
Best Practices in Implementing 
and Utilizing Patient-Level 
Outcome Measures
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Clinic Optimization Toolkit

Training Decks

Factsheets & Handouts

Forms & Templates

Spreadsheets & 
Supporting Documents

Standard Operating 
Procedures

Modules Types of Resources 
Clinic Gap 
Analysis

Patient 
Management

EBP Utilization

Group Therapy 
Expansion

Technician 
Support

Evaluation

Metrics
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• Determine the benefits of using 
Outcome Measures (OMs)

• Analyze challenges of 
implementing OMs at a clinic level

Learning Objectives
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Why Measure Outcomes?

Ensure Patients are Improving 

Requirements from Agencies

Performance Improvement in Clinics

Sustainment of your Program

Sharing Best Practices/Replication

Aboraya et al., 2018; Aldea et al., 2021; Defense Health Agency, 2018; Dollar et al., 2020; Hong et al., 2021; 
Institute of Medicine, 2006; Lewis et al., 2019; The Joint Commission, 2017; The Kennedy Forum, 2015
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Models for Outcome Measures

Models of Implementation Vary by Site

Type of Measure

Frequency and Consistency
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Difficulty with Clinic-Wide Use

Providers Overwhelmed with Patient Care

Many Measures to Choose

Clinics or Providers are not Evaluated on Outcomes
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Assessment Domains

Specific Symptom Screeners

General Symptom

BASIS-24

PTSD (PCL-5); Anxiety (GAD-7)

Other Domains:

Quality of life 
Disability

Therapeutic or Working Alliance
Satisfaction with Care
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Domain/Use Measure
PTSD PCL-5

(PTSD Checklist)
Depression PHQ-8/PHQ-9

(Patient Health Questionnaire)
Anxiety GAD-7

(Generalized Anxiety Disorder 7-item Scale)

Insomnia ISI
(Insomnia Severity Index)

Alcohol Use AUDIT-C
(Alcohol Use Disorders Identification Test-Consumption)

Trans-diagnostic 
symptoms 

Basis-24
(Behavior and Symptom Identification Scale - 24)

Suicide Risk C-SSRS
(Columbia Suicide Severity Rating Scale) 

Recommended Measures by VA/DOD

Deputy Assistant Secretary of Defense, 2013
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• 20-item questionnaire
• 10 minutes to complete 
• Scoring:

• Range: 0-80 
• Each item is rated (0-4)

• Interpretation:
• Scores above 33 warrant 

further screening and assessment

PCL-5 (PTSD)

Weathers et al., 2013
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• 8 or 9-item questionnaire  
• 5-10 minutes to complete 
• Scoring: 

• Range: 0-24 or 0-27
• Each item is rated (0-3)

• Interpretation:
• Mild: 5-9
• Moderate: 10-14
• Moderately Severe: 15-19
• Severe: 20-27

PHQ-8/PHQ-9 (Depression)

Kroenke et al., 2001
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• 7-item questionnaire 

• 5-7 minutes to complete

• Scoring:
• Range: 0-21 
• Each item is rated (0-3)

• Interpretation:
• Mild: 5-9
• Moderate: 10-14
• Severe: 15-21

GAD-7

Spitzer et al,. 2006



13

• 7-item questionnaire
• 5-7 minutes to complete 
• Scoring:

• Range: 0-28 
• Each item is rated (0-4) 

• Interpretation:
• Subthreshold:8-14
• Moderate Insomnia: 15-21
• Severe Insomnia: 22-28

ISI

Bastien et al., 2001
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• 3-item screen for alcohol consumption 
• 3-5 minutes to complete 
• Scoring:

• Range: 0-12 
• Each item is rated 0-4

• Interpretation:  
• Low Risk: 0-2 (Women), 0-3 (Men)
• Mod Risk: 3-5 (Women), 4-5 (Men)
• High Risk: 6-7 
• Severe Risk: 8-12 

AUDIT-C

Bush et al., 1998
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• 24-item questionnaire
• 5-15 minutes to complete
• Scoring:

• Range: 0-96 
• Each item is rated (0-4) 
• Reversed rating values 

for items 4-9
• Interpretation: There are no cutoff 

scores for classification

BASIS-24

Eisen et al., 2006
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• Four distinct versions of the scale 
• 5-15 minutes to complete 
• Scoring:

• Measures 4 constructs 
• Binary responses (yes/no) 

indicating presence or 
absence of the behavior

• Interpretation: There are no cutoff 
scores for classification

C-SSRS

Posner et al., 2011
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Key Implementation Decisions

17

Approach to Utilization

Measures to Use 

Target Frequency

Number of Measures
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Decisions about Utilization
One General Measure  

General Measure plus Diagnosis 
Specific Measures

Only Diagnosis Specific Measures

Provider Choice

All Patients

Based on Patient Diagnosis
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Selecting Measures

Factors to Consider

VA/DoD
Recommended

Time to 
Administer

Psychometrically 
Sound

Cost and Ease of 
Scoring

Choose Measures for Each Domain
General Measure Diagnosis Specific
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Frequency for Administering

Available in Each Intake Packet

Frequency of Each Measure 

Choose Measures for Each Domain
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How Many at Each Interval

Limit the Number if 
Measuring at Every Visit

Use More with Larger Intervals

Hybrid Approach
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Additional Considerations

Length of Treatment/Program

Availability of Support Staff

Fixed or Interval  
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Liability Considerations

Be Aware of Copyright Laws

Be Mindful of Suicide Risk Assessments

Precautions and Procedures for 
any Endorsements

Review by Provider
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Implementation Challenges

Disruption to System & 
Degree of Hardship

Concrete Stops to 
Minimize Effects

Build Patient and Provider Buy-in

Aboraya et al., 2018; Lewis et al., 2019
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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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Improving Outcome Measure Use

26

Clinic Policy in Place

Few Providers are Using the Results

Patient Complaints

Provider Complaints
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Enhancing Patient Buy-In

Select Measures & Frequency 

Decide How to Handle Patients

Obtain Provider Buy-in
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Enhancing Patient Buy-In

28

Outcome Assessments are Routine

Motivate Patients to 
Complete Measures

Develop Standard Message

Educate Patients about
the Benefits
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Enhancing Provider Buy-In

Select Measures and 
Frequency 

Acknowledge Challenges 
and Present Solutions

Obtain Leadership Buy-in



30

Enhancing Provider Buy-In

30

Minimize Provider Effort

Perform a “Dry Run”

Reassure Providers about 
Admin Staff Abilities

Address Worries about How 
Data will be Used



31

Data Collection

Collecting Data on 
Outcomes is Difficult

Planning is a 
Critical Component in 

Implementation 

Involves Various Levels 
of Personnel
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Execution of Data Collection

Using Admin/Clinical Staff

Training Staff on 
Administration & Scoring 



33

33

Execution of Data Collection

Dry Run Data Collection Processes

Test Run with Providers 
who Have Buy-in

Designate Roles with 
Oversight
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Storing and Handling Data

Maintain Outcomes Data 
in a Spreadsheet

Decide What is Recorded 

Automate Placing 
Information Into Charts
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Storing and Handling Data

35

Security/Access of Hard 
Copy Measures

PHI Protections & 
Guidelines

How Long to Keep the 
Measures?

Destroy the Hard Copies 
after Scores are Recorded?

APA, 2007
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Storing and Handling Data

Electronic Tracking/Storage

Password Protected

Limited Number of People 
with Access

Designated Staff Enter Data
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Use of Patient Data

37

Microsoft office prior to mid-2015

Treatment Planning for 
Individual Patients

Process Improvement/
Program Evaluation

Data Limitations



38

Measures & Treatment Planning

Image: Microsoft office prior to mid-2015

Evidence-based 
Decisions

How to Use Data

Benchmarks/Goals

Promptly Introduce to 
Patients in Treatment
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When Patients Don’t Get Better

39

Re-evaluate Diagnosis

Assess Level of 
Engagement

Change in Type of Care
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Aggregated data

Answer Questions about Clinic Services 

Process Improvement

Program Evaluation
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Data Limitations

Cannot Solely Determine 
Care Levels

No Research or Publications

Can Inform Local Clinic 
Brochures and Leadership
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Toolkit Resources: Metrics I

Training Deck
 Forms 
Data Tracking 

Tools 
SOP/OI
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Toolkit Resources: Metrics I

Training Deck
Forms 
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Toolkit Resources: Metrics I

Training Deck
 Forms 
Data Tracking 

Tools 
SOP/OI
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Summary

• Determine the benefits of using 
Outcome Measures (OMs)

• Analyze challenges of 
implementing OMs at a clinic level
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Modules Types of Resources 

Training Decks

Factsheets & Handouts

Forms & Templates

Spreadsheets & 
Supporting Documents

Standard Operating 
Procedures

Clinic Optimization Toolkit

Patient 
Management

EBP Utilization

Group Therapy 
Expansion

Technician 
Support

Metrics

Evaluation

Clinic Gap 
Analysis

https://deploymentpsych.org/clinicoptimizationtoolkit

https://deploymentpsych.org/clinicoptimizationtoolkit
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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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