Worksheet For Testing Change     Cycle #    X (early)       Target Completion Date: #      4/25/03             

Aim

Overall goal you would like to reach

Reduce the rate of unreconciled medications at admission by 50% within 9 months

Plan

Develop Objectives, Tasks, and Predictions for one of your tests of change

	Describe the objective of your first (or next) test of change
	Person Responsible
	When to be done
	Where to be done

	To test the use of reconciling form A with one nurse on two patients

(Test to use one of the sample reconciling forms to help identify issues to be considered in designing our version of the form as well as issues in reconciling process itself)
	Jane and Roger
	Start April 23
	Unit #3


	List the tasks needed to set up this test of change
	Person Responsible
	When to be done
	Where to be done

	1-Identify unit, nurse to do the test

2-Nursing (unit) director trains RN on use of form, reconciling process 

3-Draft questions for evaluating nurse’s satisfaction with the form and the process, debriefing MDs/pharmacy involved


	Roger Lynn

Roger Jane

Roger


	April 16

April 18

April 21


	


	Predict what will happen when the test is carried out
	 Measures to determine if prediction succeeds

	1- Several issues relative to the format and clarity of the reconciling form will be identified 

2- Several issues relative to developing a complete and accurate list of the patients’ home medications will be identified


	1- Debrief RN on ease of use of form

2- Debrief RN (and pharmacy, ordering MDs if they were involved)




Do

Describe what actually happened when you ran the test
	1-Project team selected Unit X for first test of change

2-Nursing director selected RN to test first patients

3-Time for RN leader/RN to discuss process had to be rescheduled several times pushing back timeline

4-RN used form during admission of 2 patients to the unit during the April 28 week

5-RN interviewed by Nursing Director about form




Study
Describe the measured results and how they compared to the predictions

	1.  Nurse made suggestions on how form could be modified to meet work flow for unit

2.  Nurse identified issues associated with inconsistent documentation of medication allergies in patient chart that reconciling process should address

3.  One patient was using multiple herbal meds, highlighting need to add more room for herbals on reconciling form and be sure education on how form is to be used highlights including these 




Act
Describe what modifications will be made for the next cycle from what you learned

	1. Make modifications to form as needed

2. Identify two more nurses to use form

3. Provide those nurses education on the reconciling process and using the form

4. Ask nurses to use form with two patients to determine if can actually collect appropriate information

5. Debrief nurses

6. Refine again if needed




Source:  The process for implementing small tests of change derives from the PDSA model of the Institute for Healthcare Improvement.  This example draws on actual implementation activity of Luther Midelfort Hospital, the Alexian Brothers Medical Center, and Holyoke Hospital, all participants in IHI improvement collaboratives.

Worksheet For Testing 
Change Cycle #  X (middle)      Target Completion Date: #      5/16/03             

Aim

Overall goal you would like to reach

Reduce the rate of unreconciled medications at admission by 50% within 9 months

Plan

Develop Objectives, Tasks, and Predictions for one of your tests of change

	Describe the objective of your first (or next) test of change
	Person Responsible
	When to be done
	Where to be done

	To test the reconciling process with one nurse on two-five patients


	Jane and Lynn
	Start 

May 1
	Unit #3


	List the tasks needed to set up this test of change
	Person Responsible
	When to be done
	Where to be done

	1-Identify one of nurses involved in early change cycles that tested ease of use of the form to do the test

2-Post information from MD education cycles to ensure awareness, understanding if they get calls 

3-Test process on two-five patients


	Jane

Roger Jane

Jane Lynn
	May 1

May 5

May 12
	Unit #3


	Predict what will happen when the test is carried out
	 Measures to determine if prediction succeeds

	1- New reconciling form and process will improve ability to reconcile pre-admission medications with medications ordered by physician on admission

2- Logistics with contacting ordering prescriber and involving pharmacy will be difficult 

3-The majority of medications for the five patients will be reconciled within the appropriate time limits (within 24 hours, before next prescribe dose for urgent meds) 


	1- Debrief RN, pharmacy, ordering prescriber 

2- Debrief RN, pharmacy, ordering prescriber

3- Percent of medications reconciled upon admission 




Do

Describe what actually happened when you ran the test
	1-RN used reconciling form for intake medication history during admission of 5 patients to the unit during May 12 week

2-RN compared home medication list with medication orders

3-RN identified variances, made plans to contact ordering presciber to reconcile

4-RN, others interviewed by Nursing Director about process

5-Percent of medications reconciled was calculated




Study
Describe the measured results and how they compared to the predictions

	1. RN said using the reconciling form was better/felt safer than the current process used for obtaining the medication history, which is very haphazard, with information on medications diffused throughout the patient chart and no formal process to compare orders to home medications

2. RN identified several areas where she needed clarification on how to record information on the form, but stated that overall the form was easy to use

3.  For the 5 patients, # medications they were on prior to admission ranged from 4 to 11.  There were 5 variances between the home medication list and the physician orders.  The reconciling process identified MD reason (e.g med on hold for specific reason) in 3 cases, 1 case when medication order was revised based on the home medication information, and 1 case that went unreconciled.  This left 3% unreconciled (1 of 39 total medications)




Act
Describe what modifications will be made for the next cycle from what you learned

	1. Make modifications to form as needed

2. Further education of ordering prescribers

3. Identify one other nurse and test with 5 more patients




Source:  The process for implementing small tests of change derives from the PDSA model of the Institute for Healthcare Improvement.  This example draws on actual implementation activity of Luther Midelfort Hospital, the Alexian Brothers Medical Center, and Holyoke Hospital, all participants in IHI improvement collaboratives.

A Massachusetts  Hospital

Worksheet For Testing Change 
Cycle #    1             Target Completion Date: #     5/9/03
Aim
Reduce the rate of unreconciled medications at admission by 75% within 9 months

Plan
Develop Objectives, Tasks, and Predictions for one of your tests of change
	Describe the objective of your first (or next) test of change
	Person Respon-sible
	When to be done
	Where to be done

	· Test the usefulness of a form provided by IHI by one nurse in Unit A to TCU reconcile medication on one patient by May 9, 2003.


	 
	5/9/03 
	Unit A


	List the tasks needed to set up this test of change
	Person Respon-sible
	When to be done
	Where to be done

	· Find nurse champion test form and complete reconciliation process.

· Teach nurse reconciling process.

· Have nurse use the form

· Time process

· Collect number of data sources needed to complete process


	Team

Team

Nurse A

Nurse A

Nurse A
	4/22/03

5/6/03

5/7/03

5/7/03

5/7/03


	


	Predict what will happen when the test is carried out
	 Measures to determine if prediction succeeds

	· We will learn that the form we chose is appropriate for the process.

· We will complete reconciliation process in 30 minutes

· We will also learn which data sources are needed to complete the process.


	· A completed reconciliation sheet.

· Time to complete process.

· Number of changes suggested by nurse.




Do

Describe what actually happened when you ran the test
	EXAMPLE OF WHAT SHOULD GO IN THIS FIELD

1 Nurse used the form on one patient.

2.Form did not have enough blank lines

3. Time needed to complete: 45 minutes

4. Could not find information using sources suggested. 




Study
Describe the measured results and how they compared to the predictions

	1-Suggestions made on modifications to form after first patient was interviewed

2-Nurse identified issues associated with faxing the medication reconciliation form 




Act
Describe what modifications will be made for the next cycle from what you learned

	1-Make modifications to form as needed and test again.

 Form will have”draft” across it until the final version is decided on. 
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