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Does Quality
Improvement
differ from
the concept
of change?
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What does Quality Improvement Mean?
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Quality Improvement
+ You =

SaFe, Effective, Person-
Centred Care

Why there is a Need
for
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Are you too busy to improve?

We are
too busy




How to Start a Quality
Improvement Initiative
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How will the effectiveness be measured for &
the improvements done?

4 N

Purpose - aim and mission.

- J
4 N

Patients - reason for doing our work.

-
-

AN

People - staff who take care of patients.

AN

o
>
Processes - interrelated process that make up the micro

system.
\ J




What Skills Are
Essential For
Effectively
Contributing To

a Successful
Quality Initiative?
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[ Communication Trust Building D=
:J i 1 Ardiculale and communicale

Clearly arficulating concepis is the #1
skill for anyone who works in process the vision fo that the
culcome will be betler than before.

improvemani.
_/Enac hing I

B ™
Seeing the 8 —==
Big Picture Be a good coach: be supportive -"' -
and know when o criiges someathing
I'ntanarglng tha step-by-stap details while keegping that needs fo be improved.
in mind. -
4 Understand Process

Resilience and - "'"( L 7 Management (‘I.n.)
Persistence "';E : the current
Tirelessly addressing resistance is the 6 5 ﬂfﬂ%ﬂm and design & mplerment
hallmark of a successful process mprovemeant r" \

. (-J Understand Care
Constructive Accountability - Management Personnel
and Confisct Understand how th relates to th |

. e g nea
Creat= an amyironment of constructive environment, including frontline workers.

io shattar the mold of
“that's the way we've always done it.”
4§y HealthCatalyst



| What are the barriers
to implementing

quality improvement
initiatives ?




How can organizations
ensure that their
strategies for quality
Improvement are
effectively integrated
and sustained within
their operations?
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What networks can you
engage with to help
spread your
improvements?




Are You Prepared
to Start the
Quality
Improvement
Journey?
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Outline

This workshop covers the following topics on the POCQl model

in healthcare:

POCQI model and its relevance in healthcare.
= Benefits of POCQl Model implementation in healthcare.

= Challenges in implementing the POCQl model in

healthcare, along with their solutions.
= A case study on the POCQI Model in Healthcare in Jordan.

= |mpact of POCQI model on healthcare in Jordan- Success

stories and challenges.

= Future directions for development in POCQl model

implementation in healthcare.




Strategic Framework to Accelerate Quality of RMNCH Services in Jordan
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Goal: Sustainably improve equitable RMNCH outcomes

Result |: Improved quality of RMNCH services

Competent providers/managers

Respect and dignity for all clients

Integrated evidence-based services Effective communication

Actionable information systems Client engagement

Functional referral systems Timeliness of care

POCQ\ & Quality Governance
Accountability

Private sector engagement (PSE)

Gender equality and social inclusion / Mental health / Anti-smoking



*
HCAC2022)

7™M QUALITY HEALTH CARE
CONFERENCE AND EXHIBITION
Nov 137-15" 2023

At What Point are we in our Journey?

150 1a4 99 303 20
POCQ ~ PHC
QAPS teams workshops Ql coaches Ql initiatives Patient Experience

&

& WF program

% ©
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Improving Quality of Care for Maternal, Newborn, and Child Health
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From theory to reality - let's make it
happen!
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Subject Matter Knowledge: Knowledge basic to the things we do in oo
life. Professional knowledge.

Improvement: Learn to creatively combine
subject matter expertise and improvement
science knowledge for effective changes.

Subject Matter
Knowledge

Profound Knowledge

Profound Knowledge: The interaction of the theories of systems, variation,
knowledge, and psychology.
(W Edwards Deming)



Knowledge
about
Variation

Appreciation
for a System

System of
Profound
Knowledge

Psychology
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Dr. Edwards Deming
1900-1993
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The application of knowledge leads
to improvement.
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Model for Improvement

Aim )
What are we trying
to accomplish?
Measure How will we know that a

change is an improvement?

What change can we make that
will result in improvement?

Change

Association for Process Improvement (API),1996
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Point of Care Quality Improvement Model (POCQI)

- Identifying a problem based on available
data

- Developing an SMART aim statement

Analyzing the problem, planning for change

Testing changes (PDSA)

Sustaining improvement
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Experience implementing the POCQI model
for RMNCH quality improvement
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POCQI Model

1 Identify a problem, Developing
:m a SMART Aim statement




Why spend
time on an aim
statement? /

To answer and
clarify “What To develop

are we trying / | accountability

The Power Of Aim

to
accomplish?”

( To develop To know

| ashared | what to
| language Jj measure




%
HCAC202D

7™MQUALITY HEALTH CARE
CONFERENCE AND EXHIBITION
Nov 13™-15% 2023

Aims Create Systems, Systems Create Results

Dennis Wagner,2016
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POCQI Model

|dentify a problem, Developing a
&) SMART Aim statement
Analyzing the problem, planning for
change

Step 1

- I

EV Testing changes (PDSA)

(@) e .
f@, Sustaining improvement

Step 3
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lity Tool
Quality Tools
SR
Idea creation tools: .
O a Process analysis tools:
p— When you want to come up with new
<~ O When you want to understand a work

ideas or organize many ideas.
process or some part of a process.

‘ ﬂ Data collection and analysis IEE Cause analysis tools:

tools: When you want to discover the cause
of a problem or situation.

When you want to collect data or analyze data
ER)

At

o-¢ Evaluation and decision-making tools:

When you want to narrow a group of choices to the best one or
evaluate how well you have done something.

|
H<©®



Combining Tools

HcacZO22
CONFEREMCE AND EXHIBITION

g

Fishbone and 5 Why Fishbone and Flow chart Flow chart and Pareto
Analysis Chart
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POCQIl Model

Testing changes (PDSA)



All improvement
requires making
changes

Not all changes result
in improvements
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HcaAcZ2O2
7™ QUALITY HEALTH CARE
CONFERENCE AND EXHIBITION
Nov 13*-15* 2023

Identify changes most

likely to result in
improvement
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Where do we get ideas to test?

people / learning
touching the during literature

Selecting

Changes

QOCESSES \Q/ious tests




Reasons to Test Changes

@

Decide which change
leads to
improvement

v/

Determine if
changes works in
actual environment

& A

Evaluate costs and
side-effects

[

Predict how much
improvement can be
expected

Learn from “failures”
with minimal impact

Minimize resistance,
trauma, and waste
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Adapt a change to
local environment



Principles of
Testing a Change

>

R

it
#1 : ’
Complexity
N

Time
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Test on a small Scale and Build
Knowledge Sequentially

Collect Data of Time

Include a Wide Range of Conditions
in the Sequence of Tests



*

HCAC2022

7™ QUALITY HEALTH CARE
CONFERENCE AND EXHIBITION

Now 13157 2023

ACT f Il;e?ntl the change.
M Od e I fo r m Decide what to do m Make predictions

next based on what about what will happen
I you learned: as a result.
m p rove m e nt - Abandon the idea? m Design a way to test
- Make adjustments? the change on an

- Expand the scale? appropriate scale.

STUDY DO
=

Analyze the data. m Carry out the change.

m Compare what m Collect data and
happened to document how change
predictions. was implemented.

Learning Model

Glean insights
far next cycle.



Is it a PDSA cycle

The plan for the test or observation
included a data collection plan and a
prediction of results.

Time was allocated to analyze the
data and review the results.
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The plan was executed

(do the plan)

The action taken was rational,
based on acquired knowledge,
and resulted in significant change.



PDSA Tips

Don’t get Collect any Test over a wide
paralyzed useful data range of
waiting for ideal during each test conditions
or technical (just enough) 15355525
solutions

Reflect & think
about the result
of every change

Try a test
quickly; ask,
“What change
can we test by
next Tuesday?”

Be prepared to
end the test of
a change
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Adopt, adapt

or discard



Real World PDSAs

Complexity

Challenges

-
- - - - -
- -

-

-~

Opportunities

Time
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POCQI Model

|dentify a problem, Developing a
SMART Aim statement
Analyzing the problem, planning for
change

Step 1

KN s

EV Testing changes (PDSA)

@ o
Q[VJ Sustaining improvement
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Suggestions for advancing POCQ/
model implementation in healthcare.




HSQA Quality Governance Framework

. Quality Councils &
QAPS teams QI caching Hospitals QI & Patient

Central Quality

System safety committees Councils

,
Measurement Strategy
Patients’ safety |l National Ql &
L outcome & patient Safety
and process Strategy
indicators Ql priorities
y B3
Org. Structure Dashboards
Responsibilities PEX
Accreditation . . X
Clinical Audits SR
Surveys
POCAQl initiatives e
Process & Capabilities &
structure culture
y

. Quality Councils &
System safety committees

Central Quality

Councils




attraction from
e the
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POCQI Model: Case Scenario

Rosaline Ayed
USAID Health Services Quality Accelerator Activity
Senior Technical Quality Officer




Case Scenario Objectives

Describe

How the of point
of care quality
improvement

model

Implemented in

the RMNCH
Services

Review

How the Quality
Improvement
Tools Utilized in
POCQIl model

NCAE2022

7™MQUALITY HEALTH CARE
CONFERENCE AND EXHIBITION

Nov 13t-15t" 2023

Apply

Point of Care Quality
Improvement
(POCAQI) Approach
process when
preparing the Quality
Improvement steps.

46



Case Scenario overview %J
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* Two real case scenarios one from hospital and the another from Primary Health Center (PHC) distributed to

each table
* Each of you will consider his\her self a QAPS team member

* The problem analysis results will be provided for your team based on the problem the team decide
 Nominate a presenter for each step

 Use the flipchart to write down your comments and answers

47
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Case Scenario (Hospital)

* General government hospital, with 151 bed Hospital, serves 150000 population, the
hospital receive referrals from 69 primary health centers and 18 health centers.
Provide all



HCAC

Case Scenario (PHC)

Comprehensive health center, receives 10,000 - 13,000 visits annually (833 — 1000)
monthly, provides maternal and child services. The services provided in the center:

vaccination services within the national vaccination schedule

Providing growth and development services for children from 0-5 years old

Antenatal care.

Family planning.
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- Forming a QAPS team,
- Identifying a problem, based on available data

- Developing an aim statement

02

03

04




Review Data

* Review the RMINCH data cards to decide
what the problems that could identify in
both the hospital and the health center.




|dentify the problem , formulate aim statement
(15 minutes)

1. Through brainstorming technique and Utilizing
the prioritization matrix ,decide what the
problem the QAPS team in both hospital and
health center could start on.

2. Formulate SMART aim statement based on the
outcome of prioritization matrix Knowing that
the team start their initiative from the 15t of
June 2023 for six weeks.

3. Use flip chart
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Possible problem Important to patient Affordable in Easy to measure | Under control of team Total score

outcomes terms of time and members
(1-5) e (4-20)

(1-5) resources
(1-5)
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Case Scenario (PHC) i&‘"‘d
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Possible problem Important to patient Affordable in Easy to measure | Under control of team Total score

outcomes terms of time and members
(1-5) e (4-20)

(1-5) resources
(1-5)
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01
I Analyzing the problem, planning for change
03

04




Analyzing the problem (10 minutes)

1. You will receive the problem

2.

analysis findings (flow chart and
fish bone) for the problem you
choose

Study the problem analysis

Problem

by

CHECKSHEETS

LS

2D

BRAINSTORMING

é S—

PROCESS MAPPING

53

CAUSE & EFFECT
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HISTOGRAM

CONTROL CHARTS

Solution



Planning for change WCAE2023
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1. Through brainstorming and based on \\
the problem analysis findings, please =
write 3 innovative & creative ideas to

be tested |
2. Use Stick note and flip charts ///

3. The change ideas will be discussed by
all of you

00< 0
'0
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Testing changes (PDSA)




Testing changes (PDSA) T-MGQ@
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1. Utilize the PDSA cycle to test the
ideas you choose.
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ABANDON

N CAE202
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01

02

03




Sustal.nmg Improvement *mggg
(10 Minutes) T e

1. mention four sustaining
measures to ensure the
Improvement will be
sustained

2. Use flip chart
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Considered as daily activities to
ensure the sustaining of Ql.
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Ensure that the staff on board
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POCQI: Success Stories

Heba Mezeyd
USAID Health Services Quality Accelerator Activity

Senior Technical Quality Officer
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Working together is

3“6086‘6‘

ro JT&J&'

X
3
Keeping together is
: |~
5

Coming together is
ogeyinm'nj
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An innovative quality project that initiated by
QAPS team to improve specific provided services
by using POCQI model
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Categories of Ql Initiatives using POCQl Model 1—&:2923}
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Ql Initiatives

é Neonatal care

Child health care

Include all child

services provided: ) Include all
-Growth and Reproductlvle & services provided
development materna to neoborns in
compliance Include all maternal NICU
-Vaccination services:

compliance -Antenatal care

-Anemia screening -Postnatal care

compliance -Implementation

Golden hour activities



RMNCH Q! Initiative Distribution by Region X 290202
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Center South
71Ql
106 QI 126 Ql Initiatives

Initiatives Initiatives
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Success Stories in Jordan




Prevention of CPAP related Nasal Pressure Ulcers among newborns in NICU m
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3. Result

[ N\
Percentage of Nasal Pressure Ulcers in Septal Area among Infantin NICU

40%
2. Change Ideas

Supply the NICU with the necessary equipment,
such as a CPAP prongs(different sizes ),

and CPAP ruler and provide in job training on
CPAP management followed with creating a
CPAP staff competency sheet

35%
30%
15%

20% ,15%
Order different sizes of
2,11% CPAP prongsand CPAP
Tuler

15%

3,9%
In jobtrainingonCPAP

management 1,3%

0,0%

Cause & Effect Analysis

0,0%

Percentage of nCPAP related pressure ulcer

Mar.23 April.23 May.23 June.3 July.23 Aug3 Sep.23
Month

4. Sustainability Measures

Availability of all sizes of nasal prongs in
Reduce the nasal septal pressure ulcers NICU

incident among NICU newborns on
nCPAP devices from 5% to 6%, from
May 21, to July 16,2023




Reducing waiting times for pediatric patients in the emergency department HCAC2022
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Sustainability
[ . . . . . . \
Decline in the average waiting time for patients under 14 years
of age in the emergency department Develop Pediatric procedure
100 . .
92 X training program
o 90 N
E Result N
£
c
70 68
£ Designate two 64 .
Eo o existing beds 60 58 56
% Idn ER Identify and assign nurses
= 50 fepartcr;.'\en.t with pediatric experience to
or pediatric the dedicated pediatric beds St
40 only
30 Step 1
Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 l
\_ Weeks )

—Mo—» Step 2

Yes

Change Ideas

Designate two existing beds in the emergency
department for pediatric use only and assign
nurses with pediatric experience to the dedicated
pediatric beds

Reduce the average wait time for
children in the emergency department 1
from the current 90 minutes to 60

minutes or less within six weeks from
August 30 to October 7,2022




Initiation of Breastfeeding for NICU Babies

Aim
Increase the percentage of
breast feeding process for

Cause & Effect Analysis

the newborns admitted in ;g

NICU department from 0% -

40 % during 8 weeks from j
3/16-29/7/2023 ‘

Change Ideas

Create a special room for
breastfeeding in the NICU
department, and updating the

breastfeeding policy ‘

=
=

Percentage

100%
90%
80%
70%
60%
50%
40%
30%
20%
10%

0%

4

HCACZO22

7™M QUALITY HEALTH CARE
CONFERENCE AND EXHIBITION

Nov 13t%-15" 2023

Support and continuous following
up with discharged mothers

Percentage the newborns who were breastfed from the total number of
newborns allowed to be breastfed in the NICU department

Create a special room
for breastfeedingin the
NICU department

}\/

Week 1

19% 16%

Week 2 Week 3

26%

Updating the breastfeeding

policy and circulating it to

the involved staff 51% 54%
44%
28

26% 24%

Week 4

Week 5 Week 6 Week 7 Week 8 Week 9 Week 10
Weeks



Improving Flow of Work for Pediatric Patients in Emergency Department

. Change Ideas

Creating pediatric and neonate room in E/R
department and training the staff to deal with
pediatric and neonate

R

) -

‘Sustainability Measures

Improve pediatric patients management in ER
department and provide all invasive procedure
in place from 0% to 100% during 8 weeks from
|.June to 1.Aug.23

2023

7™ QUALITY HEALTH CARE
CONFERENCE AND EXHIBITION

Nov 13t%-15" 2023

‘ Result

Number and Percentage of Children who Recieved the Needed
Procedure in ER Department

100%

90% 95% 96.70% 7% 97.40% 100%
80% - 89% 89%
o 0% — -
2 60% Creating pediatric and neonate Training the staff in E/R to deal
= . - A -
§ 50% room in E/R department with pediatric and neonate
5 40%
(=
30%
20%
10%
0% 0%
1st week 2nd week  3rd week 4ath week 5th week 6th week 7th week 8th week 9th week

Weeks

Continue monitoring the sta
commitment



Enhancing Use of Modern Family Planning Methods in Postnatal Period HCAc2Q22
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N
N

Percentage of Postpartum Women used Modern Family Planning Method
100%

90% | Trainand evaluate the competencies of MCH team
on PNC services, and assure to give FP counseling
80%
to every mom in postnatal peried.
70%

60%
50%
40%
30%
20%
10%

0%

80%

Sustainability measures

63%

Result N

\

Adapt activate attraction technique as routine
procedure

Percentage

Starting postnatal women attraction
from vaccination clinic during their
visit to give the baby BCG

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8 Week 9
Weeks

Change Ideas

Increase the postnatal women who
are using modern family planning
methods, increasing it from 1

55% to 70% over the period spanning
from June 3,2023, to July 18,2023

/ Train and evaluate the competencies of MCH
team on PNC services, and assure to give FP
counseling to every mom in postnatal period.
And starting postnatal women attraction from
vaccination clinic during their visit to give the

baby BCG




Improve Anemia Screening for Childrens m
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3.Result

2.Cha nge Ideas percentage of pediatric clients (36-59 months) who screed for anemia
Giving priority for child in the lab to  100%
do PCV test and communicating 90%

with the people by using phone 80%

70%

v o
2 60% Communicating with the
= eople by using phone
v 50% Giving priority for child peopie by g p 28% .
o 0% | in thelab to do PCV 30 26% 30% ° o
© 30% —_— -

20% 1%

10% Th

0%
Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7

Weeks

1

| o 4.Sustainability Measures
ncrease percentage of pediatric clients

(36-59 months) who Add projects as a part of general orientation
screened for anemia according to the to enhance process

MOH clinical pathways

from 7% to 10% within 6 weeks from 22.

May to 15. July. 23
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Expand—Focus Sequence M
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E-X2P A N-D

Focus
Your Thinking
. . . - A _—
L, The expanding period is P problems
'@: creative and can generate new
=i and innovative ideas. Problem
ERcHs well defined
e
The focus period is analytical
and action-oriented. o
Focus A identified
Expa i
Act, don't ponder. Action leads
to results. ,
Eocus Solution

chosen



QAPS Quotes

(

\

“Before attending this training
| thought that it will be a
quality training with solid and
hard terms and not applicable
easily by health care providers
except the quality specialists.

But after attending it | believe
that is necessary to include
most of health facilities in this
training because it will help the
health care providers to
improve their care quality and
also their facilities reputation
by using simple and clear
POCQI model

Major midwife: Lamaia Al Zubi
Al Hussain Hospital
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“The training workshop
achieved my training
expectations and more, |
learned new quality models
and refreshed what |
learned before. It was
amazing training and the
trainers very cooperative
and they have simple way

to present the material.

Ms. Manal Al-Sadi, Registered
Nurse, Swieleh CHC, joined
on Mar 2023
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“l would thank the trainers
and all staff who works on
this workshop, it was
excellent which give us
valued and important
information regarding
improving quality of care
provided to clients”

medicine specialist, Ain Al-
Bash CHC, joined on Feb
2023

.
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Dr. Nafera Sahawneh, Family

>

“It was amazing workshop,
which help us to think in
new ideas and in systematic
and simple way

Ms. Rash Ghanem, Registered
Nurse, Prince Hussein Bin

Abdullah Hospital, joined on
Mar 2023
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Nov 13t-15t 2023

“The training workshop
enhanced quality
knowledge and | learned
new quality tools. The
trainers have amazing
training and presenting
skills.

Ms. Mariam Abed, Head of
Nurses, Sahab CHC, joined
on Mar 2023
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