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20/20 Review Meetings
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SLIDE ANIMATION: Click 1: Blue box with “Provider presents case” appears along with image to the right; Click 2: First image fades, blue box with “Team updates…” appears along with picture of form; Click 3: Image of form fades; blue box with “BHT…” appears along with another image to the right

SPEAKER NOTES: 

For the actual meeting itself, the providers who have identified cases use the form as a guide to presenting their cases. The treatment team offers advice on: 
- Strategies for getting past barriers to progress 
- Additional treatment modalities to consider

If available, a behavioral health tech should attend to take minutes and track tasks that need to occur after the meeting, such as referrals into group or medication referrals.

Note that when you are first starting this process, there may be a backlog of cases. You may have to start with reviewing cases that have been seen for 60, 80 or more sessions, and work backwards to those only seen for 20 sessions. 

Also, if your clinic already holds regular multidisciplinary team meetings to discuss high risk patients who are required to be seen weekly, these cases should likely be excluded from the 20/20 review meetings.
�
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

The last barrier to delivering high quality care we’ll talk about are “Special Populations”. 

What do we mean by special populations? 

There are several categories of patients that are challenging to treat, even if a provider is using the most up-to-date EBP.

In this presentation, we will look at three types of special populations: Sub-clinical, under engagers, and those seeking administrative outcomes. 

We will define each of the special populations and discuss ways to identify and effectively manage them in the clinic. 

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

Presenter Notes
Presentation Notes
SPEAKER NOTES:  Transition Slide

Let’s start off by talking about “sub-clinical” patients seeking ongoing therapy.
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

What is the “sub-clinical population”?

These are patients whose symptoms do not require ongoing weekly psychotherapy, but who desire regular therapy. Note that they are not malingering or feigning illness. 

They have real concerns and issues, but these concerns are no longer clinically significant, and they do not NEED ongoing treatment. 

Managing this population is critical to optimizing one’s clinic or program. 

Why do providers keep this type of patient on their schedules? 
They may worry that the patient will complain if dropped from treatment. 
It can help to keep a few easy, low maintenance cases on their schedule. 
These cases tend to be very consistent, rarely no-show. 
They may have good rapport with the therapist, and the therapist enjoys treating the patient. 
The provider may feel uncomfortable about discussing or initiating termination. 

We have all treated the sub-clinical population. They tend to be the ones with whom you don’t mind spending an hour, you may even look forward to their sessions. The sub-clinical population tend to show up on time or early for their appointments. When they do have to cancel, they call ahead so that you can plan accordingly. In short, they are “good patients.” 

They have met their initial goals for therapy, but they want to continue to see you. The provider may justify continued treatment to ensure that their symptoms do not come back, or perhaps they say they will be experiencing something stressful soon that they need support on such as a wedding, new job, or transition out of the military. In therapy, treatment with this type of case tends to be supportive in nature and may lack a clear treatment goal.  

The Treatment Planning  training deck in the Toolkit’s Patient Management module has a specific section on addressing this population. 

----------
Photo Credit: Presenter Media (purchased by CDP)



40

Identification

Number of Cases

Complexity

Outcome Data

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

A first step to addressing sub-clinical cases in your clinic is to identify them.

Clinics can approach this in many ways.
They can look at the number of appointments per patient, identifying high utilizer patients (patients that are receiving a lot of care). 

After finding high utilizers, you can look at the diagnoses of these patients. Some very complex cases (such as schizoaffective D/O with comorbid SUD and personality disorder) may require a year or more of therapy. On the other hand, a mild adjustment disorder should not require nearly as many appointments.

Collecting outcome data on patients at regular intervals is also an excellent means of identifying sub-clinical cases. If a patient’s scores from the BHDP or paper-pencil measures have been steadily below clinical cut-offs, then the provider should examine whether weekly individual therapy is still needed.

Conduct ongoing checks by adding questions in your peer review forms that ask about the current symptom levels justify the current level of follow-up. 

In our work within the DoD, using tools from the Metrics module  will be helpful in identifying high utilizer patients. Also, identifying any trends regarding which therapists tend to accumulate long-term therapy patients can prove very beneficial. 

The Toolkit also has a handout in the EBP Utilization module that has example language that can be added into peer review forms to help providers identify sub-clinical cases. 

----------
Photo Credit: Presenter Media (purchased by CDP)
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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 

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Ft. Somewhere, has a midsized outpatient behavioral health clinic in its military treatment facility. The staff consists of 9 full time psychologists and social workers with 3 full time psychiatrists. The clinic also has 4 active-duty behavioral health technicians and 2 civilian behavioral health technicians. 

At a recent staff meeting, providers identified wait times of 4-6 weeks between follow-up appointments. Behavioral health technicians also reported an increase in front office complaints from patients about wait times and a lack of sufficient range of services to meet their needs. 

A few highlights from the clinic manager included the following:
Patient volume is expected to maintain a steady rate.
The current amount of individual therapy appointments is significantly higher than group therapy appointments. 
There is a steady increase in length of stay for patients in the clinic, specifically for patients with diagnoses of PTSD, MDD, and adjustment disorder.
Low levels of EBP usage for PTSD and MDD are present in the clinic despite high levels of EBP training for providers. 
Increase of network referrals identified by the hospital commander. 

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

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

On the screen you see a snapshot of a High Utilizer list for Ft. Somewhere’s Behavioral Health clinic. The clinic compiled a list by reviewing active cases being seen in the clinic and looking at the number of total encounters these cases had within the clinic. 

We recommend that you work with your data managers to determine if they can identify high utilizers, as they may be able to generate a list like this using the MTFs data query functions. 

According to this sheet, there are several patients at the clinic who have been seen for more than 60 appointments! 

One role of the Clinic Manager is to take a closer look at why some patients are utilizing such a large amount of clinic resources. Throughout the rest of this section, we will be taking a closer look a few of these patient examples. Clinics benefit from having routine methods to determine the allocation of services across patients. 

For more information about identifying high utilizers, see the Toolkit Metrics Module for the training slide deck on Clinic-Level Metrics module. 
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

The clinic manager at FT. Somewhere has identified a patient, Specialist Smith, who has been seen for 110 encounters in the clinic, nearly all of which were weekly therapy appointments with one provider. That is a lot of clinic resources! 

To help understand what is happening, look over her information in the electronic medical record.  A review of encounter notes shows that the most common diagnosis is Anxiety Disorder NOS. Neither of these disorders would typically require treatment over such a long period.

By scanning through the notes, they also see that the patient is routinely scoring 4-6 on the GAD-7 scale when administered through the BHDP. These scores indicate very mild to sub-clinical levels of anxiety. 

The clinic manager decides to add CPL Smith to the upcoming 20/20 treatment team review lineup so that they can learn more about this case and why treatment is continuing for so long.
 
-------------
(U.S. Army National Guard photo by Spc. Michael Schwenk March 19, 2021).
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SPEAKER NOTES: 

Busy clinics should have a structured approach for managing sub-clinical patients.

For instance, once a patient no longer needs weekly, one hour therapy sessions, providers have several options. They can:

End therapy, as planned and agreed upon at the onset of care. Unfortunately, if the patient “pushes back” on ending care, some providers may feel compelled to keep offering individual therapy.

Providers can also transition the patient into an existing process group within the clinic. Alternatively, if a provider has several sub-clinical patients and doesn’t want to lose the connection with them, then they can start a process group exclusively for their own patients. Such groups are called Therapy Continuation Groups and allow providers who have difficulty transitioning cases to keep the connection, but not loose several individual therapy slots per week. 

Providers can also move the patient to an alternate schedule - monthly or PRN- then terminate with the patient after a set amount of time.

The Toolkit’s Expanding Group Module and Patient Management Module also has example scripts for transitioning patients to a process group or ending active treatment.

----------
Photo Credit: Creative Commons (purchased by CDP)
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SPEAKER NOTES: 

Of course, its better to try and prevent patients from becoming long-term cases if possible. Some things your clinic can do to minimize this are:
Establish a clinic-wide limit on the usual number of sessions with a clear plan for what to do once the limit is reached. In these circumstances, exceptions to the limit can be granted with the approval of the clinic manager. 
Make the number of sessions in treatment plans explicit, with a planned re-assessment after a set number of sessions. 
Have frequent treatment team reviews for cases seen more than 20 times (i.e., The Toolkit has a form for conducting a treatment team review form for patients that have received over 20 appointments , the 20/20 review which is part of this module on Patient Management).
Add chart review items that address the need for further services. 
If you can set up a robust group therapy program that offers EBPs within your clinic, you can even require that new patients start with group therapy (sometimes concurrent to individual therapy, and others only in group). 
  * For patients with milder symptoms, they may be able to do a course of 6-12 weeks of group therapy first and be seen for a short course of individual therapy after the group only if it is still needed.  

--------
Photo Credit: Presenter Media (purchased by CDP)
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UNDER ENGAGING PATIENTS

Presenter Notes
Presentation Notes
SPEAKER NOTES: Transition Slide

Another special population that limits the effectiveness of therapy  may sometimes be referred to as under-engagers. 
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SPEAKER NOTES: 

This population is more difficult to manage as they have a clinically significant level of symptoms and distress, but they are not progressing in therapy due to some form of non-compliance. 

This can be due to: 
Missing multiple therapy sessions or showing up late for appointments, reducing the amount of time for their therapy appointments.
Refusing to complete homework or habitually forgetting to follow-through with it.
Feeling uncomfortable, but not truly being ready to make a real change in their life. For instance, they may be unhappy in their job, but are not willing to seek out a new job or take on the tasks needed to improve the current one. In this case, therapy could continue until the patient gets tired of it or some event happens in the job situation, such as a bad boss who is terminated.

----------
Photo Credit: Presenter Media (purchased by CDP)
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 
Here is another high utilizing patient from Ft. Somewhere.  In this case, the patient, CPT Gonzalez, has been seen 67 times. 

You have a technician pull the patient’s records and discover that this patient has a poor history of homework compliance as well as showing up late or frequently  rescheduling his appointments. 

By scanning through the notes, you also see that the patient is routinely scoring 53-61 on the PCL-5 scale when administered through the BHDP. These scores indicate moderate to severe levels of PTSD, despite more than 60 treatment sessions in the clinic. 

You decide to add CPT Gonzales to the upcoming treatment team meeting to do a detailed review of this care.  

--------
Photo taken by Spc. Maurice Cheeks Aug 20, 2019.
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Presenter Notes
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SPEAKER NOTES: 

Although under-engagers can be a very frustrating population to treat, providers have several options for managing this population.

If a patient’s progress has stalled and shows no signs of changing, providers can:

Link continued access to individual therapy to completing homework. Here the provider only books patients into another follow-up after homework has been completed.

Switch the patient into a process group, allowing patients to get weekly follow-up while waiting for the level of motivation to complete homework to increase before bringing back into individual therapy. 

End therapy due to non-compliance with care. This should be done in consultation with the treatment team and after offering the patient multiple opportunities to resolve the poor compliance. 

The Toolkit has example scripts for transitioning patients to process groups in the Expanding Groups Module or ending treatment in this Patient Management Module.

----------
Photo Credit: Presenter Media (purchased by CDP)
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

When it comes to subclinical cases, there will be some providers who do not want to transfer this type of patient off their schedule. However, providers need to understand that having too many people who fall into this category on their schedule hurts the clinic’s ability to meet its mission. 

Clinic managers can emphasize to providers that within the DoD, they must view themselves as a part of the Mental Health team within the MTF charged with treating the beneficiary population. To be an effective team member, all providers must share the complicated and risky cases. 

You may find that some providers keep sub-clinical cases on their caseloads because they are “safe.” A provider may not feel comfortable with managing more complex or high-risk cases and may also keep long-term cases to avoid getting too many new intakes. 

If this is the case, then clinic managers will need to work with a provider to make a training plan to create greater comfortable with tougher cases.

---------
(U.S. Air Force photo by Airman 1st Class Melody Bordeaux Nov 24, 2020)
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Presentation Notes
SPEAKER NOTES: 

The clinic manager plays a key role in helping providers manage sub-clinical cases such as:

Talking one-on-one with providers who are holding onto sub-clinical cases, using outcomes data to encourage them to terminate therapy or transfer these patients to a more appropriate level of care, like a supportive process therapy group.

Recognize that some clinicians may have difficulty with transitioning patients and help them in their professional development to become comfortable with this part of clinical practice.  

Even with a clinic manager intervening, some providers will still not want to shift long-term cases who are sub-clinical off their caseloads. We recommended that clinic managers avoid directly forcing this issue, but instead using creative solutions! For instance…

An easy solution to this problem is to simply let the provider make the choice of which cases to transition off their weekly caseload by changing a contingency within the clinic. 

Often, when a provider has too many long-term cases, they ask to stop or reduce new intakes, which removes pressure on them to move patients along, but adds to their fellow providers workload. 

If the clinic does not allow providers to refuse new intakes, then natural contingencies will kick in and the provider will start placing their sub-clinical patients into groups and transitioning them out of care, as they will have to triage cases themselves. 

If the standard for providers is four intakes per week, providers with large numbers of long-term therapy cases on their current panels will have to modify how they provide care to these cases or remove them from their schedule in order to accommodate the influx of new cases.

----------
Photo Credit: Presenter Media (purchased by CDP)
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ADMINISTRATIVE OUTCOMES

Presenter Notes
Presentation Notes
SPEAKER NOTES: Transition Slide

Another special population are those patients seeking care specifically to seek an administrative outcome (e.g., Medically boarded from the military or administratively separated for mental health reasons). Within Military Treatment Facilities (MTFs), behavioral health providers may serve as agents of change on both the administrative and clinical fronts.  As a result,

a small percentage of patients coming into a clinic are specifically seeking an administrative outcome. 
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Definition

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

The problem with the patients whose primary purpose for entering care to attain some type of administrative outcome is that they do not necessarily want clinical improvement. 

To be clear, we are not talking about patients who are malingering or feigning illness here. We are talking about patients that have real distress and symptoms but aren’t primarily seeking symptom relief. They are seeking some sort of administrative outcome.

This can be especially challenging because therapy is less likely to work for these patients.
 
----------
Photo Credit: Creative Commons (purchased by CDP)
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

One role of the provider in these cases is to attempt to discern if clinical improvement is truly the patient’s motivation. Providers will need to consider whether treatment, given the time available and resources at hand, is likely to return the patient to duty. Further, determining if the patient’s motivation for seeking behavioral health services is more consistent with plans for an administrative outcome will be beneficial. 
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

What sorts of administrative outcomes do patients sometimes seek?  

Patients may want a discharge from the service, either by
- Administrative separation or 
- Medical Board

Patients may seek a change in duty status, such as 
- Being Listed as non-deployable
- Or even a change in job type (such as when someone comes in seeking to drop out of recruiting duty). 

They may also be seeking a change of duty station
- Such as when a sailor is seeking a transfer to a shore-based command.  
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Assessing Patient Motivation

Presenter Notes
Presentation Notes
SPEAKER NOTES: 
When patients come into care, as providers we usually assume they primarily want to get better. However, we may find that a patient is seeking an administrative outcome only after several weeks of attempting treatment to help them. 
Ideally it would be beneficial if the provider or clinic could identify patients who are entering care for reasons other than symptom reduction earlier in the process. CDP has developed a short questionnaire (i.e., The Patient Treatment Expectations and Beliefs Scale) for the Toolkit  as part of the Patient Management Module to assesses a patient’s motivation for initiating treatment and for staying in the military. 
The questionnaire can be given to select patients based on the judgement of the provider, or it can be included in a clinic’s intake packet for all new patients. Administration allows providers to have an early glimpse into a patient's motives for seeking mental health treatment.
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Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Now, well talk about a third patient from Ft. Somewhere, clinic, SSG Johnson. 

This case was reviewed in a recent 20/20 treatment meeting. In preparation for the meeting, the BHT reviewed the most recent session notes for the case and noted that SSG Johnson has a habit of showing up late to appointments and is not following through on homework assignments from therapy. 

Staff Sargent Johnson is routinely scoring 20-27 on the PHQ-9 indicating a moderate to severe level of depression. Note that he is still symptomatic after more than 80 treatment sessions in the clinic. 

In preparation for the treatment team meeting, SSG Johnson’s provider discussed the lack of progress with Staff Sargent Johnson, who shared that he does not believe therapy will work, and that stated that he thinks he should just be medically boarded out of the service.  

-------
Photo by TSgt Sydney Sullivan Feb 8, 2019



58

Discussing Administrative Outcomes

Alternatives to Therapy if 
Appropriate

Reasons for Seeking 
Treatment

Openness to Therapy
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Presentation Notes
SPEAKER NOTES:

Many providers view it as taboo to ask a patient directly if their goal is separation or another administrative outcome like a change in career field or not going on a deployment. 

This dialogue should be normalized and understood as a regular part of the role of a military behavioral health provider. Laying all the options out on the table can encourage honest expression and allow for more thoughtful consideration of possible case dispositions. 

This also allows the patient to weigh the actual pros and cons of various options, as the provider can give them this information directly, hopefully steering them into making the best choice for themselves long term.  

For providers, this dialogue can help tailor a clinical intervention that may work better for this case.  An honest discussion can sometimes move a patient to see alternatives that may have a better long-term result for them and may be the thing that motivates them to make a behavioral change, rather than seeking some change in external circumstances such as not being at a duty station.

----------
Photo Credit: Creative Commons (purchased by CDP)
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(U.S. Air Force photo/Tech. Sgt. Marie Brown, Mar 16, 2015)

Presenter Notes
Presentation Notes
SPEAKER NOTES:
 In order to manage patients seeking administrative outcomes. The clinician needs to be clear on what the patient is seeking. 

If an administrative outcome is the patient’s goal, then providing even the best EBP will not meet the patient’s desired outcome. 

In fact, providing care will likely result in poor patient engagement and/or high no-show rates, and therefore not be an effective use of resources. 

Whenever appropriate, providers should attempt to work with these patients to shift their goals from an administrative outcome to clinical improvement. 

However, if it seems that this is not likely, or if a patient has attempted a course of treatment which has not improved their level of symptoms or distress, then the provider should consider the appropriate administrative action, whether it be medical board, administrative separation, request for change in duty status or another action. 

--------
(U.S. Air Force photo/Tech. Sgt. Marie Brown. March 16, 2015)
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SPEAKER NOTES: 

Many clinics use the best practice of setting up specific processes and sets of groups for this population.
 
They also may assign a specific behavioral health technician to track ADSEP and MEB cases to make sure that their paperwork is moving through the process. 

Another beneficial strategy may be to set up specific groups for these patients, such as: 
ADSEP group- Enroll all patients who are undergoing an administrative separation.
MEB group - Has all patients undergoing an MEB enrolled. 

These types of groups can provide supportive counseling, education about the process, a focus on life after the military, and weekly check-ins for safety.

Note that some of these patients may also do well in other clinic groups centered on stress management or sleep hygiene as well. 

----------
Photo Credit: Creative Commons (purchased by CDP)
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How Cases 
are Managed

Closing
Cases  

Presenter Notes
Presentation Notes

SPEAKER NOTES: Transition Slide

SPEAKER NOTES: 
In the last section, we’ll talk about how cases leave the system and how clinics can successfully manage the problem of cases not leaving the system.  
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Exiting the System

Successful Remission

Drop-out

Administrative 
Separation

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

So, how do cases leave the clinic system?

Cases are closed with the following dispositions:
Patients get better and no longer need to come in
They may drop out of therapy early. 
This may be due to partial remission or things like lack of time, PCS, etc. Many of these patients return intermittently.
They are separated due to Medical Evaluation Board, or administrative separation. 

Ideally, clinics could monitor how patients leave the system and adapt to trends in metrics (e.g., addressing an increase of patient drop out rates). 

----------
Photo Credit: Creative Commons (purchased by CDP)
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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 

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

Before we end, I will note how the applying the management strategies we reviewed as part of the Clinic Optimization process should affect various patient dispositions. 

We have covered how cases come into the system and multiple factors about how patients are managed once in the clinic. If a clinic is struggling with poor throughput management, following the best practices and using this toolkit will have an impact on clinic efficiency and effectiveness with every type of disposition.

An increase in remission of disorders - Widespread EBP use will increase remission rates, as more patients are receiving therapies proven to work.

Dropping out early due to lack of progress should decrease - Increasing access to EBPs will allow faster symptom reduction, so patients should see progress earlier. Also, using outcome measures reinforces that change is occurring, even if a patient still has some symptoms. If patients are frustrated by long wait times for therapy appointments, clinic optimization should reduce this, allowing for greater access to care (e.g., attending weekly EBP groups versus waiting several weeks for an individual therapy follow-up appointment).

The number of MEBs and ADSEPS should decrease - Greater utilization of EBPs and more access to therapy overall should increase remission rates, decreasing MEB and ADSEP rates, meaning more patients stay on active duty!

A decrease in patients becoming long-term therapy cases - The Toolkit has several items  for identifying and addressing the problem of long-term therapy cases. If implemented, they will reduce this population to a manageable level. 
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Toolkit Resources

⮚ Training Decks
⮚ Factsheets & 

Handouts
⮚ Forms & Templates
⮚ Spreadsheets & 

Supporting 
Documents

⮚ Standard Operating 
Procedures

Presenter Notes
Presentation Notes
SLIDE ANIMATION: Click 1: Second Training Deck called “Treatment Planning” appears

SPEAKER NOTES: The Patient Management module has 2 slide decks, the training you are watching now, and another one that covers Treatment Planning, which is meant for clinic providers. 
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Toolkit Resources

⮚ Training Decks
⮚ Factsheets & 

Handouts
⮚ Forms & Templates
⮚ Spreadsheets & 

Supporting 
Documents

⮚ Standard Operating 
Procedures

Presenter Notes
Presentation Notes
SLIDE ANIMATION: Click 1: Second Handout entitled “Clinic Outreach Services…” appears

SPEAKER NOTES: The Patient Management module contains handouts for patients explaining the structure of EBPs and what to expect when starting psychotherapy.

The module also contains a template for explaining  clinic services to referral sources. 
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Toolkit Resources

⮚ Training Decks
⮚ Factsheets & 

Handouts
⮚ Forms & Templates
⮚ Spreadsheets & 

Supporting 
Documents

⮚ Standard Operating 
Procedures

Presenter Notes
Presentation Notes
SLIDE ANIMATION: Click 1: Second form titled “Best Practices in Changing Levels of Care” appears

SPEAKER NOTES: The Patient Management module contains a customizable template for conducting a treatment team review and detailed scripts for explaining changes in levels of care to patients.
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Toolkit Resources 

⮚ Training Decks
⮚ Factsheets & 

Handouts
⮚ Forms & Templates
⮚ Spreadsheets & 

Supporting 
Documents

⮚ Standard Operating 
Procedures

Presenter Notes
Presentation Notes
SPEAKER NOTES: Lastly, the module has a template for an SOP (or Operating Instruction) to establish procedures for managing sub-clinical patients.
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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

Presenter Notes
Presentation Notes
SPEAKER NOTES: 

We hope you have enjoyed this presentation on managing patient throughput.  This presentation focused on distinguishing various factors affecting patient throughput in outpatient mental health clinics.  The presentation also reviewed various strategies for addressing the influx of patients, managing ongoing cases, and closing cases within an outpatient mental health 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 Procedures

Evaluation

Presenter Notes
Presentation Notes
Speaker Notes:

This presentation is part of the Center for Deployment Psychology’s Clinic Optimization Toolkit. Additional resources are available in other toolkit modules.

----------
Photo Credit: Presenter Media (purchased by CDP)
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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

Presenter Notes
Presentation Notes
Speaker Notes:

If you have any additional questions, please use any of the available contact information to reach out to the Center for Deployment Psychology.

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