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Training Objectives

Introduce Quality Improvement tools
frequently used by FCHD

Discuss the use of tools for data
collection

Demonstrate the use of a Flowchart
and a Cause and Effect Diagram



What Are Quality Improvement
Tools?

“Quality tools are the diagrams, charts,
techniques and methods that, step by
step, accomplish the work of quality
improvement. They are the means to
accomplish change.”

=The Quality Toolbox, Second Edition by Nancy R. Tague
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Frequently Used Quality
Improvement Tools
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Flowcharting
Cause and Effect Diagram
Check Sheet
Pareto Chart
SUIVGY Act Plan
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Using Quality Tools in the PDSA cycle

Frederick County Health Department

Storyboard Work Guide
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“If you can't describe what you are
doing as a process, you don't know
what you're doing.”

W. Edwards Deming
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http://www.brainyquote.com/quotes/quotes/w/wedwardsd133510.html
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Flowcharting

Flowcharting is a picture of the separate
steps of a process in sequential order.

Flowcharting:

Reveals the real level of complexity of the
process

Identifies wasteful steps

Shows where improvements could be made and
potential impacts



Examples of When To Use
Flowcharting

To understand and communicate how
a process 1s done

To study a process for improvement

When better communication is
needed between people involved
with the same process
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Flowcharting Steps

Use the simplest symbols possible — Post-Its

Walk through the steps with the people
involved in the process to get their comments

Make changes if necessary

Identify time lags and non value-adding steps

lth Poundation 11



Identifying the details of a process is key

Hands Are Dirty @
< Start > Wash hands
< Start )

Turn on water

Wash hands I
Dispense soap
Turn on water
I
| Rub hands to- waﬁ:?”h;:gﬁ
Dispense soap I gether
I
Wash hand > Wash hands till —> No
ash hands clean
[
Rinse soap off I Yes
| Rinse soap off
Turn off water I
_I_I Turn off water
Dry hands I |
Dry hands
End End
End

Hands Are Clean




Basic Flowchart Symbols

\ 4

Start/End
Bookends

Activity:
Operation/Inspection

Decision

Flow Lines

i3



Flowcharting Exercise

Flowchart the way you would make a peanut butter
and jelly sandwich.
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Cause and Effect Diagrams
(also called “Fishbone” Diagrams)
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Root Causes of Low Rate of HIV Testing

Test Location

Inconvenient

Don't see benefit

¥

Don't want to test

il
-

Too public Fearful .
Low Rate of HIV
Testing
Not Client Centered Not Respectful -
Not Offered Inexperienced

4
v

Counseling




Problem Solving

When confronted with a problem most
people like to tackle the obvious cause
and fix it. This often results in more
problems.

Using a systematic approach to analyze
the problem and find the root cause is
more efficient and effective
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Cause and Effect Diagrams - Construction

Typical Major Cause Categories* for
Public Health are:

People (personnel, patients, partners or providers)
Methods/Procedures

Policies

Motivation/Incentives

Materials/Equipment

Resources/Technology

Environment

*There is no perfect set or number of categories. Make them fit the
problem.

18



Cause and Effect Diagram

© Generate
1deas as to
what are the
major cause
categories of
the effect

© Label these as
the main
branch
headers

s
K
4
e

i
-

19



Cause and Effect Diagrams - Construction

© For each main cause
category brainstorm ideas
as to what are the related

sub-causes that might

affect your issue Why why \
why,”
@ Use the 5 Why technique .

when a sub-cause is

identified -
why
© Keep repeating the
question until no other
causes can be identified
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Group Exercise

Problem(Effect): Frequent tardiness

Determine major cause categories

Ask 5 whys

21






Example of Check Sheet

The figure below is an example of a check sheet used to collect data
by the 211 Call Center during FCHD’s HIN1 Pandemic Influenza

Response
DAY
TYPEOF CALL
14-DEC 15-DEC 16-DEC 17-DEC 18-DEC 19-DEC
Infore: HIN1 W T T MY T T T JMT W 0
Vaccine il W | JITrT W |
Infore:SeasonalFlu | M | Il 0 Il 0 0
Vaccine
Referredto FCHD 0 I 1 I I 0
Call Center
Referredto HIN1 T T I U T 1] Wl W 0
Registration Line JHT
Referred to FCHD I 0 0 0 0 0
SeasonalVac Clinic
Symptomatic 0 0 0 I 0 0
TOTAL 41 28 37 40 15 0

23



Check Sheet

Check Sheet Description:

Structured, prepared form for collecting & analyzing
data

A Check Sheet:

Creates easy to understand data
Makes a pattern in the data obvious

Use a Check Sheet when:

Data can be observed & collected repeatedly
Collecting data on the frequency or patterns of
events, problems, or causes of problems

24



Check Sheet

Check Sheet Procedure:

Decide what event or problem will be observed.
Develop definitions that everyone will use.

Decide when data will be collected and for how long.
Design the form for the check sheet. Make it as simple
as possible.

Test the check sheet for a short trial period to be sure
it collects the appropriate data and is easy to use.
Record data on the check sheet each time the targeted
event or problem occurs.

25






Mortality Rate by 100,000
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Pareto Chart

Pareto Chart Definition

A bar graph arranged with the longest bars on the
left and the shortest to the right. In this way the chart

visually depicts which situations are more
significant.

Use a Pareto Chart When:

Analyzing data about the frequency of problems or
causes in a process.

There are many problems or causes and you want to
focus on the most significant.

28






Example of Survey

The figures below are examples of a survey used to help evaluate a
Public Health Preparedness Call Center Exercise

Questions Used in Survey Monkey

Thank you for helping as a caller inthe April 10, 2014 Call Center Exercise! We'd like to get vour
feedback on howyour experience asthe caller was so that we can improve our plans.

Rl o

b

Wasthe recorded message you heard easy to understand? ¥/N

Did you getto talk toa Call Taker right away or did you have to leave a message?
Ifyou left a messzage, did you receive a call back? Y/N

Ifyou received a call back, how long was it after you left your message? 5 min, 15 min,
30 min, 1hr

Was the Call Taker easy to understand?Y/N

Did you feel you were on the phone with the Call Taker for less time than expected, just
the right amount of time, or longer than expected?

Did the Call Taker answer your question? Yes/Mo/| asked for a nurse/the Call Taker
couldn'tanswer the question and said a nurse would call me back.

Did you talk to an interpreter? Y/N

Ifyouwere calling as a member of the public in an emergency, isthere anything you
think should be changed?

10. Additional comments?

Answer Choices

I spoke to & Call Taker fight away

I had to leave & mesage

Total

Survey Results

Call Center Exercise 4/10/2014 - Caller Feedback

Did you get to talk to a Call Taker right
away or did you have to leave a message?

I spoke o a
Call Taker...

| had to leave

amessage.

0% 10%  20%  30%  40%  S0%  B0%  T0%  80%  90%

Responses

65.79%

34.21%

100%
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Survey

Survey Definition:

Surveys collect data from a targeted group of people
about their opinions, behavior or knowledge.

Surveys can discover needs, assess satisfaction,
gather data about a process.

Use a Survey To:
Identify customer requirements or preferences
Assess customer or employee satisfaction
Establish baseline data and gather data about the

effectiveness of a change
31



Survey Chart

sSurvey Procedure:

Determine:
What question you are trying to answer
Who you want to survey
Survey method (paper form, web-based, Survey
Monkey, face to face)
Timing (when survey will administered)

Note: surveys given to clients require Internal Review Board
(IRB) approval from the State of Maryland. Your Division
Director can assist you with obtaining IRB approval.

32



A few things to keep in mind about
Quality Improvement Tools

Tools can be used in each phase of the
Plan-Do-Study-Act Cycle - see the
Storyboard Work Guide

Study Do

There are many other QI tools that you can
use. Your Division QI rep or Supervisor
can provide additional resources.
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