
Preparing for Integrated Billing 
A Toolkit for BHAs 



• An investment of 
Healthier Washington 
managed by the 
Washington State 
Department of Health 
 

• Helps practices 
successfully move to 
whole-person, patient-
centered care  
 
 

The Healthier Washington Practice  
Transformation Support Hub 



Diane Vrenios, Sr. Consultant 
 Outlook Associates 

Today’s Presenter  



• Introductions 

• Purpose 

• Background 

• Transition Planning Process 

• Toolkit Contents 

• Next Steps 

• Q & A 

 

Webinar Topics 



Purpose 



• To introduce a toolkit designed to assist Behaviroal 
Health Agencies (BHAs) with planning for their 
transition to billing in an integrated environment 
 

• To invite mid-adopters to get a head start on their 
transition planning process 
 

• To share lessons learned from North Central’s 
planning efforts 

Purpose of Webinar 



Background 



• Outlook Associates, a division of Qualis Health, 
performed an assessment of the information 
technology and billing capabilities of the Behavioral 
Health Agencies in the North Central Region of 
Washington. 

• It was funded by the WA Healthcare Authority 
(FIMC) via the Practice Transformation Hub in order 
to assist them as they prepare to move into the 
integrated payment environment. 

• Lessons learned were shared with the North Central 
Accountable Community of Health (NCACH) and 
State. 

• Request made to expand the work completed to 
assist other regions as they transition to Managed 
Care Organization (MCO) environment. 
 

Toolkit Origins 



• Every provider will have to make changes to their 
information systems and current billing 
procedures. 

• Early adopter experience shows that changes to 
information systems and MCO coordination take 
longer than anticipated. 

• We are offering an opportunity to start the planning 
process early and access a set of tools to assist 
with that process. 

• During this period, some technical assistance will 
be available in the form of office hour sessions that 
will be held in January. 

• Feedback will be provided on the tools before they 
become widely available 

Why do this now? 



Billing changes have the potential to impact four 
areas of an organization: 
 

• Information systems 
 

• Information technology support 
 

• Billing operations 
 

• Staffing to support MCO requirements 

What changes? 



• Billing/service reporting to multiple MCOs 
 

• Third Party Liability (TPL) billing required 
 

• Data exchanges with MCOs require standardized HIPAA 
Electronic Data Interchange (EDI) transactions 
 

• Encounters must be corrected and resubmitted 
 

• Non-Medicaid services to Medicaid clients need to be reported 
to MCOs 
 

• Member eligibility verification procedures may differ 
 

• Authorization processes may differ 
 

• Other reporting requirements will be defined 
 

Examples of Changes 



• Have a transition plan and contingency plan for 
your information systems and support processes! 
 

• Take time to think about the impact of moving into 
the integrated billing process. 

 

• Start the process early! 

#1 Lesson Learned  



Transition Planning Process 



Transition Planning Process 

• Review current 
information 
systems, 
support, and 
billing 
procedures. 

• Is IT meeting 
your needs? 

• What will be 
needed to meet 
MCO 
requirements? 

• Compare the 
current state to 
the future state. 

• Look for gaps in 
knowledge, 
staffing, and 
information 
systems. 

• What changes 
are necessary? 

• Lay out a path 
to achieve a 
successful 
transition. 

• Identify goals, 
milestones, 
tasks, 
resources, and 
dates. 

• Identify 
contingency 
plans. 

• Plan to retire the 
old procedures. 

• Follow the plan. 
• Track progress. 
• Celebrate 

successes! 

Assess Analyze Plan Execute 



• Begin by completing the Self-Assessment Survey in 
the toolkit to determine current IT and billing 
practices. 
 

• Review the survey responses. 
 

• Complete the BHA Readiness Scoring Tool to: 

– Gain understanding of gaps that exist 

– Get a ‘baseline’ estimate of current state. 

Assess 



• Perform a basic gap analysis. 

• Compare the current state to the future state. 

• Use the completed Self-Assessment and Readiness 
Scoring Tool as the current state. 

• Compare the MCO Billing Model to the current state 
IT and billing operations. 

• Look for gaps in knowledge, staffing, and 
information systems. 

• Pay attention to the “red flag” conditions in 
Readiness Scoring Tool. 

Analyze 



• Complete the Transition Plan Template for current 
state conditions and desired future state. 
 

• Develop milestones or transition steps that will get 
you to your goals. 
 

• Establish dates around each of those milestones. 
 

• Estimate costs. 
 

• Create a Transition Roadmap. 

Plan 



• Obtain and/or upgrade information systems. 
• Review billing procedures. 
• Update policies and procedures for billing 

operations. 
• Obtain technical assistance, as needed. 
• Obtain temporary staffing, as needed, for the 

start-up and overlap period. 
• Hire additional staff, if needed. 
• Update job descriptions. 
• Obtain funding, as needed. 

Execute the Plan 



Toolkit Contents 



• Tools designed to be used: 

– By a BHA internally, or: 

– With the assistance of an external facilitator such 
as a BHO, ACH or Practice Coach 
 

• Tracking tool can be adapted for the facilitator to 
include a dashboard of multiple BHAs. 

 

• Generalized for use by all BHAs in all regions. Some 
parts may not be relevant to your situation. 

 

Toolkit Overview 



Two versions available : 
 

• Self-assessment questionnaire in writable pdf 
format 
 

• Annotated questionnaire that includes expanded 
explanation about the question or response (not 
all questions are annotated) 

Assessment Survey Tool 



Questions are grouped into 5 sections: 
1. Organization Overview 

• Demographics of the agency 
• Useful information for external facilitator 

2. Information Systems Overview 
Systems support your agency 

3. Information Technology Infrastructure 
• IT support  

4. Information Technology Transition Plan 
• Planned changes to IT pre-transition 

5. Operations/Processes 
• Reporting service information to the BHO 

Assessment Survey Tool 



BHA Assessment Survey 



• Excel Spreadsheet 

• Rate your ‘readiness’ in 9 critical areas 

• Guideline prompts appear in each row 

• Rating system asks if the indicator is: 

– Fully Present 

– Partially Present 

– Not Present – Planned 

– Not Present – Not considered 

• Graphic and Summary table automatically updated 

BHA Readiness Scoring Tool 



BHA Readiness Scoring Tool 

9

Fully Present 2

Partially Present 2

Not Present - Planned 3

Not Present - Not Considered 2

#

1

2

The organization has its own EMR/EHR system with integrated 
billing/RCM capabilities. Not Present - Planned

•  The EHR is commercially available.
•  The EHR is full-featured and 
integrated with billing and reporting 
capabilities.
•  The EHR is used by the majority of 
the clinicians in the organization for 
clinical documentation.
•  The EHR has been in use for at 
least one year prior to the transition.

•  The organization does not have an 
EMR/EHR or is not using it enterprise-
wide at this time.
•  The organization relies on paper 
medical charts.
•  The EMR/EHR is new (less than 1 
year) or not yet deployed.
•  The organization relies on a BHO-
provided system for its internal 
records.

•  The organization has been 
using its own EMR/EHR for 
more than one year and has 
determined which system 
modifications will be necessary 
for sending encounters to the 
MCOs. 

The organization has the capability to generate HIPAA-compliant 
electronic transactions.

Partially Present

• The organization’s information 
system is able to, at minimum, 
generate encounters in a standard 
format.
• Alternatively, the organization 
contracts with a clearinghouse or 
third-party administrator (TPA) to 
prepare the encounters and route 
them to the appropriate payer in a 
compliant transaction.
• Ideally, the information system is 
generating electronic eligibility queries 
to the State and has the ability to 
automatically accept and upload the 
remittance advice files.

• The organization is not currently 
generating encounter
records for any of its payers.
• The organization does not know 
whether it has this
capability, or it is not able to generate 
an encounter
from its existing systems.

• The organization is currently 
exchanging data electronically 
with the BHO and/or other 
payers using HIPAA standard 
transactions. 
• The organization is contracting 
with a company to prepare its 
data for submission to payers.                                                   
• The organization is receiving 
acknowledgements and results 
from its payers directly or via a 
contractor. It is able to apply the 
results to the data system and 
correct errors in a timely 
manner.

Indicator Current Status Optimal Criteria Red Flags Best Practices

BHA MCO Transition Readiness Scoring Tool - <BHA Name>

Total # of Indicators

Current Status

Fully Present

Partially Present

Not Present - Planned

Not Present - Not
Considered



• High level summary of: 
 

– What changes need to occur 

– When they need to happen 

– Who is responsible 

– Major steps (milestones) in each area  
 

• Simplified planning tool in a tabular format 

Transition Planning Tool 



Transition Plan Template 

 

Organization:  Contact:  Date:   
 

Element Current State Future State Transition Steps Responsible Timeframe 

Information Systems      
• EHR System      

• Encounter Data      

• Billing System      

• HIPAA Transaction      
IT Support      
• Desktop/Internet      

• EHR      
Billing Operations      
• Policies / 
Procedures 

     

• TPL Billing      
• Other Insurance      

Staffing      
• IT Staff      
• Billing Staff      
• Admin Staff      

BHO Sunset      
• Native Data      
• Encounter Data      
• Last Submission      

Contingency Plan      
• Plan B      

 



Generic Timeline  

Transition Year 
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1. Develop IT Transition Plan                   

                          

2. Prepare IS for the MCO environment               

                          

3. Prepare for encounter submission to MCO               

                          

4. Develop administrative changes               

                          

5. Prepare for terminating BHO reporting               

• There are five major milestones to consider during the transition year. 
• The timeline below provides suggested deadlines for the five areas. 
• The dates represent the last dates that activities can begin and end in 

order to be completed in time for the transition. 
• Testing with the MCOs should begin two months prior to implementation. 



Transition Planning Toolkit Guide 
  ASSESS ANALYZE PLAN EXECUTE 
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• Perform Self-
Assessment to 
determine current IT 
and billing practices 

• Review the survey 
responses 

• Complete the 
Readiness Scoring tool 

• Review the completed 
self-assessment and 
readiness scoring tool 

• Review MCO Billing 
model 

• Compare the MCO 
Billing model to the 
current IT and billing 
operations  

• Look for gaps in 
knowledge, staffing, 
and information 
systems 

• Complete the Triage 
Tool for ‘red flag’ 
conditions 

  

• Complete the 
Transition Plan 
template for current 
state conditions and 
the desired future state 

• Complete the 
transition steps for the 
future (Milestones) 

• Complete the 
transition step dates 
(Roadmap) 

• Determine technical 
assistance needs 

• Estimate costs 

• Obtain technical 
assistance for areas, as 
needed 

• Obtain funding 
• Obtain and/or upgrade 

Information Systems 
• Update billing 

procedures 
• Obtain temporary 

staffing, as needed for 
the transition 

• Obtain additional staff, 
if needed 

• Update policies and 
procedures for billing 
operations 

• Update job 
descriptions 
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 • BHA Survey Tool • BHA Readiness 

Scoring Tool 
• Triage Tool 

• Transition Planning 
Template 

• Readiness Checklist 
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• BHA Survey Tool – 
Facilitator’s Copy 

• BHA Readiness 
Scoring Guide 

• MCO Billing Model 

• Transition Planning 
Guide 

• BHA Generic Roadmap 
• Staffing Considerations 

Guide 

• EMR Purchasing 
Guidelines 

• Operational Policies 
and Procedures 

• Cutover Preparation 
Checklist 

• Contact List 



Next Steps 



• Everyone will have to make changes to 
information systems and billing procedures to 
meet MCO requirements. 

• Build a transition plan specific to information 
systems and billing operations. 

• Start early!  (Many changes, so little time….). 

• Use tools that were developed based on 
experience of the early adopters. 

• Provide feedback on those tools. 

• Receive “free” technical assistance in return! 

 

In Summation… 



• Start with the Self-Assessment Survey Tool. 

• Complete the Readiness Scoring Tool. 

• Share the results with us so we can assess the 
effectiveness of the tool (we will not share 
results with anyone else). 

• Begin work on your transition plan. 

• Join us for one of the office hour sessions in 
January. 

Action Items 



• Complete the online feedback survey 
https://www.surveymonkey.com/r/BHAIT  

• Contact us via the Hub Help Desk at 
HubHelpDesk@qualishealth.org or 206-288-2540 
 

• Office Hours:  
– January 4, 2018 12:00pm-1:00pm 

(https://qualishealth.webex.com/qualishealth/onstag
e/g.php?MTID=e606cabf6cc8b98b4383f4699067573
e2) 
 

– January 9, 2018 8:00am-9:00am 
(https://qualishealth.webex.com/qualishealth/onstag
e/g.php?MTID=e461324cf48bf1cc05c27dcc2f70da10
c) 
 

Office Hours and Contact Information 

https://www.surveymonkey.com/r/BHAIT
mailto:HubHelpDesk@qualishealth.org
https://qualishealth.webex.com/qualishealth/onstage/g.php?MTID=e606cabf6cc8b98b4383f4699067573e2
https://qualishealth.webex.com/qualishealth/onstage/g.php?MTID=e606cabf6cc8b98b4383f4699067573e2
https://qualishealth.webex.com/qualishealth/onstage/g.php?MTID=e606cabf6cc8b98b4383f4699067573e2
https://qualishealth.webex.com/qualishealth/onstage/g.php?MTID=e461324cf48bf1cc05c27dcc2f70da10c
https://qualishealth.webex.com/qualishealth/onstage/g.php?MTID=e461324cf48bf1cc05c27dcc2f70da10c
https://qualishealth.webex.com/qualishealth/onstage/g.php?MTID=e461324cf48bf1cc05c27dcc2f70da10c


Questions? 



Thank you! 
 

Contact information: 
Hub Help Desk: 

HubHelpDesk@qualishe
alth.org 

 
206-288-2540 

The project described was supported by Funding Opportunity Number CMS-1G1-14-001 from the U.S. Department of Health and Human Services, 
Centers for Medicare & Medicaid Services. The contents provided are solely the responsibility of the authors and do not necessarily represent the 
official views of HHS or any of its agencies. 
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