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This report detalls the process and findings of the Perioperative Improvement Expert
Coaching Team site visit that took place at Niagara Health System.

Section One Is a summary of the site visit including a brief review of the Surgical Process
Analysis and Improvement (SPAI) Expert Panel; a profile of the hospital; a summary of pre-
visit discussions; the process used for the visit and key findings.

Section Two contalns a summary of the SPAI Expert Panel recommendations and assists the
organization In assessing Its abllity to meet them. The organization’s capabliity Is noted as:

strong (recommendations are met); in development (the organlzation Is in the process of
meeting or partially meets the recommendatlons); and opportunity (action Is need Lo meet
the recommendations). Recommended timeframes are included within the summary.

Section Three contalns the action plan developed by the hospltal’s Perioperative team with
assistance from the coaches. The action plan identifies opportunities for change and links
them back to the SPAI recommendations, Hospltal barrters/challenges are detaited,
Strategies have heen identified and the organization has assigned responsible staff and
timelines for the action plan. The action plan Is Intended to guide the hospital In resolving
Issues and providing an approach to moving toward best practices. It will serve as a review
document for members of the coaching team during their follow up site vislt within six to
nine months. This site visit Is Intended to provide additional assistance to the hospital and
wlill act as an opportunity for the follow up team to assess progress In Implementing the
strategies identifled within the actlon plan.

Section Four provides the appendices including a summary of the data elements as
identified in the SPAI report and the organization’s abllity to collect or report them. This is
intended as a guide to assist the organization In determining data elements important for
their Perioperative services. The report identifies data elements required (by the Ministry
of Health and Long Term Care); strongly suggested (data items likely to be required in
the medium term) and suggested (data elements consldered important to Perloperative
management). Additionally, this section Includes the hospltals original expression of
interest regarding this opportunity and an operating room survey submitted by the hospital
to the team prior to the site visit,
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'Surgical Process Analysis and Improvement Expert Panel

In July 2005, the report of the Surgical Process Analysls and Improvement (SPAI) Expert
Panel commissloned by Dr. Alan Hudson, Lead of Access to Services and Walt Time
Strategy, was released by the Ministry of Health and Long-Term Care. The panel was
chalred by Valerie Zellermever, Program Birector, Perl-operative Services, St. Michael's
Hospital and the report Is publicly avallable on the Wait Thne Strategy website!

www . ontariowalttimes.com.

One of the key recommendations of this panel was to provide hospltals with assistance to
bulld capacity to continually improve operating room efficiency, access and quality of
services, In particular, the Expert Panel recommended thak Ontario’s Wait Time Strategy
invest in the development of Peri-operative Improvement Expert Coaching Teams (Coaching
Teams) to help the government understand perl-cperative Issues and assist hospitals to
Impiove perl-operative efficlency and performance. In particular, the coaching teams will
provide hospitals with the opportunity to engage peer experts from across the province to
assist with the implementation of the best practices and guality Iimprovement Initlatives as
identified within the SPAI report. The implementation of these recommendations will benefit
the overall surglcal program.

In the fall 2005, the Ministry of Health and Long-Term Care committed to this initlative and
the first site visit of the Coaching Teams took place In December, The second slte visit took
place on January 10-12, 2006 at Nlagara Health System in St. Catherine’s, Ontario.

‘Niagara Health System Profile

The creatlon of the Nlagara Health System Is a result of the directions of the provincially
legislated Health Services Restructuring Commisslon (HSRC) which ordered elght
Independently run hospltals in the Niagara Reglon to come together as one corporation.

Today, Niagara Health System Is made up of the following facliities which provide surgical
services: Douglas Memorial Hospital site, Port Cotborne General Slte, St. Catherlne’s
General site, Welland Hospital site.

Niagara Héalrn wyatém is localed In the Hamillton Niagara Haldimand Brant Local Health
Integration Network (LHIN} which Includes the following hospltals:

Hospital Name Location
St. Joseph's Healthcare Harmllton
Brant Community Healthcare System Brantford
Joseph Brant Memorial Hospltal Burlington
Waest Lincoln Memorial Hospital Grimsby

The Religious Hospitallers of St. Joseph of the Hotel Dleu of | St. Catherines
St. Catherines

Haldimand War Memorlal Hospital Dunnville
St. Peter’s Hospital Hamiiton
The Willett Hospital Paris
Norfolk General Hospital Simcoe
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As part of the Coaching Team’s preparation prior to the site visit, the hospital provided an
expression of Interest oullining the operating room challenges faced by the organization.
The five challenges are as follows:

Anesthesia;

« Lack a standardized approach to scheduled pre-op assessment clinic and across the 3
main sites - only 2/3 sltes have scheduled pre-assessment clinics;

« This service remains site based in a programmatic structure

Inappropriate use of ORs

+ Endoscopy Is carried out In the ORs of 2 of the 3 small sites
+ Cystoscopy Is carried out In OR’s

« Small site OR's under utilized

OR Utilizatlon
¢ Lack of a unified approach/guidelines across sites to promote appropriate use of elective

. OR blocks vs. urgent/emergent cases;
« Lack of rellable data to objectively analyze block utilization, delays and identify
opportunities for improvement,

Based on the Information provided by the hospital, the Coaching Team members were
selected. The team members are as follows:
o Pr, Don Duvall, Anaesthetist, The Royal Victorla Hospital in Bartle
« Jane Delacy, Operations Director, Sunnybrook and Women's College
« Tracy Kent-Hillis, Program Dlrector, Perioperative and Surgical Programs, Kingston
General Hospital
s Pam Bush, Clinical Director, Perloperatlve Services, The Ottawa Hospital

Hospital staff members were notified of the site visit four weeks prior Lo the visit, The Chief
Nursing Executive and the Improvement Leader (the person the hospital Identified as the

point person for this process), the Chlef of Surgery, and The CEQ of NHS met via telephone
with the Coaching Team members the week prior to the visit where expectations for the site
visit were outlined and background information was provided to the oversight m

_________ ealth System Site Visit

Niagar

While visiting Niagara Health System, the Coaching Team met with key stakeholders
including the Chief of Staff, Chief of Surgery, Chief of Anesthesia, Chief of Planning and
Development Officer (Medical Affalrs), CNE/VP Patlent Services, The Health Program
Director, Managers of the Perioperative Units , Managers of Inpatient Surgery Units,
physiclans, Clinical staff, the Reglonal Manager of CSR and CSR staff, In addition the
facility completed a self-assessment against the recommended best practices contained in
the Surglcal Process Analysis and Improvement (SPAI) Expert Panel report,

The Coaching Team met with staff at various sites and discussed opportunities for

improvement and challenges associated with the new amalgamation of the hospltals in the
area, In addition, several of the team members observed some of the current practices in
the peri-operatlve areas. Each of the staff groups and management personnel were asked
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to identify challenges or Issues they feft would benefit from further discussion with the
coaching team.

At the compietion of the Initlal interviews the coaching team summarized the overall
findings of the staff and created an initial list of opportunities for the peri-operative team to
conslider for incluslon in an action plan to enhance their peri-operative services. The
Coaching Team then worked with the team to prioritize the issues and develop strategies to
address the Issues contalned In the actlon plan.

ey Findings -

As part of the Coaching Teams discussions with the leadership team and staff the coaches
undertook to have a better understanding of the perl-operative services and to review the
organizations uptake of the recommended best practices. The coaching team felt that the
organization had presented an accurate comprehensive review of Its current practices and
challenges.

Of note the coaches would like to make the following observations:

« Speclalty groups undertook some strategic planning, which appears to be supported by
senfor management, (endoscopy, ophthalmology)

o Clinlcal staff and physiclans are very passionate ahout making changes to benefit the
hospitals and patient care, desplte the ongoing challenges of amalgamation.

» The health care team was honest and open in the discusstons attempting to identify
major challenges.

s The interdisciplinary team demonstrated a collegial relationship and focus on providing
good quality patient care.

o Efforts to amalgamate and consolidate services In order to best meet the needs of the
region are being examined and need to be encouraged.

¢ The site spedfic peri-operative teams meetings should continue,

o The hospital’s average lengths of stay and discharge times seem to be good.

+ Despite challenges with surgical beds and a lack of emergency case pricritization,

cancellation rates are low.

Day surgery hem! knees are performed, which Is a very progressive practice.

Perioperative staff morale at SCG Is high.

Brushless scrub system has been implemented, which is a best practice.

e At 5CG, there Is a hollstlc approach to patlent care evident In the perioperative areas,

parents walking with their children to and into the operating rooms, familles waiting with

thelr relatlves preoperatively.

The following apportunities were Identified by the leadership team, staff and coaches for
Improvement:

¢ Leadership and Accountabillty:
o Opportunity exists to create a leadership team that will provide governance

for the peri-operatlve program,

o A reglonal interdisciplinary perioperatlve team should be created, supported
by senlor management and glven authorlty and accountability for decislons,
Such a structure wiil provide clarity of roles, reporting needs, and decision
making authority, We encourage the development and continuous integration
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o
8]

of twe way communication, from clinical staff to senior management and vice
versa.

Collaborative transparent decision making should be implemented.

The perioperative leadership team should carefully consider strategles for
recrultment and retention of human health resources.

+  Communication

O

o

<

Communication of the Corporate Action plan arising from the amalgamation
could be enhanced.

Although efforts have been made to approach CSR from a reglonal
perspective, onslte supervision of production and processes are required,
Staff expressed desire and enthusiasm to be involved in communication and
planning.

+ Equipment and Suppiles

Q

An Intensive inventory of medical Instrumentation should be undertaken, with
the goal of having adequate Instruments and supplies to meet patient care
needs,

Instrument tray conflicts were a recurrent concern with the enlire pert-
operatlve team. This must be a priority Issue for perl-operative team; quality
of patlent care is being compromised, and acceptable standards are not belng
met. Flashing of insttrument trays and Implants Is routine at GNG and WH,
which does not meet standards.

Stocking and Inventory of disposable medical surgical supplies need to be
maintained and acquired by most appropriate provider. The professional staff
within perl-operative services require human resource support dedicated to
this function. (materlal management, purchasing)

Custom pack use should be explored to Increase efficlency.

Senlor management team needs to examine capital investment within the
surglcal program.

s Scheduling and Prioritization of Surgical Cases

o

Q

Q

There is opportunity for the organization to improve the planning of the
emergency schedule.

There is opportunity for the organization to explore allocation for the elective
blocks., '

Declsions regarding surgical prioritization of cases must be guided by
reglonal based utllization data.

NHS should examine, and conslder shifting their elective surgerles seasonally
(le hips and knees} to maximize surgical activity during historical slowdown
periods.,

Regional scheduling and booking policles could be established with the goal of
Improving efficlencles and reducing staff overtime.

Various members of the surgical team (anesthesla, surgeons and nurses)
expressed concern over the lack of assistance in the Operating Room. (OR
attendants, housekeeping) Efficlency lost due to insufficient support.

A key indicator of operating room efficlencles Is first case start, Barriers
impacting start times should be explotred.

NHS should identify the ability of anesthesia to work on increasing the scope
of services outside of the Operating Room to minimize disruption to the
Operating room and to recrult additional anesthesliologists.
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[e]

NHS should Investigate and suppott the movement of anesthesla manpower
across NHS through the standardization of equipment, processes and
documentation corporately.

+ Flow and Spacing

o)

o]

o)

There Is an opportunity to review the processes surrounding bed
management, with the goal of optimizing the surgical bed availabllity.

The creation of comprehensive bed management system may help gulde
corporate distribution of beds.

NHS should consider aflocating Walt Time Strategy resources to accommodate
the medical patients/emergency room overflow, to ensure surgical beds are
avallable for surglcal activity,

There |s opportunity exists to relocate various low acuity procedures to
alternative facllitles outside the surgical suite. (Pacemakers)

The operating rooms in St. Catherines General Hospital, Welland Hospital and
Greater Nlagara General Hospital are significantly congested, there Is notable
lack of storage space in the OR and Insufficient storage space within the
surgical sulte, Even with the expansion at GNGH, it appears that there may
not be adequate space for storage.

An opportunity exists to standardize CSR processes across the region.
Greater Niagara Health System has an opportunity te explore support
personnel within operating room to improve patient care and efficlency.

An opportunlty exists to create a standardized approach to pre-surgfcal
screening.

+ Information Management

o]

Although a comprehensive electronic OR management system has been
implemented, ongoing information management support for the system Is
unavailable,

Basic data reporting Is unavallable due to Insufficient Information Systems
support,

An opportunity exlsts to create an effective surglical surveillance program that
Is commitnicated to all staff,

Additional resources for education and tralning for the Perloperative and
Surgical areas should be explored,

Physical space must be designed to support confidentiality and patlent
privacy. (Surgical Day Care space 5CG, PACU SCG)

e Standards of Practice

4]

o]

o

There Is opportunity for NHS to assess the skill mix in the OR with the Intent
of Increasing flexibility and effectlve use of resources.

Standards of practice In the Operating Rooms and in the Post Anesthesia Care
Units need to be followed.

Quality Indicators for the Surgical/Perioperative Program need to be
established and monitored, In particular surgical infection rates.
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Section Two: SPAI Expert Panel Report Assessment
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This document provides a summary of the SPAI expert panel recommendations and
assesses the organization In terms of thelr current status, Recommendations from the
report that were specific to the MOHLTC have been removed.

Legend:

Status: Strong (recommendations Is met), In development (organization Is in process of
meeting the recommendations), and Opportunity {action required)
Timeframe: short term {1-6 months), medium term (6-12 months) or long term (12 months

and beyond).

SPAI RECOMMENDATION COMMENTS STATUS TIMING

AN ACCOUNTABILITY. FRAMEWORK .

R1 1. The corporate 1.in Short term
Hospltals that provide surgical Perioperative Committee | development

services establish an accountability that exists regionally 2.0n
frameweoerk for peri-operative needs Lo be reviewed, development
resources that Include the following The terms of reference
efements: i) the Board and Chief and membership need to
Executlve Office (CEQ) of the be reviewed/revised and
hospital are accountabte for communicated to all
governing and managing the members of the Surgical/
hospltal’s peri-operative resources, Perloperative team.
including patient safety, quality, 2.  We would recommend
efficiency and effectiveness; [i) an Implementing site specific
inter-disciplinary Peri-Operative perloperative committees.

Leadershlp Team Is directly The existing site
accountable to the CEO and committees need to he
responsible for the ongoing reviewed. Corporate
functioning of an effective peri- terms of reference for
operative service; and lii) a larger site commiittees need to
tnter-disciplinary group provides be developed .The site

support and advice to the comunittees would report
Leadership Team. to the corporate

perioperative committee.

‘MAPPING PERI-OPERATIVE PROCESSES- o S e
R3 The organization has Opportunity Short Term
Hospltals map their peri-operative Identlfied patient flow Issues
processes, analyze the results, and due to inpatient unit beds,
systematically identify areas for Intensive care beds, and Post
improvement, anesthesia care beds,

“BENCHMARICAND BEST PRACTICE TARGETS, ", " v o i o _
R4 NHS must suppott the Opportunity Short Term
The Ministry of Health and Long- completion of the
Term Care support the development | Implementation of the
and Implementation of an Ontario- Surgical Information System,
wlde program to develop surgical which is nol generating hasic
targets thalt draws on the expertise utilization data,
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SPAI RECOMMENDATION COMMENTS STATUS TIMING
of practitioners in the field, These Ongoing support of the
targets should be used by hospitals | Surgical Information system
to make improvements and by the is required.
Ministry and Local Health Integration
Networks to link funding with
performance.
RS The hospital recognizes the Opportunity Medium term
Hospitals review peri-operative best | need to review best practice
practice targets as part of thelr target, Through the action
annual operating plan process, planning, the organization
assess thelr progress in meeting will be reviewing peer best
each target and inltiate steps for practices, Focus group
improvement. participants Identified a need
to review scheduling
practices in terms of the
order of surgeries to
maxlmize Instrument and
CSR/CPD support.
Instrument Inventory Is a
significant Issue; significant
flash sterllization Is oceurring.
R6 Significant opportunities for Opportunity Long term
Hospitals review supply chain best tmprovement exist. Depletion
practice targets as part of thelr of baslc Inventory Is routine.
annual operating plan process, Opportunity for financlal
assess their progress in meeting savings through
each target and Initiate steps for standardization of product
improverment. In addition, Local e.g. joints Effictency through
Health Integration Networks should | use of custom packs should
bring a network perspective to be examined. Additional
supply chaln targets through such materlal management and
inittatives as bulk purchasing, purchasing support Is
instrument sharing and joint required.
inventory management, wheie
appropriate,
R7 The organization should Opportunity Medium Term

Hospitals allocate their operating
room resources based on a number
of factors Including patient need
(e.g., length of the walting list, the
urgency of the patient’s conditlon),
community priorities as determined
by Local Health Integration
Networks, the strategic priorities of
the organisation, and the lmportance
of retaining physicians by ensuring
that they have sufficient operating
time.

consider a comprehensive
and transparent prioritization
system for their urgent
cases. The Perioperative
commilttee should regularly
assess historical OR block
allocations and determine
whether reallocation should
be considered based on the
factors identifled In SPAI
Recommendation 7. Accurate
utilizatlon data should be
generated from Surgical
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Hospitals support the development
of a peri-operative supply chain
management systern.

opportunity to establish a
strang relatfonship with CSR.
CSR could benefit from
standardization of practices
across the region.

See also R.6

SPAI RECOMMENDATION COMMENTS STATUS TIMING
Information system to
support decisions.

R8 , The organization should Opportunity Short term
Hospitals co-ordinate and schedule create a process to guide
their urgent surgical cases as part of | identification and
thelr regular planned activity. imanagement of urgent cases.
-INFORMATION TECHNOLOGY AND MANAGEMENT = S R
RO Hospital has a newly In development | Short term
Hospltals have an Operating Room implemented IT system and
Scheduling System to support requires IT support to
performance Improvements within complete implementation,
individual hospitals, by Local Health | Resources are required to
Integration Network (LHIN) and complete the educatlion of
across the province, These users, and ongoing support of
improvements should include the system Is reguired from
tracking and reporting on a 1S,
minimum data set, supporting
standardisation of surgical
processes, and Integrating with
other hospltal-based information
systems. LHINs should take an
active role in group purchasing OR
Scheduling Systems and
encouraging groups of hospltals
within the LHIN to share these
systems.
R10 The hospital has a PEPR. The | In development | Short term
Hospltals have a Peri-Operative PEPR could benefit from
Electranic Patlent Record System streamlining and maodification
(PEPR) that Hinks to, or Is part of, to best support patient care
the hospital’s electronic patient needs efficiency and data
record. Hospltals that do not have a | collectlon.
PEPR In place should bulld the Resources are required to
requirements for such a system into | complete Implementation.
thelr Strategic Information
Management Plan and capital plans.
Local Health Integration Networks
should take an active role in group
purchasing PEPRs,
R1i1 The organization has Opportunity Short term
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SPAI RECOMMENDATION

COMMENTS

STATUS

TIMING

:HUMAN RESOURCES - -

Local Health Integration Networks
review the surgical services that
exist, and identify opportunitles to
develop reglonal surgical systems
that promote efficiencies, safety and
meet local needs, These systems
should conslder a range of options
including as Centres of Excellence
for surgery, more speclalised

activity has to begin with
director of surgical program
meeting with other LHIN
directors.

R15 The perioperative team has In development | Long term
Hospitals support the development expressed interest In
of Innovative Interdisciplinary peri- developing Innovative
operative teams that include the use | interdisciplinary perloperative
of other healthcare providers in team.
addition to surgeons,
anestheslologlsts and nurses.
R1i7 The perloperative team has In development | Long term
Ontarlo hospitals incorporate the use | expressed interest in
of teams to provide anesthesla developing innovative
services. Depending on the type of | interdisclplinary perioperative
hospital and the surgery, anesthesia | team.
teams could include a combination Opportunity exists to increase
of anesthesiologists, anesthesla the scope of anesthesla
asslstants, advanced care nurse services outslde of the Ors to
practitioners, respiratory therapists | minimize disruption to the OR
and others, schedule and increase
anesthesla manpower.
-EDUCATIO Lo T :
R18 The organization needs to Opportunity Long term
The Nursing Secretariat of the explore the opportunity for
Ministry of Health and Long-Term Increased educator resources,
Care, nursing regulatory bodies and | One nurse educator for the
academic Institutions develop a Surgical/Perioperative
standardlsed operating room nursing | program on 6 sites Is
education program across Ontario. insufficlent.
Innovative methods should be used
to support this program such as
distance education. In addition,
hospitals should have a peri-
operative education resource
avallable to help nurses maintain
appropriate surgical clinical
knowledge and skills. )
‘ORGANIZATION OF REGIONAL SURGICAL SERVICES TO IMPROVE EFFICIENCIES |7 Waiiiini i
R21 Particlpation in LHIN planning | In development | Short term
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SPAI RECOMMENDATION

COMMENTS

STATUS

TIMING

surgerles in a few hospltals, and less
complex, higher volume surgeries In
a wider range of hospitals.

._NEXT__STE'I?SZ:""“ .',' T

R22

The Minlstry of Health and Long-
Term Care support the development
of Expert Improvement Coaching
Teams to help hospitals Improve
their peri-operative efficiencles.
Made up of peers with experience in
effective management of perl-
operative resources, the Teams
should asslst hospitals with
planning, mapping thelr processes,
analyzing the results and identifying
areas for Improvement {as noted In
Recornmendation 3), and
determining optimal human
resources and scheduling.
Furthermore, the Ministry should
provide Incentives to hospltals to
participate In this Initiative and help
make improvements.

The organizétlda éhéd[d be

acknowledged for early
engagement in the
perioperative improvement
expert coaching team process
to help Improve efficiency
and performance In thelr
perioperative program.

In development '

short term
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Section Three: Action Plan
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