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Feedback for next time

Revamp CM to step 7 morph into resistance
Scarf- apply to life, kids
Diffusion innov get rid of

Example-f r ame 1t better so they donot
frame final presentation as final check in

Uexcel example

January- deeper in theory and no UEXxcel, more info on data with run
charts and pivot charts
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Team Updates

Return to DMAIC

An Approach to Data in QI
Agenda

Change Management

LUNCH

Embracing Resistance - SCARF Model

Creating a Great Presentation
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Team Updates - Key Realizations

What have you learned about
your problem since the last
session?
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Return to DMAIC
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Define, Measure, Analyze, Improve, Control

—— | |

Understand your Fix it Sustain

problem @ @
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Define
- Problem Statement
- Voice of Customer

Measure
- Gemba
- Process Map
- ldentify Process, Outcome, Balancing

Analyze
- Affinity Diagram 1 Identify Root Causes
- Pareto i Rank Root Causes

e
v
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D, M, A-SMART AIM

Improve
- ldentify Key Targets for Intervention from Pareto Chart
- Design Interventions using Positive Deviance, Pre-Mortem

Control
- Sustainabillity Plan
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Define, Measure, Analyze,

\_Y_)

Understand your
problem
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The Problem Statement

DO you have a problem?
What is your problem?

What Is the scope?
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Define the problem

Please write down your problem
JAN statement and reflect on your status In
Measure / Analyze phase.
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Define, Measure, Analyze,|Improve, Control

—— | |

Understand your Fix it Sustain

problem @ @

@T University of Colorado Anschutz Medical Campus | IHQSE




An Approach to Data in Q|
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Nl n God we trust. Al | ot her

- W. Edwards Deming

NThe goal Il s to turn data I

N\

Il nformation I nto I nsight.o

- Carly Fiorina, former executive, president, and chair of Hewlett-Packard Co.
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APatient Satisfaction
ALOS

AReadmission Rate
AAdverse Events

Matter to Patients
(or stakeholders)

AUse of checklists
ALab orders

Can act as proxy for
outcomes

AOrder Sets
AMedications
AHand sanitizer
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Qutcome Measure-n S et
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Focus on the process, NOT the results. Take one |
step at a time. You donc
simply looking at the top.
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How do you know your intervention IS

happening?

e Process measures
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#squadgoals

A AIM: By 6/1/22, we aim to increase percentage
of BMT chemotherapy admissions by 1200, from
4.2% to 60%.

A How: transform chemotherapy admission process

A Vision: Cancer sucks and chemo is scary. We owe
It to our patients to try to make the process of
receiving treatment as reliable, efficient, and
pleasant as possible.
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Breakout:

What are your process or structural metrics?

15 minutes
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How do you know your intervention IS
working?

outcome measures
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Breakout:

What are your outcome metrics?

15 minutes
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Run Chart

SPC Chart

16

14

10

Jan Feb Mar Apr May Jun Jul Aug Sep Ot Nov Dec Jan Feb Mar Apr May Jun dul Aug

Sample Value

Upper Control Limit

v > Average Output

Lower Control Limit

Time sequence
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Run Chart

____________________________________________________
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Easy to construct

Easy to interpret
(no advanced stats required)

Assess the impact of

Process changes
(AKA something
happened)



Statistical Process Control (SPC) Chart

Make informed decisions about
which processes to leave alone
and which to subject to

___________________________ Upper Control Limit an improvement cycle.

2 — : 5— Average Output Predict future performance if the

system is stable and in control.

Sample Value

——————————————————————————— Lower Control Limit

Time sequence Easy to construct
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Conceptual vs Operational definitions

A Conceptual is what you are going to measure

A Operational is how
Number of CBCs

+

Daily order of CBCs and Number BMPs on inpatients
BMPs on inpatients ordered by day team
residents between 1200am i

ordered by residents 1159pm

Total medicine team census
per day
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Gender

Age

Height

Weight

Operation

Surgeon

Duration

Antibiotic

Dose

Number of doses

Frequency

Barriers to change
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Categorical

Numerical

Numerical

Numerical

Description

Description

Numerical

Description

Numerical

Numerical

Numerical

Description

Male or female

Age in years to
nearest year

Height in
centimetres

Weight in kilograms

Name of operation

Surname and first
initial

Duration of
operation from full

anaesthesia in hours
and minutes

Full generic name of
antibiotic

Dose of antibiotic in

milligrams

Number of doses of
antibiotic given

Number of doses
ordered per 24-hour
period

Barriers identified in
interviews

M or F

1-110 years

0-300cm

0-250kg

Text (refer checklist)

Text (refer checklist

Hours

Text (refer checklist)

Any

0-10

Text

Must be M or F

Must be a whole
number

Measure to one
decimal point

Measure to one
decimal point

Must be from
checklist

Must be from
checklist

To one decimal
point

Must be from
checklist

Must be a whole
number

Must be a whole
number

Must be a whole
number

Up to 100
characters

DATA DICTIONARY
A Repository of all your data points
A Provides a detailed description of each
data point including:
A Definition
A Source
A Other notes

A Built over-time as you get more data

A Especially helpful for EHR data



16
17

A B

Date Item

01-07-2018 Projector
01-07-2018 White Board
02-07-2018 White Board
03-07-2018 White Board
05-07-2018 Office Chair
05-07-2018 Projector
08-07-2018 Printer
10-07-2018 Printer
10-07-2018 Office Chair
10-07-2018 Diary
10-07-2018 Office Chair
13-07-2018 Diary
17-07-2018 White Board
17-07-2018 Office Chair
20-07-2018 White Board
20-07-2018 White Board

C D t F
Sales Rep Quantity Price Commission

Bob 13 150 11%
Mark 8 40 9%
Stacey 7 40 7%
Mark 18 40 8%
Stacey 19 230 6%
John a 150 10%
Bob 9 80 6%
Laura 16 80 2%
Mark 15 230 9%
Bob 15 16 1%
John 7 230 2%
Laura 23 16 11%
Bob 20 40 5%
Mark 9 230 3%
Stacey 23 40 6%
Stacey 4 40 5%
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X ﬁ Excel

1. ORGANIZE by columns
2. D O N @de color coding

3. Set up BEFORE you start
collecting data



NThose who are Vvict ¢
effectively and change decisively. They

are like a great river that maintains its
course but adjusts |

Sun Tzu, The Art of War, 5th century BC

N\
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fDoveryai, no proveryai. @rust, but verify)

A Russian proverb
- Ronald Reagan, United States President 1981 7 1989

- Susan Massie, Russian Scholar
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NA minimum put to
enough for anythir

Jules Verne, Around the World in Eighty Days
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What Is Data?
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Data Collection Plan (Miro template)

Key Question

Data Element Name

Operational Definition

Parameters

Source

Wheoe

Frequency

What is the length of stay?

Length of stay (LOS)

LOS = Admit time to
Discharge time

» Date range: 1/1/2020 -
12/31/2020 « One listed
for every patient by CSN »
Format: time in hours

EHR - ADT

Which team member is
in charge of collecting?

Monthly data pull, 1st of
month
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Breakout:
Create a Data Plan

Discuss your Data Collection Plan with your coach.
What information are you missing?
Are data collection roles assigned?

15 minutes
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How to Get People to Follow
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You've designed the PERFECT Intervention.

What next?
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Change Lessons

1. People (generally) dislike change.
2. Change Is hard.

3.7Good enougho 1s the enemy of g
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Change Lesson 1

People (generally) dislike change.
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Re-electing a Dead Mayor

Why would someone vote for a dead person?

~S

n | know he diI ed, b ut
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Change Lesson 1

People (generally) dislike change.
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Change Lesson 2

Change Is hard.
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UGsr

Door1 to1 Floor

San Francisco

The Problem: > 400 minutes to get a hospital bed

1 2 3 4 5 6
. Greetto N Room to SER ) Decision Orders to Bed to
V" Room Exam Decision to Orders Bed Arrival

1. Greet to Room: Start: reception-desk greeting; End: patient reaches ED exam room

2. Room to Exam: Start: patient reaches ED exam room; End: ED physician arrives to perform exam
3. Exam to Decision: Start: completion of exam; End: decision made to admit the patient

4. Decision to Orders: Start: decision to admit; End: inpatient service completes admission orders
5. Orders to Bed: Start: receipt of admission orders; End: empty hospital bed assigned to patient

6. Bed to Arrival: Start: bed assigned; End: patient arrives in assigned bed

University of Colorado Anschutz Medical Campus | IHQSE



Minutes

200

180

160

140

120
100

80

40

20

>100 minutes to write orders

Greet to Room
Room to Exam
Orders to Bed




The Intervention

Dear Providers,

As you know, patients stay for a
are'waiting for a hospital bed. T

We know that most of the wait t
result, we are so excited to tell y
abbreviated order set! We expe
allowing your patient to move ol

Please see the attached versior
for all future admissions.

Google Calendar
Google Calendar
Google Calendar
Google Calendar
Google Calendar
Google Calendar

Google Calendar

Reminder:

Reminder:

Reminder:

Reminder:

Reminder:

Reminder:

Reminder:

Email d2f @ Mon Apr 28, 2014 3pm -
Email d2f @ Mon Apr 21, 2014 3pm -
Email d2f @ Mon Apr 14, 2014 3pm -
Email d2f @ Mon Mar 31, 2014 3pm
Email d2f @ Mon Mar 24, 2014 3pm
Email d2f @ Mon Feb 17,2074 3pm

Email d2f @ Mon Feb 10, 2014 3pm

4pm

4pm

4pm

- 4pm

-4pm

-4pm |

-4pm |

We appreciate your support and participation in this improvement project!
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Result: NO CHANGE

500 492

Minutes

Target: 409 minutes

380

360 -

Dec-09 Jan-10 Feb-10 Mar-10 Apr-10 May-10 Jun-10 Jul-10 Aug-10 Sep-10 Oct-10 Nov-10 Dec-10
Month

@:[J University of Colorado Anschutz Medical Campus | IHQSE



Why di dnot the providers

What was wrong with this approach to leading
change?
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The Intervention

Dear Providers,

As you know, patients stay for a very long time in the Emergency Room while they
are waiting for a hospital bed. This takes an average of 6-7 hours per patient!

We know that most of the wait time is due to a delay in our admission orders. As a
result, we are so excited to tell you about an intervention to address this T a new,
abbreviated order set! We expect this will only take you 2-3 minutes to complete,
allowing your patient to move out of the ED!

Please see the attached version of the order set, which you can print out and use
for all future admissions.

We appreciate your support and participation in this improvement project!
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Why didn't providers change their behavior?

"l thought it would be better for patients to stay in the ER until the treatment
plan started working, so they were more stable when they arrived on the floor."

NWhy should | do two order sets when
"It didn't make sense to go back to my email to print the order set each time."

"l always write my orders quickly."
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Change Lesson 2

Change Is hard.
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Change Lesson 3

NGood enougho 1 s t
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E,

: , ; Source: Jim Collins, Good to Great: Why Some Companies
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Apple Inc. Stock Price

+156.47 (223,521.43%) 4 all time

Apr 27, 3:41 PM EDT - Disclaimer

1D D ™ oM YTD
200 0.41 USD Mar 11, 1988
150
100
50
: .

|
2012

!
2022
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Sears Holding Corp. Stock Price

-10.14 (-99.22%) ¥ past 5 years

Apr 27, 2:42 PM EDT - Disclaimer

1D 5D ™M 6M YTD 1Y

I 1
2018 2019

Max

0.080 USD Apr 27, 2022
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"We were good enough.”

Are you I good enough?
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Change Lesson 3

NGood enougho 1 s t

Human preferencéor complacencyver
transformation
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People dislike Change is Good Enough
change. + hard T )

NO
CHANGE
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LEADING
CHANGE

KOTTER

I Anschutz Medical Campus ‘ IHQSE



Establish
Urgency

Embed into the Form a coalition

Culture
LEADING
Credibility to CHANGE
Drive More B Create a vision
Change -
JOHN P.
KOTTER
Ge?;rrenatsvﬁéort- Communicate
Remove
Obstacles
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Establish Urgency
g /
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Establish

Urgency
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Establish Urgency i What motivates you?

>
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Establish Urgency

1.0 - Survival

2.0 - Extrinsic Motivation: reward, punishment

X‘ 3.0 - Intrinsic Motivation

Burning Aspiration
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\
Establish

Urgency
J

NEW YORK TIMES BESTSELLER

“Provocative and fascinating.” —MALCOLM GLADWELL

Daniel H. Pink

oooooooo A Whole New Mind

The Surprising Truth
About What Motivates Us

@7 University of Colorado Anschutz Medical Campus | IHQSE

AUTONOMY

MASTERY

PURPOSE

PLAY

CONNECTION
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Breakout - Urgency:

What is your burning platform / aspiration for
project work?

10 minutes
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Patients wait a long time....

Patients are harmed when their primary team is not close to
them...

We have the LONGEST wait time in the entire state...
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Form a Guiding Coalition

!
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Footloose, 1984
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Who - Anyone impacted by your work

- Various levels of organization
- Interprofessional

Stakeholder - Patients
Engagement

Why - Gathering crucial input

- Gaining more resources
- Building Trust
- Planning ahead
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Breakout:

Who Is your guiding coalition?

Consider anyone impacted, all professions and levels of
leadership
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Create a Vision

\

/
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aimaZoN| Earthés most cus

centric company.

Create a alzheimer’s % A world without
association:! Al zhei mer 6s di s e

Vision

&) X .
TARGETZERO Eliminate all
N preventable harm.

Children’s Hospital Colorado
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Cancer sucks and chemo Is scary. We owe It
to our patients to try to make the process
of receiving treatment as reliable, efficient,

and pleasant as possible.

(i
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Breakout:

What is your vision?

What does the future look like if you achieve
success?
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N

Communicate
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Communicate

% f
CHANGE )

AAAAAAAAAAAAAAAAAAA

RKS FOR YOU

AAAAAAAAAAAAAAAAAAAAAAAA



How much?

Google Calendar
7 X 7 Google Calendar
Google Calendar
Google Calendar
Google Calendar

Google Calendar

Google Calendar

Reminder:

Reminder:

Reminder:

Reminder:

Reminder:

Reminder:

Reminder:

Email d2f @ Mon Apr 28, 2014 3pm - 4pm (
Email d2f @ Mon Apr 21, 2014 3pm - 4pm (
Email d2f @ Mon Apr 14, 2014 3pm - 4pm (
Email d2f @ Mon Mar 31, 2014 3pm - 4pm
Email d2f @ Mon Mar 24, 2014 3pm - 4pm
Email d2f @ Mon Feb 17, 2074 3pm - 4pm ¢

Email d2f @ Mon Feb 10, 2014 3pm - 4pm |

Hundreds..
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Breakout:

Brainstorm -
- 3 (boring) ways you will communicate
- 3 creative, Interesting ways you will communicate
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Wean 1 er of the Month Party
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Remove Obstacles
g Y,
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Remove

Obstacles




-

\_

\

ED Provider: 'Admit to Medicine'
Y,
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Generate Short-Term WIns

!
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Wins




Celebrating our Wins




/

N

Use Credibility to
Drive More Change

\

_/
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MEET THE TEAM
el

The Joint Commission Journal on Quality and Patient Safety

Operations Management

“Not So Fast!” The Complexity of Attempting to Decrease
Door-to-Floor Time for Emergency Department Admissions
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Embed it In the Culture
\_ U
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Culture f

Change
\. J
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Power

E Stab I I S h (Min mﬂ.“’s’m} In!::np.d
Urgency
Embed into Form a R
the Culture coalition

LEADING
EMILY GOTTENBORG, MD Credlblllty to CHANGE [

oo
TARGETZERO

ELIMINATING PREVENTABLE HARM

E!?;Z?E;z:i:ésﬂ;: ‘:I‘I)édicine D rive M O re )
Change '

JOHN P
KOTTER

Generate
short-term [CommunicateJ CHANGE

wins WE CAN BELIEVE IN
Remove
Obstacles

Create a
vision

@]‘ Institute for Healthcare Qualty, Safety & Efficiency

UNIVERSITY OF COLORADO ANSCHUTZ MEDICAL CAMPUS
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When you are struggling...

Ensure you have an urgency (Step 1)
Return to the 8 steps of change to see where you are failing

Consult your Change Management Playbook to make a plan
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NChange I s not mandatory

- . p,
-
L}
_-14__.:’_“
] .
-
-~
e

W. Edwards Deming
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Managing Resistance
SCARF Model of Social Behavior

% Institute for Healthcare Quality,
Safety and Efficiency

SCHOOL OF MEDICINE
UNIVERSITY OF COLORADO ANSCHUTZ MEDICAL CAMPUS







Resistance Reflection

Recall a time when you asked people to make a change and
encountered resistance OR, when you you feel yourself resisting.

How did this manifest?
How did it feel?
What drove that resistance?
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Embrace Resistance

If | viewed resistance as feedback,
what could | learn about how to refine
the change effort?

What may be driving the resistance?

@]‘ University of Colorado Anschutz Medical Campus | IHQSE



=~EWARD THEEAT
Auh::rmn'red Automated
ENGAGE DISENGAGE
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SCARF Model: Reaction
to rewards and threats

Status
Certainty
Autonomy
Relatedness
Fairness

@T University of Colorado Anschutz Medical Campus | IHQSE




- Early stakeholder engagement
Status - Celebrate aspects of past
- Overinvest ircompetency building

By Frits Ahlefeldt
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Certainty

- Smaller chunks: Steps, timetables
- Consistent communication
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Autonomy

- Provide choices or options

-
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Relatedness

- Shared goal creation
- A}] JvP Zhe[ A Eeop-
ZdZ u[ u vs o]sC
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