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Annual NPSF Patient Safety
 Congress
 May 14 - 16, 2008Gaylord Opryland
 Nashville, TN
 Building Resilience:
 Cultural Issues that Drive Reliability
 HRO Patient Safety Implementation Pathway
 Ralitsa Akins, MD, PhD
 Texas Tech University Health Sciences Center – El Paso
 Department of Pediatrics
 Session 401Session 401
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Objectives
 • Understand the use of high reliability principles as applied to the micro and macro organizational levels
 • Understand how a tool could be used and adapted to individual service lines
 • Demonstrate using the HRO tool for system evaluation in patient safety
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Setting• El Paso Campus of Texas Tech University Health
 Sciences Center• Affiliation with local county hospital: Thomason
 General Hospital- Top 100 Hospital in the Nation- Ranks above 90th percentile in
 patient outcomespatient safetyfinancial stabilityoperational efficiency
 - NAPH Award for Community Engagement- Agency Rating AA-
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Setting• Hospital characteristics:
 327 beds 346 MD’s 183 Resident Physicians annually up to 30% Medicaid/Medicare patients (for 2007 – 33.5%)annually up to 30% charity patients
 (for 2007 – 18.7%)located on the U.S. – Mexico border

Page 6
						
						

2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Setting
 • Pediatric Service LineUnits: Well Baby (Nursery Level I)
 IMCN (Nursery Level IIA)ICN (Nursery Level IIIB)Pediatric WardPICU section
 • Hospital Patient Safety Council – leaders in patient safety across all hospital service lines
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Desire
 • Introduce patient safety systems across service lines and the institution as a whole
 • Demonstrate improvement at systems level and unit level
 • Demonstrate that a small county hospital in far West Texas can move towards the cutting edge in patient safety implementation
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Assumptions
 • Healthcare organizations are familiar with the Baldrige framework for quality
 • The Baldrige framework has been translated for application in patient safety
 • Currently “high reliability” is not a framework utilized in healthcare
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Assumptions
 • Different parts of the organization (different service lines) may use different venues in implementing patient safety measures
 • Patient safety initiatives may originate at different levels of the same system
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Patient Safety Implementation
 • Individual patient safety techniques have been studied
 • Patient safety systems implementation pathways are not yet developed
 • Leaders know what to implement but struggle how to make the implementation successful

Page 11
						
						

2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 High Reliability
 • It is easier to describe what an HRO should look like than to describe how to become an HRO
 • Even leading organizations in the area of patient safety and high reliability have programs that are in their infancy of implementation
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Our Approach: Step by Step
 1. Systematic approach based on literature review
 2. Used beginner checklist for implementation of patient safety systems in healthcare based on the Baldrigeframework to assess hospital’s readinessreadiness for implementation of patient safety systems
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Our Approach: Step by Step
 3. Adapted the HRO tool to Pediatric Service Line
 4. Adapted the HRO tool to Hospital Patient Safety Council
 5. Used multiple rounds with the tool for system evaluation at service line level and at hospital level (Patient Safety Council)
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Timeline
 • Summer 2006 - literature review- organization assessment with beginner checklist, based on the Baldrige framework
 • Fall 2006- join the national HRO taskforce
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Timeline• Winter 2006 – Spring 2007
 - adapt the HRO tool to pediatric service line• Spring 2007 – Spring 2008
 - quarterly use of pediatric service line tool - plans for improvements based on findings- participants: department chair
 director of clinical servicesnurse managersinterested faculty, nurses, staffchief resident
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Timeline
 • Summer 2007- start patient safety goals project in pediatric service line including resident participation
 • Fall 2007- create Patient Safety Council- start patient safety scorecard reports- coordinate and lead patient safety systems implementation
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Timeline
 • Winter 2007- adapt the HRO tool to Patient Safety Council
 • January – April 2008- use the HRO tool for assessment of patient safety systems implementation at hospital level
 - identify areas to implement PDSA cycles for improvement
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Adaptation of the HRO Tool
 • To Pediatric Service Line:- initially, 3 individuals reviewed the complete HRO tool as developed for bariatric surgery
 - adapted the wording to pediatric service line- identified processes of high priority- 55% of the original questions were preserved - a focus group of 11 individuals completed the tool for approximately 1 hour
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Adaptation of the HRO Tool
 • To Hospital Patient Safety Council:- the tool was adapted by 2 individuals who reviewed the wording and prioritized the questions
 - only questions relevant to the organization as a whole were preserved
 - the tool was divided in 3 parts reviewed in 3 consecutive monthly meetings (approximately 15 minutes at each meeting)
 - new scoring system was used
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 HRO Tool Scoring System
 • Original0 – not applicable1 – strongly disagree2 – disagree3 – agree4 – strongly agree
 • Revised1 = At level of Approach2 = At level of Deployment3 = At level of Learning4 = At level of Integration5 = Above and Beyond
 Reasoning to revise:
 A. All questions invoked an answer “agree” or “strongly agree” due to the focus on patient safety
 B. A scoring relevant to the systems implementation of patient safety was more meaningful
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Findings
 • Patient Safety Baldrige Checklist: the hospital had the basic processes implemented across all 7 Baldrige categories
 • Repeated HRO tool use in Pediatric Service Line - identified areas with high patient safety reliability and areas needing improvement
 - guided planning for improvements- morale boost when better outcomes identified with repeated use of the tool
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Findings
 • Use of the HRO tool at hospital level -Patient Safety Council:
 - the HRO tool could be used for institution’s evaluation of patient safety systems implementation
 - the HRO tool could guide meaningful patient safety change through designing and implementing PDSA rapid change cycles
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Findings
 • We “decentralized” part of the patient safety implementation, allowing the pediatric service line to take initiative in creating a high reliabilityhigh reliability environment, while maintaining a degree of centralization by having the Hospital’s Patient Safety Council explore the possibility of shifting the organization’s orientation towards high reliability
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Lessons Learned
 • A multi-layered approach, with change originating both in the micromicro--systemsystem of a service line (inspired by physician and nurse leaders), and the macromacro--systemsystem of the organization (lead by the Hospital’s Patient Safety Council), might provide a better momentum for culture change
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Lessons Learned
 • Implementation of patient safety systems takes time: One year into the process, we are still taking baby steps in patient safety high reliability system implementation
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Lessons Learned
 • The ultimate outcome of the implementation process itself is broad involvement of healthcare teams, high patient safety agility and inspiration when at the next go-around with the HRO tool the results are better
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Lessons Learned
 • The notion that a learning organization should select only one or two clinical processes, such as antibiotic implementation in community acquired pneumonia, and strive to improve only these few key processes may be faulty
 • Isolated process improvements are not the answer in achieving high reliability in patient safety
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Conclusion
 • Multiple simultaneous improvements started and executed at different locations and institutional levels are needed in implementing high reliability patient safety systems in healthcare institutions
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 References• Akins, R.B. (2005). A process-centered tool for evaluating patient safety performance and
 guiding strategic improvement. In: Advances in Patient Safety: From Research to Implementation, Rockville, MD: Agency for Healthcare Research and Quality, AHRQ.Publication Nos. 050021 (1-4). Volume 4, pp. 109-125.
 • Burke, C.S., Wilson, K.A., and Salas, E. (2005). The use of a team-based strategy for organizational transformation: guidance for moving toward a high reliability organization. Theoretical Issues in Ergonomics Science, 6(6): 509-530.
 • Dixon, N.M. and Shofer, M. (2006). Struggling to invent high-reliability organizations in health care settings: Insights from the field. Health Services Research, 41(4), Part II: 1618-1632.
 • Olden, P.C. and McCaughrin, W.C. (2007). Designing healthcare organizations to reduce medical safety errors and enhance patient safety. Hospital Topics, 85(4): 4-9.
 • Resar, R.K. (2006). Making noncatastrophic health care processes reliable: Learning to walk before running in creating high-reliability organizations. Health Services Research, 41(4) Part II: 1677-1689.
 • Rice, M. (2000). Precision practice: Lessons from other precision industries can help reduce medical errors. Hospitals and Health Networks, 74(8): 76.
 • Shapiro, M.J. and Jay, G.D. (2003). High reliability organizational change for hospitals: translating tenets for medical professionals. Quality and Safety in Health Care, 12: 238-239.
 • Smart, P.K., Tranfield, D., Deasley, P., Levene R., Rowe, A. and Corley, J. (2003). Integrating ‘lean’ and ‘high reliability’ thinking. Proceedings of the Institution of Mechanical Engineers Part B: Journal of Engineering Manufacture, 217 Part B: 733-739.
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2008 NPSF Patient Safety Congress Connect, Communicate, Commit
 Questions & AnswersQuestions & Answers
 You are welcome to call or email:
 Email: [email protected][email protected]
 Tel. (915) 545 7555 x 229(915) 892 1040
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