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Background

The State of Vermont received a Quality Management Grant funded by the

Centers for Medicare and Medicaid Services (CMS). The purpose of the grant is to

develop processes to assure and improve the quality of services delivered through

Vermont’s Home and Community Based Services (HCBS) waivers. The first waiver,

Choices for Care, serves older Vermonters and people with physical disabilities. The

second waiver uses the mechanism of Global Commitment to fund services for people

with traumatic brain injury and people with developmental disabilities. This grant has

come at a very opportune time, because the reorganization of the Vermont Agency of

Human Services (AHS) has moved the responsible for all the HCBS waivers to the

Division of Disability and Aging Services (DDAS), which will allow integration of waiver

management and a single quality management process.

The Quality Management Committee, composed of consumers, family members,

advocates, providers, and State of Vermont employees, was formed to develop a quality

management plan for the waiver services described above. The plan will include quality

service standards in the form of desired outcomes and indicators. These will drive the

review process conducted by the DDAS Quality Management Unit for the review of the

agencies providing waiver services. When the Deputy Commissioner of DDAS reviews

the final quality management plan, it will become part of the DDAS operating process.
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Stephen Morabito (the Quality Management Development Specialist for DDAS)

facilitates the Quality Management Committee meetings monthly, to work on the

development of the quality management plan.

CMS has developed a Quality Framework to assist States in developing quality

strategies. The grant requires that the quality management plan should be developed

using the CMS Quality Framework as a guide. The Quality Management Committee has

included the elements of the Framework in their quality management plan.

The Quality Management Committee continues to gather information and

opinions from people receiving services, family members, advocacy groups, service

providers, State departments, and other parties. The grant staff also takes part in

conference calls sponsored by CMS where information and resources are shared with

other States that have received a quality management improvement grant.

The purpose of the Quality Management Grant Evaluation Panel is to evaluate

the work being funded through the Quality Management Grant. This is a formative

evaluation; the products from the Panel are passed on to Grant Staff. It is expected that

the feedback will be used to assist in grant work.

The Quality Management Committee has been working on the quality

management plan for the last eight to ten months. A first draft was prepared and

disseminated to a series of public forums. Based on the comments from the forums a

second draft has been developed, which is what the Panel referred to for this report.



Report on Outcomes and Indicators 5

Purpose of the Evaluation Panel

Seven quality management strategies, developed by the Muskie Institute in

Maine, provide the structure for the Evaluation Panel meetings and reports. This second

meeting of the Panel was focused on the quality management strategy, and indicators

and standards against which performance is measured. The system values discussed

at the first meeting of the Panel have been used by grant staff to refine the outcomes

and indicators that make up the proposed quality service standards. The Evaluation

Panel really appreciates the amount of good work that went into the preparation of

these outcomes and indicators.

The discussion of the Evaluation Panel at this second meeting was organized

around a series of questions that are summarized below.
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Questions and Answers

Question 1: Does the Quality Management Plan include indicators and
standards against which performance is measured?

The Panel viewed the second draft of the outcomes and indicators, which will be

developed more fully as the development process continues. There will be a second

round of forums to give further feedback to the Committee. The Panel’s first response is

that yes the second draft of the Quality Management Plan does include indicators and

standards against which performance may be measured. The Panel found that there

was no area missing from the outcomes that should be added to assure quality of life for

people receiving waiver services.

The panel members understand that the development of outcomes and

indicators is a continuing process and the tables of outcomes and indicators in the

quality management plan will be refined over time. The Panel believes that the Quality

Management Committee’s mandate will continue beyond the grant period so the

Committee will be able to review the outcomes and indicators over an extended period.

There are differences between the outcomes and indicators developed by the

Committee and the CMS Framework. All the panel members preferred the language of

the Vermont Outcomes and Indicators to the CMS Framework. The Vermont outcomes

and indicators are written from an individual’s point of view, which is better than the

CMS Quality Framework. The Panel also liked the level of specificity of the outcomes

and indicators. They are not to vague or overly specific. Several of the indicators appear

to be very similar or overlap, but the Panel sees that this is a strength, because it makes

the outcomes and indicators easier to understand. This is much better than leaving an

important indicator out.
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The Panel members see that the outcomes and indicators are based on the

values reviewed at the last Panel meeting, and the indicators appear to be related to the

outcomes. Therefore, the conditions described in the indicators will fairly represent how

well the outcome has been attained. The Panel also would like to review the tables that

describe the multiple data points that have been chosen to support the indicators. This

will tell the panel members exactly how the indicators are actually measured

(operationalized), and help them to provide more detailed feedback. As of the date of

this report, the materials needed to take on this task have been distributed to the Panel

members.
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Question 2: Do the outcomes and indicators in the Quality
Management Plan relate to the CMS Quality Framework?

The answer is yes the outcomes and indicators in the Quality Management Plan

relate to the CMS Quality Frame Work. However, the panel does not feel that they are

highly correlated. It appears that some of the items in the CMS Quality Management

Framework could be used to formulate additional indicators though these indicators may

be included in the accompanying tables that were not available at the meeting for

review. The Panel will review the tables for the next meeting to see if these items are

included in the tables as data points. The outcomes and indicators are OK; the

important thing is that individuals get what they need in the most accessible way.

The panel believes the outcomes and indicators are written at a level of

specificity that makes them clear and understandable. It seems that the language that

would be needed to make the outcomes and indicators more precise would be

“excessive” and make them harder to understand. We feel there would be a loss of

clarity with increased specificity at this level. The precision should be at the level of the

tables.

The Panel recommends that interview questions not be made too specific,

because the answer to a very specificity question may cause the interview to miss what

would become obvious with the answer from more general question. Probes can be

added to get to the specific answers if they are needed.
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Question 3: Was the extent to which consumers were involved in
developing outcomes and indicators appropriate?

Yes, we believe that the Quality Management Committee made a very good

effort to include consumers in the development of outcomes. The Committee has taken

or recommended many very positive steps to involve consumers. These efforts include

using Green Mountain Self-Advocates to run the focus groups and individual interviews,

and hiring two consumers part-time by the State to do consumer interviews. The groups

involved in the development the first draft were DDAS staff, Committee members, and

selected providers and friends.

Only one member of the Panel was aware of these efforts to develop the first

draft. The panel members believe even more consumers and family members should

have been aware of the process, but they also know a greater effort to advertise or

broadcast the call for input will be made as the process continues. The Panel just wants

to state that continued efforts to have the maximum inputs possible from the community

are important.

A brochure to explain the development of the Quality Management Plan may be

very helpful. However, for many consumers and families even gaining a basic

understanding of the system of care can often be overwhelming. Many consumers and

family members will need very personal guidance to help them become involved in the

process.
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Additional Information and Comments

The Panel members appreciate the hard work the Committee has done to

produce the outcomes and indicators to this point. We believe the Committee is doing

what they intend to do. We hope that the Panel’s discussion helps their process.

Though not directly related to the questions the Panel members want to make a

couple of comments. First, we would like to see a change in the composition of the

Committee’s membership. Currently the Committee is approximately 30% consumers (6

of 20), but the Committee would be even better with at least 51% consumers like State

boards.

Second, like many consumers and family members the Panel members remain

vigilant at all times when interacting with the system of care based on our experiences.

Trust in the system of care will come with appropriate oversight and the ability of the

people doing the oversight to make and maintain changes. The Committee being kept in

place after the grant period and meeting two to four times a year is one assurance, but

there could be more. For example, the standing committees at the mental health

centers where many of the waiver services are delivered could be an additional check

on the system by people who have the experience of receiving services; but based on

the experience of the Panel members the standing committees will have to have

increased support to be effective.
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Quality Management Grant Evaluation Panel
Second Report

December 13, 2006

Summary

The Evaluation Panel met to evaluate the work of the Quality Management

Grant. Grant Staff can use the report to help in the development of the quality

management processes for Home and Community Based Services waivers. The Panel

answered three questions.

Question 1: Does the Quality Management Plan include indicators and
standards to measure performance?

 Yes. The second draft of the Quality Management Plan does include indicators
and standards to measure performance.

 The outcomes and indicators are easy to understand and not too complicated.

 The Panel did not see any area missing from the outcomes.

 All the panel members liked the language of the Vermont Outcomes and
Indicators better than the CMS Framework.

 The Vermont outcomes come from a consumer’s point of view.

 The outcomes and indicators are based on system values.

Question 2: Do the outcomes and indicators in the Quality
Management Plan relate to the CMS Quality Framework?

 Yes. The outcomes and indicators are clear and relate to the CMS Framework.

 The outcomes and indicators do not have “too many words”. If the outcomes and
indicators were more exact, the panel feels they would be less of clear.

Question 3: Was the extent to which consumers were involved in
developing outcomes and indicators appropriate?

 Yes, we believe that the Quality Management Committee made a very good
effort to include as many people as possible.

 Future public meetings should be widely advertised.

 The Committee has taken or recommended many very positive steps to involve
The Green Mountain Self-Advocates doing the focus groups and individual
interviews are excellent.
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 It is good that two consumers will be hired part-time to do consumer interviews.

Other Ideas

 The Quality Management Committee should be permanent.

 The committee should have at least 51% consumer membership.

 A brochure to explain the Quality Management Plan is a good idea, but people
need very personal guidance. The peer navigators funded by the Green
Mountain Advocates are helping people now and they should continue to be
supported.

 The Committee should hear regularly from other groups like the standing
committees at the mental health centers.


