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Background 

The science of quality 
improvement began in 
manufacturing 
industries decades ago. 
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Background (Continued) 

W. Edwards Deming brought the science from the automotive 
industry to health care with 5 principles: 
 

1. Quality improvement is the science of  
process management. 

2. If you cannot measure it, you cannot improve it. 

3. Managed care means managing the processes of care, not 
managing physicians and nurses. 

4. The right data in the right format at the right time  
in the right hands. 

5. Engaging the “smart cogs” of healthcare. 
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Background (Continued) 

• Science is now formally managed 
by associates in process 
improvement: www.Apiweb.Org 
 

• The API model has been adopted 
by the institute for healthcare 
improvement and widely used in 
the health system. 

http://www.apiweb.org/
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Background (Continued) 

• Similar features found in LEAN and Six Sigma, rooted in the 
manufacturing sector, have innovated and made their way into 
health care and government. 
 

• The model is not meant to replace change models that 
organizations may already be using, but rather to accelerate 
improvement. 
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Model For Improvement 
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Model for Improvement 

What are we trying to 
accomplish? 

How will we know that a change 
is an improvement? 

What change can we make that 
will result in improvement? 

Act   Plan 

Study   Do  

The Model For Improvement 

From The Improvement Guide.  Langley & Nolan 



Steps 

• Form the right team to study the problem 
 

• Set aims 
 

• Plan 
– Evaluate processes and inputs 

– Establish measures 

– Select and design change 
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Steps (Continued) 

• Do 
– Test change on small scale 

 

• Study 
– Evaluate impact of small scale change for desired effect 

 

• Act 
– Implement desired change and 

– Spread desired change 

OR 

– Try something else 
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AIM Statement Answers: What Are We  
Trying to Accomplish? 

An AIM statement is a concise, specific, written 
statement that defines what the team hopes to 
accomplish with its QI efforts.  
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AIM Statement Answers: What Are We  
Trying to Accomplish? (Continued) 

Elements of an AIM statement 
 

– What?  
 

– When?  
 

– How much?  

 

– For whom?  



12 

Aim Statements: S-M-A-R-T 

Specific 

Measureable 

Achievable 

Realistic Time 
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Sample AIM Statements 

Statement #1: We will track the children in our practice 
who are overweight. 

 

This is not a SMART AIM statement 

 

Statement #2: by June 1, 90% of the children seen in 
the past 30 days will have a BMI entered into their chart 
in the field on the chart face sheet. 

 

This is a SMART AIM statement 
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“Simple” PDSA Example 

• Not many detailed inputs or processes to analyze 
 

• Not sure what will work or why because practice can only 
control its own behavior, not the patient’s 
 

• Tested small changes for short time period 
 

• When the test didn’t produce desired results, tested 
another option 

 

• Used the PDSA documentation form to track actions 



More Complex Issues Need More Complex 
Planning Steps 

Examine the Current Approach 

– What are we doing now?

– How do we do it? What are the major steps in the process?

– Who is involved? What do they do?

– What is being done well? What could be done better?

– Creating a process map or flow chart that describes the
current approach can be helpful

– Collect data on the process

– Examine your current approach to determine all possible
causes with the goal of identifying ALL the root causes of
the problem.

– Consider using the Five Whys 15 
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Tools For Analyzing Problems 

Work Flow Process Mapping 
 

• Visual representation of a 
process that considers a 
sequence of operations with 
a start and end point 
 

• Flowchart, flow map, flow 
diagram, flow sheet, and 
process map 
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Tools For Analyzing Problems (Continued) 

Fishbone Diagram  
(a.k.a. Ishikawa diagram) 
 
• Used to identify all of the 

contributing root causes likely to 
be causing a problem 
 

• Promotes “system thinking" 
through visual linkages 
 

• Prioritizes further analysis and 
corrective actions 

 



Work Flow Process Mapping 

• Map of current practice flow can answer: are we really doing what 
we say/think we do? 
 

• Yes/No bifurcations in process useful in identifying problems and 
barriers 
 

• Begin to identify areas for process improvement 
 

• Visual aid and representation of roles and responsibilities 

 

• Add-on to an organization’s policies and procedures 
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Common Symbols 
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Start/End  

Operation  

Decision  

Delay  

Direction  

Connection  
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Types of Flowcharts 

1. High-level Flowchart: a diagram that provides a brief overview 
of a process only highlighting major events in the process 
 

2. Detailed Flowchart: a map that marks every step in a process, 
which includes decision points, waiting periods, and feedback 
loops 
 

3. Swimlane Flowchart: a map that displays processes carried 
out for multiple roles across multiple stages 
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EXAMPLE:  BASIC FLOW CHART 
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Analyzing The Process Map 

 Assess problem areas or potential areas of 
improvement by examining: 

– Bottlenecks and other sources of delay 

– Rework due to errors 

– Role ambiguity 

– Duplicated efforts 

– Unnecessary steps 

– Sources of waste 

– Variation 

– Hand-offs 

 

 



Fishbone Diagrams 

• Straightforward and easy to learn visual tool 

• Most effective when used in a team or group setting 

• Involves and educates the whole team 

• Organizes discussion to stay focused on the current issues 

• Promotes “system thinking" through visual linkages; good for 
problems involving multiple inputs/places/processes 

• Prioritizes further analysis and corrective actions 

 
 
 
 
Content adapted from morestream.com, a LEAN/Six Sigma resource  
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EXAMPLE: BASIC FISHBONE 
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EXAMPLE:  SUBCATEGORY OF CAUSES 
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EXAMPLE:  VIEW CAUSAL RELATIONSHIPS 
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Exercise: Choose One 

OPTION 1:  52% of adults in our practice use tobacco. 

 
1. What primary care interventions for smoking cessation does 

your practice use?   
 

2. Develop an aim statement for improving smoking cessation in 
your patient population. 
 

3. What processes are involved in achieving this aim? 
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Exercise: Choose One (Continued) 

OPTION 2:  We want to initiate a 5-8 minute daily huddle with all 
key parties in our office. 
 

1. What processes do we need to map that will be influenced by 
a daily huddle? 
 

2. Use the 5 Whys on one of the processes to dig deeper into it. 
 

3. What issues came up in identifying the pertinent processes 
and the 5 Whys? 
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? 

Questions? 
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