
Emergency Medicine Res ident Weekly Academic Lecture  Review Optimiza tion 

 

Category of s ubmis s ion (s e lect as  many as  apply):  

Res ident/ Fellow Project 

 

IOM Domains  that this  project addres s es  (s elect as  many as  apply)  

Effective 
 
Pleas e  s hare  how you defined your project. Cons ider addres s ing the ques tions  be low. (Max 500 

Words )  
Wha t wa s  the  identified Qua lity Ga p? - Wha t wa s  the  im provem ent ta rge t? - Wha t wa s  the  tim e line  of the  
project? - Who were  the  s ta keholders ? - Wha t wa s  the  s takeholders ' input? - Wha t wa s  the  m ethod for 
collecting s ta keholder input? - Wha t wa s  the  potentia l for s ignifica nt im pa ct to  the  ins titution? - Wha t wa s  the  
potentia l for s ignifica nt im pa ct to  s ocie ty? 

Review of weekly academic lectures  is  a  core  component of ongoing accredita tion for the  
Emergency Medicine Res idency under the  Accredita tion Council for Gradua te  Medica l Educa tion 
(ACGME) Section.C.e .c. IV6. In the  pas t, the  eva lua tion of thes e  lectures  has  been s poradic, with 
paper forms  handed out to random s ubs ets  of a ttendees  with no overs ight of completion, 
ba lancing between weeks  to prevent overburdening, or follow up for the  pres enters  for future  us e . 
Thes e dis crepancies  can be cited as  ACGME viola tions , putting the  program's  accredita tion a t 
ris k. Between J ul19 and J un20 compliance was  63%. There  is  no s tandardized proces s  to do this . 
The goa ls  of this  project were  to increas e  the  compliance of eva lua tion of completion to a t leas t 
100% partic ipa tion for each clas s , ba lance the  tasking acros s  each clas s  to avoid too heavily 
re lying on the s ame individua ls  to complete  the  eva lua tions , and provide a  mechanis m for 
lectures  to review the feedback that they receive from completing s a id lectures . The timeline of 
the  project was  one month each to define the  problem, meas ure  the  bas eline  information, and 
ana lyze the  da ta , followed by s ix months  to measure  the  improvement a rchitecture  and one 
month to es tablis h the  control plan. The s takeholders  were  the  res idents  required to complete  
the  s urveys  and pres ent the  lecture  content, and their input (focus ing on their thoughts  
s urrounding the current proces s ) were  collected us ing nomina l group technique and organized 
with an a ffinity diagram. The potentia l impact focus ed on improved qua lity of lecture  from hous e 
s ta ff and grea ter s ens e of owners hip of the  proces s .  

 
P leas e  des cribe  how you meas ured the  problem. Cons ider addres s ing the ques tions  be low. (Max 500 

Words )  
Wha t da ta  s ources  were  us ed? - Wa s  a  num eric  ba s e line  OUTCOME m ea s ure  obta ined? - Wha t de fined the  
s a m ple  s ize? - Wha t counte rba la nce  m ea s ures  were  ide ntified? - Wha t num eric  ba s e line  COUNTERBALANCES 



were  obta ined? - Wa s  the  outcom e m ea s ure  c linica lly re le va nt? - Wa s  the  outcom e m ea s ure  a  na tiona lly 
recognized m ea s ure ? 

The da ta  us ed to meas ure  the  bas eline  and the improvement included the numbers  of 
eva lua tions  s ubmitted for each lecture  during weekly academic s es s ions . Under the  origina l 
proces s , there  was  no inter-clas s  accountability, s o it was  unclear the  amount of participa tion by 
year group. 

 
Pleas e  des cribe  how you analyzed the  problem. Cons ider addres s ing the ques tions  be low. (Max 500 

Words )  
Wha t wa s  one  fa ctor contributing to  the  ga p? - Were  m ultiple  fa ctors  contributing to  the  ga p? - Wa s  a  
s tructured root ca us e  a na lys is  underta ken? - Wha t wa s  the  a ppropria te  QI m ethod or tool us ed for root ca us e  
a na lys is ? - Wa s  a  root ca us e  a na lys is  pe rform ed prior to  identifying potentia l s olutions ? - Wha t wa s  the  
ra tiona le  for s e lecting inte rvention(s )? - Did the  project us e  a  QI method or tool for s e lecting inte rvention(s )? 

The problem was  ana lyzed us ing nomina l group technique and affinity diagrams  to determine 
critica l to qua lity as pects  of the  proces s  and cus tomer requirements . A proces s  flow diagram 
was  es tablis hed to identify the  neces s ity of every s tep in the  current proces s . A root caus e 
ana lys is  with circ le  voting determined the highes t priority changes  as  determined by the  group. 

 
Pleas e  des cribe  how you improved the problem. Cons ider addres s ing the  ques tions  be low. (Max 500 

Words )  
Wha t wa s  the  im plem enta tion of inte rvention(s ) (da te / tim e  of go live )? - Wa s  the  ta rge t m ea s ure  re -m ea s ured 
a fte rwa rds  with com pa ris on gra ph? - Wa s  a  s tructured pla n for m a na ging cha nge  us ed? - Wa s  the  project 
counte rba la nce  re -m ea s ure d with a  com pa ris on gra ph? - Wa s  the  counte rba la nce  a dvers e ly a ffected? - Is  the  
im provem ent in ta rge t outcom e m ea s ure  s hown? - Wa s  a  s ta tis tica l s ignifica nce  dem ons tra ted in the  outcom e 
m ea s ure? 

After the  proces s  flow map identified non-va lue added s teps , a  new s ubmis s ion s ys tem was  
des igned that tracked individua l participa tion to avoid over-as s igning the  s ame individua ls  and 
a llowed for better rea l-time ana lys is  of overa ll compliance. This  s ys tem was  tes ted for three  
months  before  a  change was  made wherein monthly tota ls  were  publis hed to s how inter-clas s  
participa tion and publicly identify weak points . There  was  a  s ta tis tica lly-s ignificant improvement 
in the  proces s , the  goa l of 100% participa tion was  not reached. 

 
Pleas e  des cribe  the  control phas e of your project. Cons ider addres s ing the ques tions  be low.  
Wha t were  the  le s s ons  lea rned from  the  project? - Wa s  the re  com m unica tion to  s ta keholders  of the  s um m a ry 
of the  project, a nd le s s ons  lea rned? - Wa s  a  proces s  owner identified? - Did the  proce s s  owner a cknowledge  
owners hip of ongoing m onitoring? - Wha t control m ea s ures  were  identified? - Wha t wa s  the  rea ction pla n for 
de fic ie ncies  ide ntified in the  control m ea s ure? - Wa s  the re  a t lea s t one  yea r of s us ta ined m onitoring 
dem ons tra ted? - Wa s  the  project s ucces s fully diffus ed in s chola rly form  (i.e . pos te r, ma nus cript, e tc)? 

The control phas e of the  project cons is ted of identifying different thres holds  of non-compliance 
with triggered res pons es  to prevent exces s ive devia tion from the goa l, with different members  of 



the  team res pons ible  for different as pects  of the  phas e. Specifica lly, when compliance drops  
below 80% for a  given week, an a ll-res idency announcement is  made reminding as s igned 
individua ls  to complete  their eva lua tions . When, for a  given month of lectures , an individua l 
clas s ’s  compliance drops  below 70%, a  ta rgeted communica tion with that clas s  occurs  including 
a  graphica l repres enta tion of their s ta tus  vs  thos e of other clas s es  to encourage increas ed 
s ubmis s ion. The project was  intended to be pres ented a t the  hos pita l’s  qua lity improvement 
s ympos ium, but an academic s cheduling conflict prevented its  eva lua tion. 

 

 

 

Attachments 

CTQ Tree 

Baseline Analysis 

Baseline Process 

Root Cause Analysis 

Future State Map 

Control Map 

Post-Improvement Analysis 

Post-Improvement Analysis 2 

 

 

 

 

 

 

 

https://drive.google.com/file/d/1L-Lk1843htbveZoK1zhGSISmHzO6WzHr/view
https://drive.google.com/file/d/1RN5ZNePxpGFNdlNxMNaMt7SgD6oKiV0H/view
https://drive.google.com/file/d/1_OtGkCg8xX129YO5pmDmrkzEMP4IMwbx/view
https://drive.google.com/file/d/1qcpX11aLgAM3hE3LaUW8QpoCGEupbwXk/view
https://drive.google.com/file/d/1H6UcC6K8r9JXJk0XslwlpyhCj-DzaK-I/view
https://drive.google.com/file/d/1Q6oBG2zBc9PJUbHPufFZtgkm04hsO3FZ/view
https://drive.google.com/file/d/16Kqd_zFWP9WzJsVA8ecjeIg_EM2hMjRg/view
https://drive.google.com/file/d/1Ay2smKlI3lhU3jiTGMQwuJhnTWoBjkOb/view

