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What is going on?

https://www.cancer.org/content/dam/ca

ncer-org/research/cancer-facts-and-

statistics/colorectal-cancer-facts-and-

figures/colorectal-cancer-facts-and-

figures-2023.pdf



Leading Causes of Death: 2023

(not ranked)

https://www.cdc.gov/nchs/fastats/leading-causes-of-

death.htm



Leading Causes of Death: 2024

Provisional

https://wonder.cdc.gov/controller/datarequest/D176;jsession

id=67CAD26BFB2FC523C3EEF2210155



Demb J, Kolb JM, Dounel J, et al. Red Flag 

Signs and Symptoms for Patients With Early-

Onset Colorectal Cancer: A Systematic 

Review and Meta-Analysis. JAMA Netw 

Open. 2024;7(5):e2413157. Published 2024 

May 1. 

doi:10.1001/jamanetworkopen.2024.13157

Fritz CDL, Otegbeye EE, Zong X, et al. Red-flag signs 

and symptoms for earlier diagnosis of early-onset 

colorectal cancer. J Natl Cancer Inst. 2023;115(8):909-

916. doi:10.1093/jnci/djad068
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Just the facts. Just the science.



• Introduction     5 minutes   7:00-7:05

• Lecture     50 minutes   7:05-8:05

• Break      5 min    8:05-8:10

• Breakout Session    30 min    8:10-8:40

• Applying Concepts / Wrap-up  20 min    8:40-9:00



• 1. Define quality and patient safety concepts and place the 

concepts in a quality framework

• 2. Introduce quality and patient safety tools and discuss the 

purpose of each tool

• 3. Apply the quality and patient safety concepts to create SMART 

Aims in example problems

Objectives



What is Quality?



Healthcare Quality is defined as:

The level that healthcare systems, services and supplies 

increase the likelihood for positive health outcomes for 

patients, and are consistent with current state of the art 

knowledge and practices.

What is Healthcare Quality?

A layperson’s definition can be found at 

https://www.cms.gov/medicare/quality-initiatives-patient-

assessment-instruments/mms/quality-measure-and-quality-

improvement-



Healthcare Quality

• Institute of Medicine (U.S.). 

Committee on Quality of Health 

Care in America. Crossing the 

Quality Chasm: A New Health 

System for the 21st Century. 

Washington, D.C.: National 

Academy Press, 2001.

Safe

Timely

Effective

Efficient

Equitable

Patient-centered Care



What are Healthcare Quality Failures? Examples?

• Underuse. Many patients do not receive 

medically necessary care. 

• Misuse. Each year, more than 100,000 

Americans get the wrong care and are injured as 

a result. More than 1.5 million medication errors 

are made each year.

• Overuse. Many patients receive care that is 

not needed or for which there is an equally 

effective alternative that costs less money or 

causes fewer side effects.

- Chassin MR, Galvin RW. The urgent need to improve health care quality. 

Institute of Medicine National Roundtable on Health Care Quality. JAMA. 

1998 Sep 16;280(11):1000-5. doi: 10.1001/jama.280.11.1000. PMID: 

9749483.



Patient Safety

Patient safety is the absence of preventable harm to a patient 

during the process of health care and reduction of risk of 

unnecessary harm associated with health care to an acceptable 

minimum. It is a framework of organized activities that creates 

cultures, processes, procedures, behaviours, technologies and 

environments in health care that consistently and sustainably 

lower risks, reduce the occurrence of avoidable harm, make 

error less likely and reduce impact of harm when it does occur

https://www.who.int/news-room/fact-

sheets/detail/patient-safety 

https://www.who.int/news-room/fact-sheets/detail/patient-safety
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Safety 1



Safety 2



Safety 3



Adverse Event 

• Adverse events refer to harm from medical care rather than an 

underlying disease. Important subcategories of adverse events 

include:

• Preventable adverse events: those that occurred due to error 

or failure to apply an accepted strategy for prevention;

• Ameliorable adverse events: events that, while not 

preventable, could have been less harmful if care had     been 

different;

• Adverse events due to negligence: those that occurred       

due to care that falls below the standards expected of 

clinicians in the community.

https://psnet.ahrq.gov/primer/adverse-

events-near-misses-and-errors   
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Medical Error

Medical Error is the failure of a planned action to be 

completed as intended or the use of a wrong plan to 

achieve an aim IOM 1999, adapted from Reason, 1990 

•  Commission and Omission 

•  Most medical errors do not result in adverse events

https://nap.nationalacademies.org/resource/9728/To-

Err-is-Human-1999--report-brief.pdf



Healthcare is a Complex Adaptive System 

(CAS)

  “a collection of individual agents with 
freedom to act in ways that are not always 
totally predictable, and whose actions are 
interconnected such that one agent’s actions 
change the context for other agents”

Plsek PE, Greenhalgh T. The challenge of complexity in health care. Br Med J. 2001;323:625–8.



How do we evaluate what is wrong?



Reporting Systems

• All hospitals must have reporting systems

• Anyone can make a report

• Some hospitals have anonymous 

 reporting systems

https://psnet.ahrq.gov/pri

mer/reporting-patient-

safety-events



Jefferson 

Reporting



Click on an icon



Feedback from Participants



Evidence-based Medicine

10% of what we do has good evidence 
to back it up

Howick, J., Koletsi, D., Pandis, N., 
Fleming, P. S., Loef, M., Walach, H., 
Schmidt, S., & Ioannidis, J. P. A. 
(2020). The quality of evidence for 
medical interventions does not 
improve or worsen: a 
metaepidemiological study of 
Cochrane reviews. Journal of clinical 
epidemiology, 126, 154–
159. https://doi.org/10.1016/j.jclinep
i.2020.08.005Links to an external site.

https://doi.org/10.1016/j.jclinepi.2020.08.005
https://doi.org/10.1016/j.jclinepi.2020.08.005


• Information gathering

•Clinical Decision Support (CDS)

•Quality Improvement Strategies

Taylor RA, Sangal RB, Smith ME, et al. Leveraging artificial intelligence to 

reduce diagnostic errors in emergency medicine: Challenges, opportunities, 

and future directions. Acad Emerg Med. 2025;32(3):327-339. 

doi:10.1111/acem.15066



Post hoc



Root Cause Analysis



Fishbone Analysis (Ishikawa Diagram)

32

People Method Equipment 

Material Environment

Outcome



Why?

Why?

Why?

Why?

Why?



Anticipatory



Failure Modes Effects Analysis



https://www.eurocontrol.int/sites/default/files/publication

/files/hindsight25.pdf



Where do we get the data?



Community health needs assessment and 

profiles



Geocoding and hotspotting



Benchmarking Data Sets



https://www.carevive.com/why-cancer-registries-matter-for-survivorship-care-programs/ 
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Medicare Provider 

Analysis and Review 

(MEDPAR) File

Large Data Sets 



Methods





Model for Improvement

Best M, Neuhauser D. Walter A Shewhart, 1924, and the Hawthorne factory. Qual Saf Health Care. 

2006;15(2):142-143. doi:10.1136/qshc.2006.018093

Shewhart

Deming

IHI



Institute for 

Healthcare 

Improvement



Donabedian Model

https://improvement.nhs.uk/documents/2135/measuring-quality-care-model.pdf 
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All organizations are perfectly 

designed to get the results they get!

STRUCTURES:

System Design

Arthur W. Jones



Design



LEAN: reduce waste



Define Measure Analyze Improve Control

Six Sigma: reduce variation



Innovation

Adapted from E.M Rodgers, Diffusion of Innovations,  3rd ed.1963



Why do Events Happen?
The Swiss Cheese Effect

Adapted from James Reason, Managing the Risks of Organizational Accidents (1997)

Active Errors
by individuals result 

in initiating action(s)

EVENTS of

HARM

Multiple Barriers - technology, 

processes, policies and people - designed to 

stop active errors (our “defense in depth”)

Latent Weaknesses in barriers



How do we redesign healthcare?



Heuristics and Cognitive Biases

https://www.verywellmind.com/what-is-a-heuristic-2795235
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• High reliability is described as a condition of 

persistent mindfulness within an organization

• High reliability organizations are those that 

operate in complex, high-hazard domains for 

extended periods without serious accidents or 

catastrophic failures

https://psnet.ahrq.gov/primer/high-reliability   

https://psnet.ahrq.gov/primer/high-reliability
https://psnet.ahrq.gov/primer/high-reliability
https://psnet.ahrq.gov/primer/high-reliability


https://www.c

dc.gov/nchs/d

ata-

visualization/li

fe-

expectancy/in

dex.html



The Triple Aim remains strong in healthcare

• Improving the health of populations

•Reducing the per capita costs of healthcare

• Improving the patients’ experience of healthcare

Berwick DM, Nolan TW, Whittington J. The triple aim: care, health, and cost. Health 
Aff (Millwood). 2008;27(3):759-769. doi:10.1377/hlthaff.27.3.759



Even as it has evolved to the Quintuple Aim

• Improving the health of populations

•Reducing the per capita costs of healthcare

• Improving the patients’ experience of healthcare

•Caring for our workforce

•Ensuring health equity

Nundy, S., Cooper, L. A., & 

Mate, K. S. (2022). The 

Quintuple Aim for Health 

Care Improvement: A New 

Imperative to Advance 

Health Equity. JAMA, 327(6), 

521–522. 

https://doi.org/10.1001/ja

ma.2021.25181



Population health has been 

defined as the health outcomes 

of a group of individuals, 

including the distribution of such 

outcomes within the group
• Kindig D, Stoddart G. What is population health? American Journal of Public 

Health 2003 Mar;93(3):380–3. Retrieved 2008-10-12

http://www.ajph.org/cgi/reprint/93/3/380.pdf


What are Social Determinants of Health?

• The social determinants of health (SDOH) are the non-medical 

factors that influence health outcomes. They are the 

conditions in which people are born, grow, work, live, and 

age, and the wider set of forces and systems shaping the 

conditions of daily life. These forces and systems include 

economic policies and systems, development agendas, social 

norms, social policies and political systems.

• The SDOH have an important influence on health inequities - 

the unfair and avoidable differences in health status seen 

within and between countries. In countries at all levels of 

income, health and illness follow a social gradient: the lower 

the socioeconomic position, the worse the health.

https://www.who.int/health-topics/social-determinants-of-

health#tab=tab_1

61
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What are 

Social 

Determinants 

of Health?

https://www.kff.org/racial-equity-and-health-policy/issue-brief/beyond-health-

care-the-role-of-social-determinants-in-promoting-health-and-health-equity/
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https://www.countyhealthrankings.org/

A closer 

look



Healthy People 2030

Social determinants of health (SDOH) 

have a major impact on people’s 

health, well-being, and quality of life. 

Examples of SDOH include:

• Safe housing, transportation, and 

neighborhoods

• Racism, discrimination, and violence

• Education, job opportunities, and 

income

• Access to nutritious foods and 

physical activity opportunities

• Polluted air and water

• Language and literacy skills Healthy People 2030, U.S. Department of Health and Human 

Services, Office of Disease Prevention and Health Promotion. 

Retrieved [date graphic was accessed], from 

https://health.gov/healthypeople/objectives-and-data/social-

determinants-health
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BINGO
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QIPS



Break-out Exercise



AIM  Statement

A goal is an aspirational 

statement about what you 

want to achieve

•An objective describes how 

you'll show progress toward 

your goal

https://www.health.state.mn.us/communities/practice

/resources/phqitoolbox/objectives.html#smartobjective

s



• What is a goal?

• A goal is an aspirational statement about what you want to 

achieve:

• Broad, future-oriented statement that describes expected effect

• Defines scope

• Provides framework for objectives

• Example: All employees in Tubman County work in environments 

that support mental well-being.

Meaningful goals

https://www.health.state.mn.us/communities/practice

/resources/phqitoolbox/objectives.html#smartobjective

s



• Concise

• Free from jargon

• Specific about expected effect

• Easily understood

• Declarative statement

• Does not include solution or specific service/program

• Conveys ultimate destination

Checklist: What makes a meaningful goal?

https://www.health.state.mn.us/communities/practice

/resources/phqitoolbox/objectives.html#smartobjective

s



SMART Aim

https://www.health.state.mn.us/communities/practice

/resources/phqitoolbox/objectives.html#smartobjective

s



•There are multiple approaches and ways to explain how to 

write SMART objectives. Here are some other sentence 

structures for objectives:

•[Who] will do [what] resulting in [measure] by [when].

•By [when], [who] will do [what] resulting in [measure].

•By [when], [measure - includes who and what].

•[Measure – includes who and what] by [when].

Different ways to write SMART objectives

https://www.health.state.mn.us/communities/practice

/resources/phqitoolbox/objectives.html#smartobjective

s



• 1. Discharges from the hospital continue to be impacted by readmissions in 

Congestive Heart Failure, and in the past year the rate has been about 21%. 

Contracting is going to be impacted.

• 2. A family medicine physician’s office notices that vaccine adherence has 

dropped to 80% of children ages 1 to 5, and addressing vaccine hesitancy is 

taking more time in the office.

• 3. The hospital has decided to roll out ERAS guidelines that impact pre-

procedure cleansing, pre-procedure medications and eating, and post-

procedure discharges. The peri-op and procedure areas are concerned that 

the flow of the patients will be impacted. 

• 4. Patients discharged from the Emergency Department are not filling out 

their Patient Sat/Experience surveys, with a response rate of only 8%

Problems:



Mary Reich Cooper, MD, JD
Associate Professor and Program Director 
Healthcare Quality and Safety and Operational 
Excellence     
Master’s in Healthcare Administration
Interim Program Director​ Population Health
She/her/hers​

267-207-1423

https://www.linkedin.com/in/maryrcooper/

Mary.r.cooper@Jefferson.edu

https://www.linkedin.com/in/maryrcooper/


JeffersonHealth.org


	Slide 1: Quality Improvement Lecture #2: Overview of Quality  Improvement Models
	Slide 2: Chadwick Boseman in Black Panther 43 yo
	Slide 3: What is going on?
	Slide 4: Leading Causes of Death: 2023 (not ranked) 
	Slide 5: Leading Causes of Death: 2024 Provisional 
	Slide 6
	Slide 7: I have no relevant financial disclosures nor any conflicts of interest.
	Slide 8: I have no political affiliations that I will discuss or allow to permeate my discussion.
	Slide 9: Just the facts. Just the science.
	Slide 10: Today’s Timeline
	Slide 11: Objectives
	Slide 12: What is Quality?
	Slide 13: What is Healthcare Quality?
	Slide 14: Healthcare Quality
	Slide 15: What are Healthcare Quality Failures? Examples? 
	Slide 16: Patient Safety
	Slide 17: Safety 1
	Slide 18: Safety 2
	Slide 19: Safety 3
	Slide 20: Adverse Event 
	Slide 21: Medical Error
	Slide 22: Healthcare is a Complex Adaptive System (CAS)
	Slide 23: How do we evaluate what is wrong?
	Slide 24: Reporting Systems
	Slide 25: Jefferson  Reporting 
	Slide 26: Click on an icon
	Slide 27: Feedback from Participants
	Slide 28: Evidence-based Medicine
	Slide 29: Artificial Intelligence
	Slide 30: Post hoc
	Slide 31: Root Cause Analysis
	Slide 32: Fishbone Analysis (Ishikawa Diagram)
	Slide 33: Five whys
	Slide 34: Anticipatory
	Slide 35
	Slide 36: Human Factors Engineering and Design Thinking
	Slide 37: Where do we get the data?
	Slide 38: Community health needs assessment and profiles
	Slide 39: Geocoding and hotspotting
	Slide 40: Benchmarking Data Sets
	Slide 41: Registries
	Slide 42
	Slide 43: Methods
	Slide 44
	Slide 45: Model for Improvement
	Slide 46
	Slide 47: Donabedian Model
	Slide 48
	Slide 49: Design
	Slide 50: LEAN: reduce waste
	Slide 51: Six Sigma: reduce variation
	Slide 52: Innovation
	Slide 53: Why do Events Happen? The Swiss Cheese Effect
	Slide 54: How do we redesign healthcare?
	Slide 55: Heuristics and Cognitive Biases
	Slide 56
	Slide 57
	Slide 58: The Triple Aim remains strong in healthcare
	Slide 59: Even as it has evolved to the Quintuple Aim
	Slide 60: Population health has been defined as the health outcomes of a group of individuals, including the distribution of such outcomes within the group
	Slide 61: What are Social Determinants of Health?
	Slide 62: What are Social Determinants of Health?
	Slide 63
	Slide 64: Healthy People 2030
	Slide 65
	Slide 66: https://bingobaker.com#68cb6b9a87d3a093 
	Slide 67: QIPS
	Slide 68: Break-out Exercise
	Slide 69: AIM  Statement
	Slide 70: Meaningful goals
	Slide 71: Checklist: What makes a meaningful goal?
	Slide 72: SMART Aim
	Slide 73: Different ways to write SMART objectives
	Slide 74: Problems:
	Slide 75
	Slide 76

