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Clarify the Problem / The Current State

* The Division of Pediatric Rehabilitation currently relies solely on hardcopies of fax requests.
These requests include important time-sensitive information such as patient referrals,
equipment prescriptions, therapy prescriptions, therapy updates, and letters of medical
necessity. This causes multiple additional problems.

* It means providers and administrative staff must be physically present at Adele Hall

* Not all providers come to Adele Hall daily, so this creates delays of completed
documentation.

* It increases risk of physical PHI exposure.

* |t creates procedural waste by requiring physical paper including paper, toner/ink, and use of
office equipment.

* |f providers ask for the hard copies to be created into PDFs/electronic versions, it adds to
administrative staff burden/tasks.
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Clarify the Problem / The Current State

» Data and staff/provider survey show a perceived and actual delay in fax completion.

* 93% of admin and providers associated with fax completion believe there is a delay in
completion of faxes that negatively impacts the patients.

e Datafrom November and December 2022 show that out of 171 faxes analyzed
 100% were paper format
|t took on average 6.75 days to complete (from fax received to fax outgoing)
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Clarify the Problem / The Current State

* More providers and administrative staff are dissatisfied with the current system
V
dissatisﬁe;él . -

Neither 7

Satisfied 2

Very satisfied 0
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Breakdown the Problem

Converting paper to electronic: decreasing time (in days) to patient fax completion and
improving provider/staff satisfaction
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Identify Root Cause
Fishbone Diagram

: : Administrative Staff- In-person CIMH does not have a
Many steps involved with - : B L
current process incmding\ i”ﬂﬂﬂﬂ D’E“E";ﬂ%;}f?ﬂf fftﬂm home 5‘1 universal electronic signature
: . ; if one is sick, faxesisignature may no :
refrieval, soriing to provider, be collected that day system such as docusign ~

provider responsible for
signing and returming to
administration which then
gets routed Providers- may work at multiple

L d

Each department can do their
own system which can be

> locations, be out sick, or on imp
vacation. Other providers do not
Canbe delaysatanystep cover others' folders | Each software has costs
[ > L —
Relying on each person at each ‘ U_ni'n.fersal systems eliminate the cost The requested
| step | . | bias . documentation that is
currently received via a fax
: machine in the
Cost and Resources contribute o N
Delavs In patient care ‘ - . CIMH pediatric rehabilitation
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faxes to providers time to monitor the completion to completion for patient
= of this documentation. care and
T provider satisfaction.
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— - and organization to each provider.
Fax Machine located at Adele — >
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days.
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Thinking of a Target

* The target for this project would be to have a system
that

* reaches all providers at all locations

e improves the speed for time to completion of
faxes

* improves patient care
* increases patient satisfaction

* decreases provider and administrative staff
burden
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Set a Target

PRIMARY TARGET

« Statement 1 - The department of pediatric rehabilitation medicine aims to reduce time to complete
signature requests from an average of 6.74 days to 5.16 days (15%) by March 31st, 2023.

« Outcome measure - days for time to completion

SECONDARY TARGET

« Statement 2 - The department of pediatric rehabilitation medicine aims to maintain
provider and administrative staff satisfaction at baseline levels (avoid lowering) at completion date
of March 31st, 2023.

« Outcome measure - provider and admin staff satisfaction from satisfaction survey

« Statement 3 - The department of pediatric rehabilitation medicine aims to reduce divisional
hardcopy (paper) requests to the provider by 30% by March 31st, 2023.

« Outcome measure - Success measure is the number of paper requests to each provider
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Developing Countermeasures: PDSA Worksheet

Countermessure

Electronic Delivery of documeants-
Electronic delivery will create a new "
trail", improve time to completion fo

prevent delay in patient care and
improwe provider efficiency.

Cne fzx nurnber fior providers to office (not
ddelle Hall Rehakb Clinic) and one
gt College Blvd [if primary location)

Direct communication with external vendors

Demonstrate cost efficient savings by
czlculating out cost of paper and toner

FPDSA
Cycle

Root Cavse Addressed
Location

Provider

CMH

Administrative staff

Location

Provider

External Organization

ChIH
Location

How to Measure

For one month, have
providers document when
they received and when they
signed 3 document in a live

document on w drive Hard

Tally the number of faxes
coming 2 clinic after
providing one fax numbser

Posted next to fax machine  Mediom

Continue spreadshest
docurnenting if docurment was
received lectronically on live
docurment vs. Wia fax Easy
caloulate out cost of papsr

and toner, azking admin staff

fior billingffinancizl

statements/receipts Pebedlinam

Achons

Relability Feasibility

Medium

Low

High

Medium

Siart Date
Hard 320/2023
Medium  03,/20/2023
Hard
Hard

Who to Complete

Providers

Administrative staff

Prowider
Administrative 5taff

O memoers

Whom to Impact Due Date

Patients

Provider
Administrative staff 4/20/2023
Fatisnts

provider

Administrative staff 04,/20/2023

Patients
provider
Administrative staff

Department
Hospital
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Countermeasure: New Electronic Process

Providers, hospitals, & wendors
want to send referrals, scripts,
and files for signature to the
CMH rehab department

vendors send faxes

to the single Rehahb

fax number, which
comrerts to an
electromic fax

Admin staff triage
the faxes and place
in appropriate
providers' digital
Cleasireem folder

On any CMH
computer, providers
chedk their desktop

Cleostreem
folders "To Sign" &

"To review™

Providers open the
PDF file with Adobe
Acrobat & review
the document

Providers "edit &
sign”, & save it into
the appropriate
"signed" or
"reviewed” folder
on Clegstreem

Converting paper to electronic: decreasing time (in days) to patient fax completion and

improving provider/staff satisfaction

This new process flow map demonstrates the updated digital process via a combination
of a single fax machine, Cleo Streem digital folders, and Adobe acrobat soft ware

If another
provider needs to sign
it, provider 1 must
add a sticky note to
page 1
of the document and
then sawe the
document into the
other providers' folder
to sign

Administrative staff
will review the
folders & fax
document to
requestor and send
copy to HIM
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Primary Outcome: via Run Chart

Average Days to Completion

Goal 5.16 days

Days
- (%]

(RN ]}

=]

Future data collection

1] L - - -

Pre-int Mowv 2022, 2 Pre-imt Dec 2022, 2 Intervention Mar Post-int Mar 2023, Post-int May 2023, Post-int Jun 2023, 2 Post-int Aug 2023, Post-int Sept 2023,
weeks weeks 14 2023 2 weeks 2 weeks weeks 2 weeks 2 weeks

Data Collection Periods
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Outcome 2: Provider Satisfaction

Pre-intervention October 2022 Post-intervention April 2023

Very 1 Very
dissatisfied diszatisfied
Dissatisfied - 4 Dissatisfied

Satisfied - 2 Satisfied
Very satisfied 0 Very satisfied . 1

lr:'
Pd
w
h

0% 10% 20% 30% 40% 50% 60% T0% 80% 0% 100% ) 0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Satisfaction Satisfaction
Score = 2.7 Score = 3.5
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Outcome 3: Reduction of Paper

Percent |Precent

Pre-int Nov 2022, 2 weeks 7.4

Pre-int Dec 2022, 2 weeks 6.09
) Intervention Mar 14, 2023

Post-int Mar 2023, 2 weeks 7.69

Post-int May 2023, 2 weeks
Post-int Jun 2023, 2 weeks
Post-int Aug 2023, 2 weeks
Post-int Sept 2023, 2 weeks

110
61

95

110
61

38

Digital

0
0

57

Paper
100% 0%
100% 0%

40% 60%
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Summary of Results Compared to Targets

PRIMARY TARGET

-Statement 1 - The department of pediatric
rehabilitation medicine aims to reduce time to
complete signature requests from an average of 6.74
days to 5.16 days (15%) by March 31st, 2023.

SECONDARY TARGET

«Statement 2 - The department of pediatric
rehabilitation medicine aims to maintain

provider and administrative staff satisfaction at
baseline levels (avoid lowering) at completion date of
March 31st, 2023.

«Statement 3 - The department of pediatric
rehabilitation medicine aims to reduce divisional
hardcopy (paper) requests to the provider by 30% by
March 31st, 2023.

PRIMARY TARGET

*After 2 weeks of the intervention, by March 31%t,
2023, there was increased time to complete signature
requests from an average of 6.74 days to 7.69 days.

SECONDARY TARGET

*The intervention increased overall provider and
administrative staff satisfaction, based on new
satisfaction survey April 10, 2023.

*The department decreased paper faxes from 100% to
40% by March 31st, 2023.
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Control Plan Chart

Record time to
completion
from time fax
Time to . was prmnd.e d - . Excel spreadsheet with each [Will discuss to ensure that we have 14 days worth of
. Measured in days over |to the provider Administrative . . . . . .
completion . L Maonthly for 3 months . provider and each incoming |data collected in the same way that it was previously
. two week intervals to the time it Assistants .
of signature fax obtained
was returned
by
administrative
assistant
aP::iner 60 days after Froviders
- . _— Standardized [implementation, & C Will need to repeat the survey including weekly
administrati |Qualitative measurs administrative Survey monkey . .
survey months after reminders for completion of the survey
ve support . . support
. . implementation
satisfaction
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Control Plan for Future Opportunities

e Collect data for 2 weeks each month over the next 6 months

* Repeat provider satisfaction survey
* in June (3 months after implementation, and before provider turnover)
* In September (6 months after implementation)

* Provide feedback updates to admin, staff and providers at the
monthly divisional meetings
e Average time to completion per provider
* % of paper vs. digital
 Satisfaction survey results from June and September
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