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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.

• It creates procedural waste by requiring physical paper including paper, toner/ink, and use of 
office equipment.

• If 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.

• Data from November and December 2022 show that out of 171 faxes analyzed

• 100% were paper format

• It took on average 6.75 days to complete (from fax received to fax outgoing)

5



Clarify the Problem / The Current State

• More providers and administrative staff are dissatisfied with the current system
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Breakdown the Problem
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Hard copy faxes 
sent to multiple 

site fax machines 
(Adele, VW, CB)



Identify the Cause
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Can be delays at any s tep



Thinking of a Target
• The target for this project would be to have a system 

that

• reaches all providers at all locations

• improves the speed for time to completion of 
faxes

• improves patient care

• increases patient satisfaction

• decreases provider and administrative staff 
burden



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
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Countermeasure: New Electronic Process
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Primary Outcome: via Run Chart
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Future data collection



Outcome 2: Provider Satisfaction
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Pre-intervention October 2022 Post-intervention April 2023

Satisfaction 
Score = 2.7

Satisfaction 
Score = 3.5



Outcome 3: Reduction of Paper
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Average 

Days to 

Completion

Number of 

documents Paper Digital

Percent 

Paper

Precent 

Digital

Pre-int Nov 2022, 2 weeks 7.4 110 110 0 100% 0%

Pre-int Dec 2022, 2 weeks 6.09 61 61 0 100% 0%

Intervention Mar 14, 2023

Post-int Mar 2023, 2 weeks 7.69 95 38 57 40% 60%

Post-int May 2023, 2 weeks

Post-int Jun 2023, 2 weeks

Post-int Aug 2023, 2 weeks

Post-int Sept 2023, 2 weeks



Summary of Results Compared to Targets
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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 31st, 

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.



Future 
Opportunities
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Control Plan Chart
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Control Plan for Future Opportunities

• 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
• Average time to completion per provider

• % of paper vs. digital

• Satisfaction survey results from June and September
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