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QUALITY IMPROVEMENT PROGRAM-PLAN
FY 2024

St. Clair County Community Mental Health Services has had a long tradition of providing quality services to the
community. The Quality Improvement (QI) Program-Plan is written to continue and/or improve current Quality
Improvement structures and systems used to monitor, maintain, and improve quality care throughout all programs.

The Quality Improvement Program-Plan is broad in scope, covering both the quality of clinical care and the
quality of administrative and non-clinical aspects of the organization, which support services to individuals served
and their families and to the community. All services provided by St. Clair County Community Mental Health
Authority (SCCCMHA) are included within this scope, which includes services provided by St. Clair County
Community Mental Health staff as well as by individuals and organizations under contract to the Board.

All population groups are included within the Quality Improvement Program-Plan. Clinical outcomes and
organizational process reviews may be system-wide or population-specific.

I.  Written Description

A. Organizational Structure
The St. Clair County Community Mental Health Board has responsibility for the approval and
monitoring of the QI Program-Plan implementation via direct oversight by the Chief Executive
Officer/Designee. The Chief Executive Officer/Designee uses the Quality Improvement Council
(QIC) to implement the QI Program-Plan. The Quality Improvement Council develops the Quality
Improvement Program-Plan content, works with staff to fulfill the plan and evaluates periodic status
reports on the plan’s progress.

B. Components and Activities
Design and planning, performance measurement, intervention strategies and outcome evaluation are
components of the quality improvement process. Quality improvement activities are determined by
SCCCMHA's mission, vision, contractual requirements, strategic plan and historical data. Along with
standards of care and markers developed from external data sources (e.g., reports, accreditation
standards and state and federal reports), components and activities occur in response to demographic
data, individual’s needs, ethical guidelines, cultural considerations, clinical standards, good business
practices and within the context of reference databases.

Indicators - the activities, events, occurrences or outcomes for which data is collected allow for the
tracking of performance and improvement over time. The quality indicators employed are objective,
measurable and based on current knowledge and clinical experience in order to monitor and evaluate
key aspects of care and service.

Performance Goals, defined as the “desired level of achievement of the standard of care”, are
instrumental, as are benchmarks for measuring the best performance for a particular indicator.

C. Role for Recipients of Services
Participation on CMH Committees - including the Quality Improvement Council organizational
structure, various Advisory Councils and any other Committees/Workgroups, as needed and deemed
appropriate - provides a significant role for recipients of services in the Quality Assessment and
Performance Improvement Program (QAPIP). Additionally, recipient representatives serve on the
SCCCMHA Board. Qualitative and quantitative assessments of satisfaction are utilized as part of the
process that gives recipients of services input into programming and policy issues in SCCCMHA.

Page 2



II.

IIL.

Page 3

D. Mechanisms for Adopting and Communicating Process and Outcome Improvements
Opportunities for quality improvement activities are discussed at the Quality Improvement Council
meetings that occur quarterly. These activities can arise from the discussion of problematic areas or
from the identification of processes that need to be improved and/or streamlined. Each Quality
Improvement Council Standing Committee / Workgroup is responsible for identified performance
indicators that are a part of the QAPIP structure.

Two regional Performance Improvement Projects (one state-mandated and one regionally selected)
are being implemented at SCCCMHA.. Progress reports on these projects are submitted to MDHHS
on a semi-annual basis. Information on the results of these projects is communicated to the Board and
Advisory Groups that work with SCCCMHA.

Governing Body Responsibilities

A.  Oversight of QAPIP
The St. Clair County Community Mental Health Board is ultimately responsible for the approval and
monitoring of the Quality Improvement Program-Plan. The Board delegates authority for the direct
oversight of the program-plan implementation to the Quality Improvement Council. The Quality
Improvement Council develops the Quality Improvement Program-Plan content, works with staff to
fulfill the QI Program-Plan, and evaluates periodic status reports on the Quality Improvement
Program-Plan progress.

B.  QAPIP Progress Reports
A Quality Improvement Program-Plan that directs the activities of focus for the quality improvement
efforts for the coming year is created annually and updated as needed. Quality Improvement Council
meets on a quarterly basis to monitor progress regarding planned quality improvement activities, as
well as update the QI Program-Plan as necessary to reflect progress on quality improvement activities
throughout the year. This report is shared with the SCCCMHA Board, the Advisory Council,
individuals served, staff and other outside stakeholders (via website).

C.  Annual QAPIP review
At year-end, an annual report is prepared that summarizes SCCCMHA quality improvement efforts /
accomplishments for the year. This report is also shared with the SCCCMHA Board, various
Advisory Councils, staff, Contract Management and other outside stakeholders (via website).

Designated Senior Official

The St. Clair County CMH Chief Executive Officer has the responsibility to oversee and implement the
organization's QAPIP. The St. Clair County CMH Medical Director provides additional oversight.

Active Participation of Providers and Individuals Served

Providers and persons served are encouraged to contribute suggestions relating to potential areas for
investigation and/or improvement. Part of the process of identifying and resolving specific problems is
accomplished through the participation of persons receiving services and providers on Advisory Groups,
SCCCMHA Committees, Focus Groups and surveys.

SCCCMHA utilizes a variety of mechanisms to identify important areas for improvement and to set
meaningful priorities. The voices of its recipients are legitimate sources of information in formulating
quality improvement efforts, and satisfaction is indicative of quality services. The monitoring and
evaluation of important aspects of care and service include services provided to high-volume and high-risk
individuals.
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Quality Assessment and Performance Improvement Program (QAPIP) standards, as outlined in the Quality
Assessment and Performance Improvement Program Requirements of Michigan's Waiver renewal, are
utilized throughout the process of analyzing and prioritizing key areas for quality improvement. The Quality
Improvement Council monitors compliance with the Michigan QAPIP standards.

In addition to seeking input from persons served, SCCCMHA solicits input from providers and stakeholders.
Information gathered is used to determine satisfaction among these groups and to identify methods of
addressing concerns and increasing satisfaction with service delivery.

Performance Measurement

A.

State Performance Measures

SCCCMHA measures its performance using standardized performance indicators based upon the
systematic, ongoing collection and analysis of valid and reliable data. A crucial part of the member
satisfaction / data collection piece involves striving to surpass the benchmarks set for performance
indicators established by the Michigan Department of Health and Human Services (MDHHS) in the
areas of access, adequacy / appropriateness, efficiency and outcomes (satisfaction).

Other Performance Indicators

The centerpiece to the St. Clair County Community Mental Health Services quality improvement
process originates in the Quality Improvement Council and its Standing Committees. These various
Committees provide important sources of information about improvement opportunities and
activities. The Quality Improvement Council and the Standing Committees are described below.

Performance indicators have been established by SCCCMHA for a number of key areas. Each
CMHSP site has tools for promoting compliance which is monitored by SCCCMHA. Indicators target
the following areas:

e Employee & Community Relations — Employee Relations includes activities intended to promote
professional development and a positive organizational culture for SCCCMHA employees.
Community Relations includes activities intended to increase public awareness of services and
reducing stigma. Employee Relations activities include training, professional development and
organizational culture activities. The purpose of these employee and community relations
activities is to be a visible, positive, culturally sensitive and inclusive presence insidle SCCCMHA
and throughout the community.

e  Corporate Compliance — The primary purpose of Corporate Compliance is to integrate
compliance components, implementation strategies and expected outcomes into our service
delivery system, while monitoring/investigating compliance to the same. This area includes
Complaints and Investigations, Grievance and Appeals and Medicaid-Administrative Tribunal
Hearings.

o Finance — A key role that Finance plays is improving the efficiencies of the direct-
operated service system. This is done by closely monitoring revenues and
expenditures, and sharing and exchanging information with regional partners.

e Human Resource and Development — The primary purpose of the Human Resource and
Development Committee is to develop an organizational environment which optimizes the
potential of all staff through training, education and opportunities of growth.

e Safety — The primary purpose of the Safety Committee is to provide an effective safety
management program for the Agency. It will be the Committee's objective to minimize the risk of
injury to staff, clients, and the general public by ensuring that the work environment is safe and
free of hazards, with a goal of continual improvement. The goal is that all CMH employees
practice safety as an ongoing value. '



e Privileging & Credentialing — The primary purpose of the Privileging and Credentialing
Committee is to operate a system for granting clinical privileges for practitioners within the CMH
System, including associated inpatient units.

e Program Development — The primary purpose of the Program Development Committee is to
implement programs such as Evidence Based Practices, to improve outcomes for persons served
receiving services, and to promote a recovery environment within the CMH system.

e Recipient Rights — The Recipients Rights Committee serves to protect the Office of Recipient
Rights from pressures that could interfere with the impartial, even-handed and thorough
performance of its functions. The Committee acts in an advisory capacity to the Chief Executive
Officer and the Director of the Recipient Rights, as the Appeals Committee for a recipient’s
appeal under Section 784, and to review and provide comments on the Annual and Semi-Annual
Report submitted by the Chief Executive Officer to the Community Mental Health Services
Program Board.

e System Improvement — System Improvement provides oversight to the following areas as
assigned by the QIC. (Oversight is defined as the monitoring of activities, key performance
indicators, review of meeting minutes and providing technical assistance.) This area includes
Maintaining Agency Accreditation (CARF) and Performance Indicators. The primary purpose of
Performance Indicators is to monitor the agency’s overall performance with established
performance indictors with set standards.

e Information Technology — A key role that Information Technology plays is to ensure that all
systems, assets, data and infrastructure utilized by the agency are implemented and maintained in
a method to optimize data availability, reliability and security. The method for doing this will be
to implement best practices in technical requirements, policies and procedures, as prescribed by
industry standards and mandated regulations.

e Facilities- A key role Facilities plays is to ensure secure, safe, and properly maintained building
facilities (offices and group homes) for agency staff and consumers as well as transportation
services for programs, including an agency vehicle fleet for staff to use in providing services. The
method for doing this will be to implement best practices in facilities maintenance, and policies
and procedures, as prescribed by standards and mandated regulations.

Utilization Management - The Utilization Management Committee (UMC) reviews the agency's
overall performance against established key Performance Indicators that fall into the performance
outcome areas of access, adequacy / appropriateness, efficiency and outcomes.

o Case Record Monitoring - The primary purpose of the UMC is to ensure high quality care,
effective utilization of resources and cost efficiency through case record reviews conducted
by an interdisciplinary team. The purpose of the case record review (clinical practices,
documentation and claims verification) is to monitor and improve the overall compliance for
the direct-operated programs and contract agencies with regard to clinical case record
standards and billing procedures. This is accomplished by completing case record reviews at
select direct-operated programs and contract agency locations. The Case Record Monitoring
Sub-Committee is responsible to report any case record compliance concerns to determine
appropriateness for action.

o Trend Analyses - an additional purpose of the UMC is to track select service utilization trends
not within the audit-scope of per-case UR (e.g. psychiatric inpatient utilization) to identify
service system improvement opportunities.
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QAPIP Utilization to Assure Achievement of Performance Levels

The cornerstone of the system for assuring QAPIP utilization is the monitoring process. Each contract
includes specific outcome requirements that are reviewed in the monitoring process. The monitoring is a
collaborative effort between CMH staff and provider staff to monitor and assure quality of care on a regular
basis. Policies and audit tools have been developed by staff to guide the monitoring and evaluation process.

The SCCCMHA reports its performance to MDHHS via the Michigan Mission Based Performance
Indictors System (MMBPIS), which provides performance data on a number of indicators related to access,
adequacy / appropriateness, efficiency and outcome measures. Quality Improvement assures that quality
measurements are in place to continuously monitor performance and to identify problems as they occur.
This information is shared with management on a regular basis. Also, specific problem analysis is
conducted as requested or as problems are identified in the monitoring process.

Performance Improvement Projects

Performance improvement projects included in the QAPIP will focus on achieving demonstrable and
sustained improvement in services likely to have beneficial effects on outcomes for well-being and
customer satisfaction.

A. Clinical and Non-Clinical Projects

1. Clinical Services
Clinical areas to be targeted include high-volume / high-risk / continuity and coordination of
care services such as successful implementation of Person-Centered Planning and Self--
Determination.

2. Non-Clinical Services
Non-clinical areas to be targeted include appeals, grievances and complaints and access to, and
availability of, services.

B.  Project Topics
Selection of project topics will be based on the number of occurrences, high-risk nature or presence of

sentinel events among the individuals served. The need for a specific service, demographic
characteristics, health risks and the interest of individuals in the aspect of service to be addressed will
also be part of the selection criteria.

C. MDHHS and Pre-Paid Inpatient Health Plan (PIHP)-Established Aspects of Care
Aspects of care established by MDHHS and the PIHP will be used to identify performance
improvement projects.

VIII Review and Follow-Up of Sentinel Events
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A. Ensuring Appropriate Action

The SCCCMHA policy, Sentinel Events, Critical Incidents, and Risk Events (05-001-0016), establishes
the guidelines for reporting and reviewing possible Sentinel Events, Critical Incidents and Risk Events.
The policy states that the Office of Recipient Rights will screen all Critical Incident Reports for the
possibility of a Sentinel Event. Sentinel Events are submitted to the Behavior Treatment Plan Review
Committee (BTPRC) and its Chairperson/designee for review, as required by MDHHS practice
guidelines. The Medical Director, through the oversight role to the BTPRC, may assist in making the final
decision as to whether these incidents meet the definition of a Sentinel Event. An "appropriate response”
to the Sentinel Event is developed by the BTPRC which "includes a thorough and credible root cause
analysis, implementation of improvements to reduce risk, and monitoring of the effectiveness of those
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improvements." Following completion of a root-cause analysis or investigation, the BTPRC develops and
implements either a) a plan of action or intervention to prevent further occurrence of the Sentinel Event or
b) presentation of a rationale for not pursuing an intervention. A plan of action or intervention must
identify who will implement and when and how implementation will occur. Improvement
recommendations are submitted to the QI Council.

Credentials of Reviewers

Persons involved in the review of sentinel events must have the appropriate credentials to review the
scope of care. Sentinel Event findings and recommendations are reviewed by the Medical Director,
BTPRC chairperson/designee, and the Office of Recipient Rights. The Medical Director is a medical
doctor.

Critical Incidents Reporting System

The critical incident reporting system, which was implemented in FY2011, collects information on
critical incidents that can be linked to specific service recipients. The Critical Incident Reporting System
captures information on five specific reportable events: suicide, non-suicide, emergency medical
treatment due to injury or medication error, hospitalization due to injury or medication error and arrest of
recipient. The populations on which these events must be reported differ slightly by type of event. All
critical incidents are reviewed by the Office of Recipient Rights.

Risk Events Management

SCCCMHA has a process for analyzing additional critical events that put individuals (in the same
population categories as the critical incidents above) at risk of harm. This analysis is used to determine
what action needs to be taken to remediate the problem or situation, and to prevent the occurrence of
additional events and incidents. This documentation will be available to MDHHS at site visits. These
events minimally include:

e actions taken by individuals who receive services that cause harm to themselves,

e actions taken by individuals who receive services that cause harm to others,

e two or more unscheduled admissions to a medical hospital (not due to planned surgery or the natural
course of a chronic illness, such as when an individual has a terminal illness) within a 12-month
period,

e police calls by staff of specialized residential setting or general (AFC) residential homes or other
provider agency staff for assistance with an individual during a behavioral crisis situation, and

e emergency use of physical management by staff in response to a behavioral crisis

Behavior Treatment Plans Reviewed

SCCCMHA provides quarterly review analyses of data through the PIHP Behavior Treatment Review
Committee (BTPRC) where intrusive or restrictive techniques have been approved for use with
beneficiaries and where physical management or 911 calls to law enforcement have been used in an
emergency behavioral crisis. Only the techniques permitted by the Technical Requirement for Behavior
Treatment Plan Review Committees and that have been approved during person-centered planning by the
beneficiary or his/her guardian, may be used with beneficiaries. Data shall include numbers of interventions
and length of time the interventions were used per person.

Periodic Quantitative (e.g., surveys) and Qualitative (e.g., focus groups) Assessments of Member
Experiences with Services

A.

Issues Addressed in Assessments

The purpose of a QI Program-Plan is to improve the quality of care and service provided to those
receiving services. An effective QI Program-Plan demonstrates that its activities have resulted in
significant improvements in the care or services being delivered. Improvements of the QI process are
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demonstrated by improvements in either the processes through which care and services are delivered
or in the outcomes of care.

The CMH evaluates the overall effectiveness of the QI Program-Plan annually. The evaluation
reviews all aspects of the QI Program-Plan with emphasis on determining whether the QI Program-
Plan has demonstrated improvement in the quality of care and services provided. The QI Department
develops an annual written report on quality, included in this report is all completed QI activities,
trending of clinical and service indicators and other performance data and demonstrating
improvements in quality. This report is presented to the Quality Improvement Council and the
SCCCMHA Board for review.

Issues of quality, availability, and accessibility of care are evaluated through periodic quantitative
(e.g., surveys) and qualitative (e.g., Focus Groups) assessments regarding experiences with services.
The assessments will be representative of persons served and supports offered.

B.  Actions Resulting from Assessments
The PIHP will use the assessment results to improve services. Processes found to be effective and
positive will be continued, while those with questionable efficacy or low satisfaction will be revised
using the following:
1. Take specific action on individual cases as appropriate.
2. Identify and investigate sources of dissatisfaction.
3. Outline systemic action steps to follow-up on the finding.
4. Inform practitioners, providers, recipients of service and the governing body of assessment
results.

C.  Evaluation of the Effects of Actions
Just as the original processes must be evaluated, so must the interventions used to increase quality,
availability, and accessibility of care. Therefore, all actions taken as a result of assessments will be
evaluated periodically. Quality Improvement is never static and it is an expectation that all evaluation
efforts will be examined on an ongoing basis.

D. Incorporation of Persons Served in the Evaluation Process
Persons served receiving services are included in the quality improvement process as survey
participants, as members of Advisory Councils and as members of the SCCCMH Board. In this way,
persons served are incorporated into the review and analysis of information obtained from
quantitative and qualitative methods.

Monitoring of Practice Guidelines

The SCCCMHA monitors quality of care on a regular basis. All CMH contracts with Providers require that
Contractors adhere to accrediting bodies, state and federal agency requirements and all relevant regulatory
documents.

Clinical protocols have been developed to determine the appropriate level of care to certify. The Clinical
Protocols, which are based upon reasonable medical evidence and reflect community standards of care, will
be reviewed annually or on an as-needed basis. A copy of these guidelines has been made available to staff
and providers.

The CMH implements the use of practice guidelines. These practice guidelines are based on reasonable,
scientific evidence and reviewed with the Providers. Practice Guidelines are systematically developed
statements to assist providers regarding appropriate health care for specific clinical circumstances. The
Guidelines are based upon national Guidelines, when available, but modified to fit community practice
patterns.

The Utilization Management policy (02-003-0011) details how the agency reviews aggregate utilization
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reports of clinical services provided to individuals to ensure they are delivered in the most effective and
efficient manner possible for the benefit and welfare. The UMC reviews aggregate clinical service reports
of all contracted services and compares them with state and national benchmark standards of best practice,
utilization expectations from MDHHS, accrediting bodies, state and federal agencies and professional
associations.

Assurance of Practitioner Licensure, Credentialing, Staff Qualification and Staff Training

The qualifications of physicians and other licensed health care professionals employed by or under contract
to SCCCMHA are reviewed by following the guidelines in the Provider Enrollment and Credentialing
policy, (01-003-0011).

Verification of Medicaid Services

All program and clinical case records will comply with existing standards, rules or interpretative guidelines
as defined by the Michigan Department of Community Health, Medicaid, Medicare and other insurance
companies. Verification of services will occur on an ongoing basis with a set percentage of Medicaid cases
monitored annually through the PIHP. Special Program reviews or staff reviews may be requested more
frequently as determined necessary by Supervisors or Directors.

. Utilization Management Program

The Utilization Review process is delineated in the policy Utilization Management (02-003-0011) and
includes procedures to evaluate medical necessity, criteria used, information sources and the process used to
review and approve the provision of medical services.

Utilization Management (UM) functions are required by a number of outside governing and accrediting
organizations such as MDHHS, Commission on Accreditation of Rehabilitative Facilities (CARF), Centers
for Medicare & Medicaid Services (CMS) and various insurance companies.

Membership in the UM Team consists of Licensed Master Social Workers and Master Level Administrative
Staff along with technical data management support staff.

XV. Organizational Involvement

Page 9

Persons Served Receiving Services - Input is sought at all levels; from customer satisfaction surveys
conducted and through input sought during the Person-Centered Planning process. Customer oversight into
the quality improvement process occurs through the Quality Improvement Council, CMH Advisory Council
and through the Community Mental Health Board which receives the results of satisfaction surveys and
reports.

St. Clair County Community Mental Health Board

o Annually review and approve the QI Plan and make recommendations to the QIC
o Apply quality improvement principles to Board activities

Accept the long-term commitment required by the quality improvement process
Establish policy based upon quality improvement findings

Review Annual “Summary of Accomplishments” of goals

Chief Executive Officer

o Annually recommend key performance indicators for the CMH System, using the process within the
Quality Improvement Council

o Recommend quality improvement policies to the Board

o Create a positive environment for quality improvement and provides support to the process
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o Monitor quality improvement results
o Establish regular communications with the various Quality Improvement Committees
o Participate in the recognition of quality improvement efforts

Medical Director

o Provide clinical leadership for the organization

o Create positive environment for quality improvement
o Monitor quality improvement results

o Member of BTPRC

Directors / Supervisors (Direct-Operated and Contract Programs)

Implement Quality Improvement Plans within Department
Develop and modify systems

Coach staff in the quality improvement process
Participate on Quality Teams and Workgroups
Communicate results to staff

Monitor Advisory Councils

Assess organizational readiness

Identify improvement opportunities

Monitor results

Provide data to the Quality Improvement Council

Obtain and update their working knowledge of the quality improvement process
Attend quality improvement training, as required

Staff

Utilize the system

Participate on Quality Teams, Workgroups and Committees

Participate in skill-building activities

Identify barriers in the process

Suggest process / system improvements and identify improvement projects

Contract Agencies

o Provide data to the Quality Improvement Council

o Participate on Workgroups and Committees

o Obtain a working knowledge of the quality improvement process
o Identify barriers to the process

o Attend quality improvement training

o Operate their own QI system

Contract Agency Staff Responsibilities

e Contract agency staff participate on quality related workgroups

e All contract agencies submit service/outcome data to the QIC, via Performance Indicators

e  All contract agencies are required to have their own QI Plans, as aligned with annual improvement to
this QI Program-Plan

Quality Improvement Program Staff Responsibilities

The Quality Management Department is comprised of administrative staff who are designated the
responsibilities of coordination, tracking and reporting of all activities related to the organization-wide
quality improvement system.
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Chief Executive Officer

Assists in and ensures the development and coordination of quality improvement plans for St. Clair
County Community Mental Health Services system

Assists in and ensures the design of the quality improvement program for implementation of
processes to accomplish the goals within its key component areas

Support Services Director

Assists in and ensures the provision of competent staff support and administrative liaison for
Committees and Workgroups established to assist in accomplishing the work of the QI
Program-Plan

Provides technical assistance and consultation for quality improvement policy development
Assists in monitoring and compliance assessment activities

Assists in quality improvement data collection, data management and data analysis

Establishes mechanisms and systems for needs assessment, data collection and data management
Chair of the Quality Improvement Council

Ensures maintenance of agency accreditation

Quality Improvement Specialist

Develops procedures and methods for satisfaction assessments for individuals being served,
community and interest groups

Assists in and ensures the development, implementation and monitoring of program evaluation
components

Assists in monitoring and compliance assessment activities

Researches, analyzes, compiles and compares standards, guidelines and requirements related to St.
Clair County CMH program components

Develops agency’s annual “Strategic Plan”

Reports on System Improvement Committee (SIC)
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