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Agenda 

1.  Session Overview- Hunter Gatewood 

2.  Innovation, Variation, and Change in Primary Care-  

Dr. Carolyn Shepherd 

3.  Request for Proposals- “Spreading Innovations 2015” 

Sarah Frankfurth, CCI 

4.  Action Steps & Reminders- Susannah Brouwer, CCI 



Program Goals 
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Expand access  
to primary care services 

 

 

Foster innovation  
in the safety net 

 

 

Improve the efficiency  
and effectiveness  

of team care models 

 

 



Dr. Carolyn Shepherd 

Innovation, Variation, and 
Change in Primary Care 



	  
Carolyn	  Shepherd	  

Innova0on,	  
Varia0on	  and	  
Change	  in	  

Primary	  Care	  



• Team	  structure	  

• Workflows	  

• Schedule	  templates	  

• Care	  algorithms	  

• Data	  use	  

	  

	  

Common	  Varia0on	  In	  EATC	  Sites	  



Barrier	  to	  	  
Sustained	  Change	  

External	  Changes	  Innova0ons	  

Varia0on	  

Varia0on	  in	  primary	  care	  organiza0ons	  	  



IHI	  Model	  for	  Improvement	  
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1.   Internal	  or	  external	  evidence	  to	  
improve	  process	  

2.   Op0mal	  innova0on	  for	  improvement	  

Innova0on	  in	  Primary	  Care	  

1.   Spreading	  change,	  taking	  it	  to	  scale	  
2.   Sustaining	  change	  

Change	  Management	  in	  Primary	  Care	  



Coordina0ng	  Team	  Learning	  	  



Simplify	  Documenta0on	  of	  PDSA	  



Op0mize	  PDSAs	  to	  Test	  Changes	  
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• Choose	  the	  right	  SMALL	  tests	  
•  Leadership	  
•  Involve	  staff	  who	  do	  the	  work	  and	  pa4ents	  

• Make	  your	  best	  predic0on	  

• Schedule	  0me	  to	  study	  

•  Learn	  and	  share	  learning	  from	  every	  PDSA	  
•  Failure	  is	  just	  succeeding	  at	  learning	  what	  doesn’t	  
work!	  

	  



“The	  secret	  of	  having	  good	  ideas	  is	  
to	  have	  a	  lot	  of	  ideas…”	  	  	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

	   	   	   	   	  Linus	  Pauling	  



“The	  secret	  of	  having	  good	  ideas	  is	  
to	  have	  a	  lot	  of	  ideas	  and	  throw	  all	  
the	  bad	  ones	  out!”	  	  	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

	   	   	   	   	  Linus	  Pauling	  



	  Common	  PDSA	  Errors	  

•  Too	  much	  in	  one	  PDSA	  
•  EHR	  upgrades,	  ICD10,	  repor4ng	  UDS	  

•  Using	  PDSAs	  for	  informa0on	  gathering	  
•  E.g.	  collect	  no-‐show	  data	  

•  Using	  PDSAs	  to	  complete	  tasks	  on	  the	  project	  
•  E.g.	  find	  a	  group	  visit	  curricula	  for	  diabetes	  groups	  

•  Using	  PDSAs	  for	  implementa0on	  	  
•  Staff	  confusion	  about	  what	  is	  a	  test/change	  

	  



	  Clinica	  PDSA	  Lessons	  Learned	  
1.   Formal	  process	  for	  oversight	  

	  Intradepartmental	  vs	  interdepartmental	  	  	  

2.   Review	  of	  prior	  PDSAs	  
	  Cri4cal	  for	  shared	  learning,	  must	  have	  central	  access	  

3.   Comple0on	  with	  summary	  of	  results	  
	  Required	  at	  the	  4me	  the	  PDSA	  is	  started	  

4.   Leadership	  decides	  which	  changes	  to	  spread	  
	  Requires	  authority	  to	  change	  course	  	  

5.   Have	  a	  change	  process	  for	  both	  spreading	  and	  
sustaining	  change	  



Standardiza0on	  is	  the	  “New”	  Innova0on	  

Bap0st	  Health	  System	  San	  Antonio	  
	  

• Get	  ar0cle	  from	  IHI	  



	  	  	  	  	  	  	  	  	  	  	  	  	  Challenge:	  Innova0on	  leads	  to	  varia0on	  

•  Leadership	  aligns	  tests	  of	  innova0on	  with	  mission	  

•  The	  best	  innova0ons	  comes	  from	  those	  doing	  the	  work	  

• Only	  leadership	  can	  prevent	  disrup0ve	  varia%on	  

•  Spread	  and	  sustain	  accountability	  belongs	  to	  leadership	  	  

Managing	  the	  Appe0te	  for	  Innova0on	  



Change	  Management	  
• Managing	  in	  the	  21st	  Century	  	  Drucker	  
•  Fi[h	  Discipline	  	  Senge	  
• HBR	  10	  Must	  Reads	  On	  Leadership	  
•  The	  Power	  of	  Habit	  	  Duhigg	  
•  Switch	  	  Heaths	  
• Drive	  	  Pink	  
•  Leading	  Change	  	  Ko^er	  

•  Changing	  behavior	  
• Managing	  Transi0ons	  	  Bridges	  

•  Systems	  change	  
•  People	  transi4on	  from	  what	  they	  know	  to	  what	  is	  new	  



Change	  Management:	  4	  P’s	  	  
	  • Agreement	  that	  there	  is	  a	  Problem	  

• Do	  the	  homework	  

• Paint	  a	  Picture	  (vision)	  of	  how	  it	  could	  be	  

• Have	  a	  well	  thought	  out	  Plan	  
• Build	  trust,	  construc4ve	  conflict,	  commitment	  

• Describe	  what	  Part	  each	  person	  plays	  
• Next	  Tuesday	  when	  you	  come	  to	  clinic…	  
•  Essen4al	  for	  both	  early	  and	  late	  adopters	  

Bridges	  



Phase	   Ac0on	   Responsible	  

1.	  	  Evidence	  
for	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

improvement	  

NP	  learns	  about	  ROR	  at	  conference,	  presents	  to	  leadership.	  	  
Leadership	  decides	  evidence	  supports	  improving	  literacy	  for	  
low	  income	  kids	  in	  primary	  care.	  	  

LEADERSHIP	  

2.	  	  Innova4on	   Leadership	  sanc4ons	  tes4ng	  workflows	  to	  get	  books	  in	  the	  
hands	  of	  kids.	  	  Benchmark	  processes	  with	  others	  doing	  ROR-‐
improvingprimarycare.org.	  	  Teams	  design	  PDSAs	  to	  op4mize	  
workflow,	  then	  complete	  PDSAs	  &	  summarize	  learning	  from	  
each	  test	  cycle.	  	  Leadership	  reviews	  test	  cycle	  results	  and	  
decides	  to	  spread	  process	  taking	  into	  account	  sites,	  teams	  …	  

TEAMS	  

3.	  	  Change	  
Management-‐

Spread	  	  	  

Communicate	  the	  PROBLEM	  of	  low	  literacy	  and	  the	  cycle	  of	  
poverty.	  	  Describe	  a	  PICTURE	  of	  the	  clinic’s	  role	  in	  breaking	  
the	  cycle	  of	  poverty	  for	  our	  families.	  	  Create	  and	  share	  a	  
detailed	  PLAN	  for	  ROR	  to	  be	  a	  standard	  workflow,	  with	  ini4al	  
training,	  follow	  up	  training.	  	  Share	  what	  PART	  each	  team	  
member	  will	  play	  with	  the	  implementa4on	  of	  workflow.	  

LEADERSHIP	  

4.	  	  Change	  
Management-‐	  

Sustain	  

Assure	  behavior	  change.	  	  Iden4fy	  and	  remove	  barriers.	  	  
What	  comes	  off	  the	  MAs	  plate.	  	  Measure	  book	  rates	  and	  
improve	  outcomes.	  	  Aaen4on	  is	  the	  currency	  of	  leadership.	  	  	  

LEADERSHIP	  

	  	  Example:	  Reach	  Out	  and	  Read	  	  



•  Apply	  Tools	  that	  drive	  improvement	  
•  Innova4on:	  PDSA	  Coleman’s	  access	  and	  MacColl’s	  Guide	  	  
•  Manage	  change:	  spread	  and	  sustain	  new	  workflows	  
•  Get	  good	  access	  baseline	  data	  (future	  capacity,	  demand...)	  

•  Empanelment	  
•  Complete	  panel	  assignment,	  manage	  regularly	  
•  Define	  and	  accept	  your	  capacity	  

•  Develop	  strategy	  for	  growth,	  what’s	  the	  end	  game,	  what’s	  the	  
transi4on	  model	  

•  Define	  and	  Op0mize	  the	  team	  and	  team	  roles	  
• Whose	  doing	  it	  now,	  who	  should	  do	  it?	  	  
•  Use	  other	  EATC	  teams,	  the	  Team	  Guide	  for	  ideas,	  tools	  and	  
resources	  

If	  I	  were	  queen	  of	  the	  land	  of	  EATC	  



•  Con0nuous	  improvement	  in	  Access	  
•  Leadership	  training/educa4on-‐plan	  development	  

• Will,	  ideas,	  and	  execu4on	  
•  Deal	  with	  the	  backlog-‐adding	  supply	  
•  Prepare	  providers	  for	  simplified	  schedule	  
•  Build	  trust	  in	  a	  tracking	  system	  other	  than	  the	  schedule	  
•  Test	  full	  access	  to	  PCP’s	  panel	  using	  the	  Team	  Guide	  
•  Stop	  pushing	  work	  into	  the	  future	  
•  Decrease	  demand-‐comb	  the	  schedules,	  plan	  vaca4ons,	  
intervals,	  seasonal	  varia4on	  

•  The	  gold	  standard:	  offer	  the	  pa0ent	  an	  appt.	  today	  

If	  I	  were	  queen	  of	  the	  land	  of	  EATC	  



Help	  is	  on	  the	  way	  in	  the	  land	  of	  EATC!	  

NY	  Times	  5-‐12-‐15	  



Sarah Frankfurth, CCI 

Request for Proposals:  
Spreading Innovations 2015 



Spreading Innovations 

In partnership with BSCF and with 
additional support from KP, CCI 
will support the spread of five 
successful projects: 

•  Co-Visit 

•  Patient Portal  

•  Telephone Visits 

•  Texting 

•  Video Collaboration and 
Instant Messaging 

 



Mentor Sites 

•  Co-Visit: Clinica Family 
Health Services, CO 

•  Patient Portal: Shasta 
Community Health Center 

•  Telephone Visits: Riverside 
County Health System 

•  Texting: Learning 
Community Support 

•  Video Collaboration and 
Instant Messaging: West 
County Health Centers, 
Petaluma Health Center 

Learn	  how	  to	  opera4onalize	  
the	  project,	  gain	  buy-‐in	  from	  
key	  stakeholders,	  
train	  staff,	  
redesign	  
workflows	  
and	  build	  a	  
business	  case	  
to	  sustain	  the	  
innova4on.	  	  
	  



Acceleration Academy 

Virtual Learning Series to 
share info and resources on 
successful projects in the 
field. 

–  Social Determinants of 
Health 

–  Remote Monitoring 

–  Peer Support Models 

–  Group Visits 



Support 

•  Grants and support ranging from $10,000 - 
$25,000 

•  Site visit to host organization 

•  Group coaching calls with host organization 

•  Biweekly support from implementation coach 

•  Program evaluation support  

•  Peer learning community 



What we’re looking for 

Engaged 
Leadership 
 

Dedicated Project 
Team 
 

Measurement Plan 
 

Commitment to 
Sustainability 



How to Apply 

Spreading Innovations 
www.careinnovations.org 

•  Due: June 26th 
•  Awards: August 14th  
•  Site Visits: Sept – Oct  

 



Action Step for June Webinar 

Think about the following two questions with your 
team and email your team’s responses to Susannah 
by Friday, June 12.  

1.  What do you view as your team's greatest success 
in the work you did in the EATC program?  

2.  Looking ahead, what are your plans for keeping 
this work around team care and access moving 
forward at your organization?  



Events & Reminders 
Complete list of events and reminders on program page: www.expandingaccess.wikidot.com 

Upcoming Events 
•  Final exemplar site visit at Clinica Family Health Services on May 28-29. 

•  Final Monthly TA Support Webinar on June 18 from 12-1 pm.  

•  “Look at All Your Hard Work!” webinar with summary of evaluation 
findings will be scheduled for late Fall 2015.  

Notes & Reminders 
•  Action step for June webinar outlined in previous slide. Each team must 

email Susannah with questions responses by Friday, June 12.  

•  Go Warriors! 

 

 Webinar	  survey	  on	  next	  slideà	  


