Major Barriers to the Spread of
Health Care Quality

* What is known about how improvements spread?

* Why does spread of improvement seem so problematic in
health care organizations compared to other industries?
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“You cannot solve
a problem using
= the thinking that
I 2%y ., gotyou there”




Some things that are likely to be true...

e The presence of persistent problems indicates
the need for new thinking.

e Every system is perfectly designed to get the
results it gets. If we want different results, we
must change the system.




The Road to the Future?
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Three Kinds of Systems

o Simple
— Metaphor: Baking a cake

— Follow the simple recipe and get the results.

o Complicated (machine-like)

i — Metaphor: Send a rocket to the moon

Source: Brenda Zimmerman, PhD




Model resulting from systematic review of literature on
diffusion of innovation by Greenhalgh et. al.
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Selected Characteristics of
Complex Adaptive Systems

e Relationships and coordination among
parts can be more important than the
parts themselves.




Mintzberg’s Six Basic Mechanisms of
Coordination in Organizations

e Mutual adjustment
* Direct supervision
o Standardization of work processes




Natural Coordination in Mintzberg’s
Various Organizational Types

e Direct supervision
o Standardization of work processes
o Standardization of outputs




Natural Coordination in Mintzberg’s
Various Organizational Types

simple- [ ¢ Direct supervision

Machine-like,

2 Diversified | ¢ Standardization of work processes
o Standardization of outputs

Organizations
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“Attractors” in Complex Systems

» In chaos mathematics, the often g
surprisingly simple description a2
that lies behind a complex or
chaotic phenomenon

» Psychologists tell us that often simple-to-state




Selected Characteristics of
Complex Adaptive Systems

Relationships and coordination among
parts can be more important than the
parts themselves.




Examples of SPP

> Siructures include: policies, regulations,
guidelines, roles, committees, physical
space, equipment resources, etc.

e Patterns




Medication Administration System

Structure Process Pattern
Pharmacy Ordering Prescribing practices
Nursing units Transcribing # & types of errors
Elevators Entering Feelings & values
Committees Dispensing Supportive behavior




PIOCEsses

Structure, Process, Pattern In
~— QOrganizational Change Efforts

o Key Point: Successful large-scale transformation
requires integration and change in structures,
processes, and patterns

« We often make structural changes without
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Major Barriers to the Spread of
Health Care Quality

e What is known about how improvements spread?

 Why does spread of improvement seem so
problematic in health care organizations
compared to other industries?




Allegheny General Hospital: Through the
Looking Glass (...of a complexity lens)

 Review of Shannon RP et.al. Using real-time
problem solving to eliminate central line
iInfections. Jt Comm J Qual Pt Safety 2006;
32(9):479-487.

e Key actions and observations about success




Allegheny General Hospital: Through the
Looking Glass (...of a complexity lens)

 AGH actions: Real-time analysis of issues as
they arise and reporting of infections in clinical
terms “replete with dire consequences”

o Complexity lens:
— Attractors: self-worth based on view of professional

— Coofelipziion:

— Patterns:




Allegheny General Hospital: Through the
Looking Glass (...of a complexity lens)

 AGH actions: Standardized protocols, Kits, etc.
as a result of analysis and actions by teams

 Complexity lens:

— Coordinatior): seems to be coordination of
processes, but note that this was achieved

— Patterns:




Allegheny General Hospital: Through the
Looking Glass (...of a complexity lens)

e Commentary: “AGH had to contend with issues of status
and hierarchy...” (p485)

o Complexity lens:

— Patterns of power can get in the way; especially when
supported by patterns of conflict avoidance and strong
attractors around professional identity




Allegheny General Hospital: Through the
Looking Glass (...of a complexity lens)

« Commentary: “...the continuous struggle between
standardizing practice and the fierce adherence to
physician autonomy that constitutes a significant barrier
to patient safety efforts in organized medicine...” (p485)

o Complexity lens:
— Allow standardization to emerge from natural




Implications for Spreading Improvement

C

Ternptation: We developed transformation via attention
(albeit, intuitive) t0 coordination by professionalism, patterns,
attractors, etc.; now let’'s seek to spread them by direct
supervision, coordination of processes, imposed patterns,
and me telling you why you should do this

- Moral of the story: No short-cut, complex systems have to

PrediClion:




Complexity-Informed Spread: Considerations

o Attend to evidence on spread (see Greenhalgh et. al.)

» Identify involved stakeholders (those who must make it happen,
actively support it happening, or let it happen)

 What are their natural attractor patterns? How can we either
appeal to, create dissonance around, or challenge these?

 How can we work with coordination by professionalism,




The Road to the Future?

=
(0]
(@)
o
o
=
=
o
(0]
o
(v
(@)
@
(@]
s
>
(@)
(0))




Selected Characteristics of
Complex Adaptive Systems

e Relationships and coordination among
parts can be more important than the
parts themselves.
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SPP Compared to Donabedian

 The two approaches are highly complementary

e Both highlight structures and processes

— Classic Donabedian QA focuses mainly on clinical structures
and processes

— Our approach considers structures and processes more generally




