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Mary Givens
CCBHC Program Manager, Qualifacts

 26 ye a rs' e xp e rie nce  working  in the  fie ld  se rving  
p e op le  with SPMI, I/ DD a nd  d ua l d ia g nose s.

 16+ ye a rs a t  Qua lifa cts working  in com p lia nce  a nd  
CCBHC. 

 Also p re viously worke d  a s a n LPN, a  b e ha vior 
sp e cia list , a  sup p orte d  e m p loym e nt  sp e cia list , a  
p rog ra m  d ire ctor, a nd  CEO of a  nonp rofit . 

 Hold s a  Ma ste rs in Re ha b ilita t ion Ad m inist ra t ion from  
the  Unive rsity of Sa n Fra ncisco.

Deanne Cornette
Se nior Associa te , OPEN MINDS

 25+ ye a rs' e xp e rie nce  in b e ha viora l a nd  he a lth ca re  
fie ld .

 20 + ye a rs d e ve lop ing  a nd  im p le m e nt ing  co-
occurring  a nd  inte g ra te d  p rog ra m m ing  for 
nonp rofit  b e ha viora l he a lth, FQHCs, FQHC LALs 
a nd  CCBHCs. 

 An e xp e rie nce d  e xe cut ive  p rovid ing  le a d e rship  in 
role s includ ing  Counse l for St ra te g ic De ve lop m e nt  
a nd  CEO of a  consult ing  p ra ct ice . 

 Hold s a  Ma ste r’s in He a lth Ad m inist ra t ion from  the  
Unive rsity of South Florid a .



The Importance of CCBHCsIncreased 
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Value -Based Care is Here to Stay

Of the  500  
t o ta l CCBHCs, 

Qua lifa ct s sup p ort s 
170 + (or 33% )

a cross 36  st a t e s.



Five Stages of the CCBHC Experience Map 

Continuous Quality
Improvement

Fund ing  a nd
La unch

Ce rt ifica t ion or 
At te sta t ion a nd
Da ta  Colle ct ion

Re p ort ing  a nd
Sta b iliza t ion

Conte m p la t ion
a nd  Pla nning
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Five Stages of the CCBHC Experience Map 

Activities

• Tasks that 
must be 
completed 
during this 
stage

Support 

• Ways the 
right 
partner ca n 
sup p ort  the  
CCBHC

Delive ra b le s

• The  
d e live ra b le s 
or outcom es 
of e a ch 
sta g e



Contemplation
a nd  Pla nning

Stage 1



Stage 1: Contemplation and Planning

SAMHSA 
CCBHC 
Crite ria

Technology 
assessment

CCBHC 
Criteria 

Compliance 
Checklist  

CCBHC 
Committee

CCBHC 
Readiness 

Assessment

SMART 
Goals

Staffing 
plan

Organizational 
change process

Communicate 
intentions

https://www.samhsa.gov/sites/default/files/ccbhc-criteria-2023.pdf


• “C” level member of leadership

• Designate a CCBHC Team Leader
• Human Resources Representative
• Clinical Manager
• Billing Manager
• IT Subject Matter Expert
• Report Writer
• Quality Assurance Representative
• Trainer
• Peer Professional

Suggested Internal CCBHC
Committee Members



CCBHC Criteria Compliance Checklist from SAMHSA

Staffing
Availability 

and Accessibility 
of Services

Care 
Coordination

Scope of Services
Quality and 

Other Reporting

Organizational
Authority , 

Governance, and 
Accreditation

Located in Appendix M

Includes SIX program 
requirement sections:

1 2 3

4 5 6

https://www.samhsa.gov/sites/default/files/grants/pdf/fy-22-ccbhc-pdi-nofo.pdf


Technology Assessment

Integrated 
treatment plans

eRx & 
PDMP

Data analytics 
& reporting

Telehealth and 
Mobile

HIE 
integrations

PPSbilling



Technology Assessment

Case Management “Golden Thread” Customizable Docs

Patient Engagement Group Therapy KPIs Staff Productivity Assessments

Sliding ScaleROIs & Consents



What are SMART Goals?



Elements of a Staffing Plan

New Personas Staff Job Descriptions

Certifications Onboarding Process System Admin

Identify new personas to add to 
support new service types (MAT 
services, peer support services)

Identify additional staff to 
support greater access 

(therapists, case managers, front 
desk, intake persons)

Write job descriptions for net 
new roles or rewrite job 

descriptions for changes to 
current roles

Attain certifications required 
such as MAT or 

peer certifications

Update onboarding process to 
include information about the 
CCBHC Treatment Model and 

KLAS

Identify a system administrator 
and report writer ASAP



“Organizational change refers broadly to the 
actions a business takes to change or adjust a 

significant component of its organization. This may 
include company culture, internal processes, 

underlying technology or infrastructure, corporate 
hierarchy, or another critical aspect.”

Harvard Business School Online

Adopt an Organizational Change Process

https://online.hbs.edu/blog/post/change-management-process


Questions to Ask Yourself for Successful Organizational Change

Source: 5 Steps in the Change Management Process 

1. Do you understand the forces making change necessary?

2. Do you have a plan?

3. How will you communicate?

4. How will you identify roadblocks?

5. Do you have the right team to execute the plan?

https://online.hbs.edu/blog/post/change-management-process


Funding and
La unch

Stage 2



Stage 2: Funding and Launch

Secure  the  
Fund ing

Execute  
MOUs for 

DCOs

Review 
Community 

Need s

Deve lop  a  
Project  

Pla n

Staffing
Plan

Review 
Referral List

Update 
Clinical 

Workflows

Establish 
relationships 

for SDOH 
needs

Marketing 
Plan

Establish 
Baselines

Begin 
Delivering 

CCBHC 
Services

Training
Plan



A memos of understanding (MOU) is a legal 
document that is used between two parties 
who have a common goal or action they will 

be participating in.

Execute the Memos of Understanding (MOU) for DCOs



Sample Project Plan



Use Multisector 
Colla b ora t ions

Define  the  Prob lem  
in Te rm s of 

Cond it ions a nd
Beha viors

Avoid  Na m ing  
Sp ecific Solut ions

Sha red  owne rship  
of a ll p ha se s of  

com m unity hea lth 
im p rovem ent

Allows you to  a ct  
a nd  it  should  b e  

m ea sura b le

Id e nt ify the  issue , 
not  the  solut ion a t  

this p oint

Characteristics of a Strong Community Assessment 

Re fle cts Com m unity Conce rns

Source : Five  Pa rts of Com m unity Asse ssm e nt

https://www.in.gov/cji/behavioral-health/files/G_Five_Parts_of_Community_Assessment.pdf


Establish Relationships for SDOH Needs

Shelters Food Banks Employers

Schools Health Clinics Social Services



The Nine CCBHC Required Services

CCBHC 
SERVICE 
TYPES

24/7 Crisis 
Services

Treatment 
Planning

Screening, 
Assessment, 
Diagnosis, 
and Risk 

Assessment

OP Mental 
Health and 

SUD Services

Targeted 
Case 

Management

Outpatient 
Primary Care 

Screening and 
Monitoring

Community 
Based MH 
Care for 
Veterans

Peer, Family 
Support, and 

Counselor 
Services

Psychiatric 
Rehabilitation 

Services



Certification  or 
At te sta t ion a nd
Da ta  Collect ion

Stage 3



Stage 3: Certification or Attestation and Data 
Collection 

• Run  CCBHC Op era t iona l Rep ort  
a nd  a ssess hea lth of the  CCBHC

• Check Sta tus of MOUs

• Check Sta tus of informa l 
re la t ionship s

• Assess st a tus of st a ff t ra ining

• Review CCBHC Rea d iness checklist

• Review g oa ls/ ob ject ive s of p rog ra m 
(p rop osa l)

• Ensure  Da ta  Collect ion is in full 
swing

• Submit Application for Certification

• Up d a te  Project  Pla n

• Cont inue  CCBHC b uild  out  (workflows, 
new p rog ra ms, new se rvices)

• Hire  a ny a d d it iona l st a ff

• Execute  Ma rke t ing  Pla n for new se rvice s

• Run outcomes Rep ort  a nd  PDSA- p ivot  
a ccord ing ly



SAMHSA State CCBHC Certification Guide

Consider reviewing the SAMHSA State Certification Guide as you prepare to submit 
your application for CCBHC Certification in your state.

Section 1 :
Sta ffing

Section 6:
Org a niza t iona l 

Authority, Governa nce , a nd  
Accred ita t ion

Section 2:
Ava ila b ility a nd  

Accessib ility of Se rvices

Section 3:
Ca re  Coord ina t ion

Section 4:
Scop e  of Se rvices

Section 5:
Qua lity a nd  Othe r Rep ort ing

https://www.samhsa.gov/sites/default/files/programs_campaigns/state-certification-guide.pdf


How Can the Right Technology 
and the Right Partner Help You?



Section 1: Staffing

Disparity Impact Statement 
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Evidence of compliance with 
requirements for timely 
evaluation and service

D
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Section 2: Availability and Accessibility of Services



Health information technology 
(IT) system certification; 

health IT data entry fields and 
capabilities

D
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Section 3: Care Coordination> Care Coordination and Other Health Information Systems



Sample of treatment plans and 
medical records for individuals 

across age groups 

D
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Section 4: Scope of Services> Outpatient Mental Health and Substance Use Services 



Reporting and
Sta b iliza t ion

Stage 4



• Run op e ra t iona l a nd  clinica l q ua lity outcomes 
rep ort s

• Sub mit  Prog re ss Rep ort  includ ing  IPP mea sure s if 
a p p lica b le

• Cond uct  PDSA a na lysis on re sult s of  p rog re ss 
rep ort  a nd  p ivot  a s ind ica ted

• Look to  st a b ilize  fina l clinica l outcome  workflows

Stage 4: Reporting and Stabilization 

• Meet  with Ad visory Boa rd , sha re  p rog re ss, g e t  
feed b a ck a nd  inp ut

• Beg in to  b uild  your Cont inuous Qua lity 
Imp rovement  Pla n

• Consult  with QA Pe rsona  on CQI p la n

• Be  sure  to  includ e  d a ta  on consumer suicid e  
a t t emp ts a nd  d ea th b y suicid e , a nd

• Da ta  on consumer 30 -d a y hosp it a l 
rea d missions for p sychia t ric or sub sta nce  
use  rea sons



• Numb er of a ct ivit ie s p e r d a y p e r client

• Typ es of a ct ivit ie s p e r d a y b y client , includ e  
d ia g nosis

• Avera g e  leng th of ep isod e  of ca re  b y d ia g nosis

• Demog ra p hic cha ra cte rist ics of client s in CCBHC

• Avera g e  numb er of d a ys from first  p oint  of conta ct  
to  init ia l eva lua t ion

• Avera g e  numb er of d a ys from Crisis to  first  se rvice  
following  crisis

• Numb er of se rvices tha t  includ e  the  use  of  EBPs

• Numb er of client s rece iving  menta l hea lth se rvices 
und e r g ra nt

• Avera g e  numb er of d a ys from init ia l NOMS to 
Rea ssessment  NOMS

Ideas for Operational Reports to Consider 

• Numb er of b illa b le  hours p e r d a y b y sta ff

• Numb er of client s on ca se loa d  b y sta ff, includ e  
client  d ia g nosis

• BMI of client s on sp ecific typ es of p sychot rop ic 
d rug s, b y d rug

• Numb er of client s in ea ch typ e  of living  sta tus ove r a  
p e riod

• Numb er of client s rece iving  SUD se rvices und e r 
g ra nt

• Percenta g e   of CCBHC client s who a re  a ct ive  
milit a ry or ve te ra ns comp a red  to  community 
a sse ssment

• Numb er of a nd  na med  re fe rra ls from exte rna l 
ent it ie s

• Numb er of CCBHC a d missions a nd  d ischa rg es for 
sp ecific p e riod



Plan, Do, Study, Act

Act

Plan

Do

Study

• What are we trying to 
accomplish?

• How will we know that a 
change is an improvement?

• What changes can result in 
improvement?



Continuous Quality
Improvement

Stage 5



• Fina lize  Cont inuous Qua lity Imp rovement  Pla n

• Comp le te  Annua l Cost  Rep ort

• Comp le te  Annua l Bud g e t

• Up d a te  or review community Need s a sse ssment  
a nd  DIS

• Deve lop  a  susta ina b ility Pla n

Stage 5: Continuous Quality Improvement

• Cond uct  Consumer Sa t isfa ct ion Survey a nnua lly

• Cond uct  PDSA a sse ssment  on clinica l outcome  
mea sure s  a nd  op e ra t iona l KPIs reg ula rly

• Cond uct  PDSA a sse ssment  on op e ra t iona l KPIs 
reg ula rly

• Comp le te  cha rt  a ud it s reg ula rly



1. Focus on susta ina b ility p la nning  e ffort s tha t  he lp  a chieve  inte rna l e fficiencie s, m a xim ize  
b illing  a nd  und e rsta nd  costs.

2. Ca p ture  a nd  sha re  com p e lling  d a ta  to  d em onst ra te  the  va lue  p rop osit ion of CCBHCs a nd  
p rom ote  susta ina b ility.

3. Build  or exp a nd  com m unity p a rtne rship s tha t  ca n he lp  cha m p ion the  va lue  of CCBHCs to  
sta te  p olicym a ke rs.

4. W ork a long sid e  othe r g ra ntee s a nd  sta te  a ssocia t ions to  ed uca te  a nd  com m unica te  the  
va lue  of CCBHCs a nd  exp lore  p a thwa ys for sta tewid e  im p lem enta t ion.

5. Na t iona l CCBHC Exp a nsion is a  p a thwa y to  susta ina b ility.

6. CCBHC ca n he lp  p rep a re  p rovid e rs for APMs. Howeve r, the se  d o not  rep la ce  the  need  for a  
p e rm a nent  sta te -led  CCBHC m od e l.

Elements of a CCBHC Sustainability Plan

The  Na t iona l Council for Me nta l W e llb e ing ’s: “Ap p roa che s to  Susta ina b ility for CCBHCs: An 
Environm e nta l Sca n a nd  Guid a nce  for Gra nte e s”

http://c/Users/mary.givens/Downloads/APPROACHES-TO-SUSTAINABILITY-FOR-CERTIFIED-COMMUNITY-BEHAVIORAL-HEALTH-CLINICS_Guidance-for-Grantees.pdf
http://c/Users/mary.givens/Downloads/APPROACHES-TO-SUSTAINABILITY-FOR-CERTIFIED-COMMUNITY-BEHAVIORAL-HEALTH-CLINICS_Guidance-for-Grantees.pdf


Patient Satisfaction Surveys - Why are They Important?

Source: Importance of Patient Satisfaction Surveys: 5 Advantages to Know

Let's patients know their 
opinion matters and

you are listening

Can serve as a marketing 
tool. Happy clients tend 

to make positive 
references

Can act as a diagnostic 
tool that can help 

increase patient safety 
and reduce liability

Gives patients a say in 
how you run your 

business and how you 
can serve them better

https://wellnessfit.org/tips-tricks/patient-satisfaction-surveys-importance/


Final Point



PARTNERSHIP

ONGOING 
SUPPORT

MENTORSHIP

Qua lifa cts 
St rong  CCBHC 

Com m unity



The  CCBHC-E NTTAC p rovid es free  consult a t ion a nd  t echnica l a ssist a nce  
on CCBHC imp lementa t ion. Conta ct  CCBHC-E NTTAC for ind ivid ua lized  
coa ching  a nd  consult a t ion a t  no cost  to  you.

Qua lifa ct s Consulta t ion: Rea ch out  to  me  a nyt ime  for a nything  CCBHC 
ma ry.g ivens@q ua lifa ct s.com

Also, Qua lifa ct s will b e  sha ring  our he lp ful CCBHC resource  g uid e  with a ll 
the  links in this p re senta t ion, a nd  more , with a ll those  who reg iste red  for 
this web ina r.

Resources 

https://protect-usb.mimecast.com/s/g_tfCEKVNAcW37W6tpFNvF?domain=go.thenationalcouncil.org
mailto:mary.givens@qualifacts.com


Questions?



Thank You
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