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Project Overview

See Coming Together with Community Rehabilitation Providers (CRP) project definition.  
Billing – Funding model, rates and fees was recommended as an area that needed focus and business practice changes in improving employment outcomes with DVR clients who receive CRP services.  This recommendation was prompted by the recognition that DVR providers have not had a rate increase for approximately 10 years while their costs have continued to rise.  Additionally, both DVR and CRP project steering team representatives agreed that improvements could be made in the return on the investment of resources dedicated to CRP employment services. (FFY 2010 DVR CRP expenditures = $ 2,638,860 with 573 reported employment outcomes.)
Specifically, investigation during Phase I of the CRP project found that there was significant time, effort and resources for both CRP’s and DVR aimed at the process steps of the current hourly fee-for-service system that did not contribute directly to employment outcomes of DVR clients.  The Phase I team explored results based payment systems used in 10 other states, sought consultation from the Rehabilitation Technical Assistance Center, and ultimately recommended to DVR leadership that DVR design and implement an outcome-based payment model.  

Phase II for the project commenced in March 2012 and the work team was expanded to ensure representation from large and small providers, urban and geographical areas, and DVR field and administrative staff.

Project Scope


In Scope:
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Funding model, rates and fees
SYMBOL 183 \f "Symbol" \s 10 \h
Billing process (includes paper process, written procedures/guidance for Aware, VR staff, & CRP’s)
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CRP contract language related to rates and fees

Out of Scope:
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CRP approval process
SYMBOL 183 \f "Symbol" \s 10 \h
State of Maine contract process
Deliverables Produced:


· Deliverable 1:  Outcome-based payment system
· Deliverable 2:   Written payment system procedures and guidance 
· Deliverable 3:    Recommendation for pilot roll-out or statewide rollout

· Deliverable 4:   CRP and VR training on outcome-based payment system
· Deliverable 5:   Communicate with Communication Group on an on-going basis

Organizations Affected or Impacted:

Specify areas or groups affected by, or that may participate in, the project. This is meant to be comprehensive but high level. Individual names should not appear, but the organizations they represent are included here. 

	Organization
	How Are They Affected, or How Are They Participating?

	CRP’s
	Potential impact on operations, revenues, etc.

	VRC’s/Field Offices
	Availability of services, changes in working procedures, caseload management

	VR clients
	Potential for better quality outcomes

	
	


Project Estimated Effort/Cost/Duration

The estimated effort hours and project costs may be depicted in many ways, including costs by team member, cost by deliverable, cost by milestone, or cost by category (internal labor, external labor, travel, training, supplies, etc.). Also include a brief timeline (or a set of bullets) showing the project start date, major milestones, and end date. 

Estimated Cost:

Estimated Effort Hours:

Research time
Phone conferences
Estimated Duration:
	Milestone
	Date

	Start of Project Phase II
	March 2012

	Milestone 1 – Information gathered from other states
	July 2012

	Milestone 2 – Payment system designed
	October 2012

	Milestone 3 – Initial (pilot) implementation of system
	January 2013?

	Milestone 4 – Statewide implementation of system
	July 2013 ?

	End of Project
	October 2013


Project Assumptions   (What needs to occur for the project to be successful?)

Project assumptions are circumstances and events that need to occur for the project to be successful, but are outside the total control of the project team. They are listed as assumptions if there is a HIGH probability that they will in fact happen. The assumptions provide a historical perspective when evaluating project performance and determining justification for project-related decisions and direction. 
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Current case management system needs to accommodate change in present system for purposes of pilot testing
SYMBOL 183 \f "Symbol" \s 10 \h
Buy In from VRC’s & CRP’s


·        Reduction in length of time to job placement 
Project Risks  (What is outside the control of the team that could have an adverse impact?)

Project risks are circumstances or events that exist outside of the control of the project team that will have an adverse impact on the project if they occur. (In other words, whereas an issue is a current problem that must be dealt with, a risk is a potential future problem that has not yet occurred.) All projects contain some risks. Risks may not be able to be eliminated entirely, but can be anticipated and managed, thereby reducing the probability that they will occur. 

Risks that have a high probability of occurring and have a high negative impact should be listed below. Also consider those risks that have a medium probability of occurring. For each risk listed, identify activities to perform to eliminate or mitigate the risk. 

	Risk Area
	Level (H/M/L)
	Risk Plan

	Transition process for CRP’s going from fee for service to outcome based (cash flow & revenue problems)
	M -H
	Rates/fees that are reasonable

	Potential for depleting VR budgets faster due to more placements
	L
	Monitoring caseload budgets/placements

	Team members sustain commitment & efforts
	L
	Maintain communication with all team members

	VR staff resistant to change
	M
	Maintain communication/encourage feedback throughout the process

	CRP’s resistant to change
	H
	Maintain communication/encourage feedback throughout the process

	
	
	


Measurement Indicators:


To undertake a project, there ought to be some discernable impact.   In this section, describe the measurement indicators of the project that will be used for current state and future state analysis.  Include the measurements to be be taken, intervals at which the measurements will occur, the sources of data to be used and improvement target.

	Measurement 
	Interval/Data Source
	Improvement Target

	CRP Costs/Expenditures
	
	Decrease per person costs of services by 20%

	Number of individuals successfully employed with CRP services
	
	Increase successful outcomes by at least 10%

	 Billing processing time (Reduce steps for CRP/VR in the process)
	
	Decrease the number of authorizations per month by  ?

	Reduction in placement time
	
	Reduce time by at least 60 days
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