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Identify Data to Be Collected for Measuring Redesign Outcomes

The purpose of collecting data before, during, and after workflow redesign is to detect
whether a change is an improvement. After issues from the current state are analyzed, the
team should set specific goals. For example, if the practice would like to improve the capture
of smoking status in the EHR, the team should collect data about the number of patients
with smoking status entered correctly before and after workflow changes have been
implemented.

Map Future “To Be” Processes

Designing the solution for the future state should focus on the efficiency, effectiveness,
and quality of care. Ideally, the future state will have fewer steps, faster tasks, and/or less
opportunities for failure. Waste should be minimal. After the team has an understand-
ing of the new process, it should map the future process using a diagraming tool so that
everyone can visualize who will be doing which task.

Test New Workflows and Processes

Before deploying the new workflows throughout the organization, it is helpful to test the
workflows in a controlled environment with as much variability as possible. Try testing
the workflows during different times of the day and with a variety of individuals who
will be performing the tasks. Adjustments can be made to the new workflows as needed.

Train Individuals on New Workflows and Processes

After the new workflows are field tested, it is important to take the time to properly
train all individuals who will be performing the tasks. This important step will enable
staff members to complete tasks with high quality, efficiency, and safety.

“Go-Live” With New Workf{lows

During “go-live” of the new workflows, it may be necessary to lighten the appointment
schedule or patient load. It would also be helpful to have extra team members available to
help coach individuals through the new workflow and solve any problems that may arise.

Analyze Data and Refine Workflows

At a set frequency, the team should analyze the data and determine whether goals are
being achieved. If not, the team will need to investigate any bottlenecks and failure
points. Based on the analysis, new workflows should be refined.

USING SOFTWARE TO SUPPORT WORKFLOW REDESIGN

There are several out-of-the-box software tools that allow users to create workflow dia-
grams by using drag-and-drop interfaces. One commonly used tool utilized in the health
care industry for workflow maps will be used to demonstrate how to create a workflow
diagram. The tool we utilize is Microsoft Visio Premium 2010 (Microsoft Corporation,
2014). Steps to designing a workflow in Visio are described later. We have also provided
a template with standardized shapes used within Visio and other software applications
that are common best practices for process mapping. The shapes include such elements



Copyright © ${Date}. ${Publisher}. All rights reserved.

9: Workflow Redesign in a Quality-Improvement Modality 233

Basic Flowchart Shapes (U.S. units)
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FIGURE 9.3. Common standardized process mapping shapes.
Source: Microsoft Corporation (2014).

as squares for steps in a process and diamonds for decision points (see Figure 9.3 for
commonly used shapes in Visio; Microsoft Corporation, 2014).

Steps Needed to Create a Workflow Diagram

The steps used to create a workflow diagram in many of the software applications are
similar. In Microsoft Visio 2010, the following steps are used to create a simple work-
flow diagram:

Launch Microsoft Visio.

Select a template or blank drawing.

Click and drag shapes from the shapes column into the drawing.

vV v v Vv

Double-click on a shape to add or edit text within the shape to describe the step
in the process.

» Click on “Connector,” highlight a shape, and drag to another shape to add lines
with arrows to indicate the flow of steps or tasks in the process.

» Shapes and connectors can be resized and moved by clicking a corner and hover-
ing over the object until the cross with arrows or diagonal resizing arrows appear.

» Shapes and connector can be deleted by clicking on the object and clicking the
“delete” button on the keyboard.

» Save and name the diagram.



1I: Point-of-Care Technology

234

_— ‘9sn [njSuruedwt ‘NN ssauf[t Iuasaid jo L101s1y ‘[dH
ul 18JUNOOUS BU} S8SOID {P102a1 Y12y d1uo1d22 YHH Hoddns uoisap [edtutp ‘sad
“MOTJIOM 11STA 301JO e 10 1ap1aoid pue ‘110ddns
asinu ‘oueuims Judned Sunou welderp dUL|WLIMS 210N
‘aredura) uS1sapa1 mopjIoM $'6 TINDIA
(mopppom -
sI8pIQ 988) s|eusjEWw
fiessaoau se Fhw_%wﬁﬂuhwwmq # /SUOHONIISUL YHM m
— slapio sede|d ; Juaijed sapinoid <.
s8|n1 §aJ ueAsjal o
awsajdw) D
R =
sasoubeip anpoe
pue Emmh:o Jo181]
wajqosd ulejulen HH3 UOEISHIOM ool
:saA1399[q0 NIN_| vmv.w ‘_Mpwm__‘_mm_:._w_ ojur wexa [easiyd wexa IdH mEooﬂ ojuo sboj wexa Buusjue
m_._m_mo A M.m n. 1 gswalshs jo [ reaisAuyd swiopad | PUE jushe pue uaned sjeaib 210J9g MBINGI
1a Epdan MB1AB) SIUBWINDO( Ui sinsuog ‘Wool ay) si8jug WBYD SuLopag
_— [y
19p|o
10 p|o sieak g1
sjuaned Joj snjejs
Buijows piosay
aAR0alqo NIN_| e
_ SuolEDIPSLY ?Mwm.%mﬂumc._& W00 saAEs)| =z
1s1) ABsajje Juaung g saifig)e ® s ‘s #| pUE UOIJEIS HIOM o
uopea|paw \ picoal g Ausp .ﬁ.o_um,,.c._ ysed S8IN085 o
& UopBa|Ra ‘Ai0jsIH piooay Jnm..
aAnoeR uRuIel )
1s9A192(q0 NN | c
o
1 E
sub|s jepA Ul 019 “duwa)

: i, piooal HH3 ol . eale snjels panie, =
wﬂﬂ_“w—”_.ﬂﬂmw“u -M_M_M”HDMHMM JIU008|2 SusnEd [ sfio| g WOO! Wexa |4 M“__mwwmhm_ x_umn_M“m . ol 0} SH0osE | ened g a|npayss s
:2A193190 NI ’ uado @ 109j95 03 jusijed s}110053 sJuened SUIEKO pue jusied syga1n HH3 smalp

3
o
=
Ul %0040 g seAIY || =
>
=

1V 1dINTI1L MOTAMHOM LISIA 301440

‘pansasal sybul Iy -{1aysiiand}s {ereals o wbuAdoo




Copyright © ${Date}. ${Publisher}. All rights reserved.

9: Workflow Redesign in a Quality-Improvement Modality 235

The aforementioned steps reflect a basic workflow, but Visio enables the end user to design
swimlane diagrams with roles and responsibilities depicted as well as shapes that reflect
decisions, processes, data, documents, and other important functions you may wish to
reflect in the diagram. See Appendix 9.1 for screenshots reflecting the steps mentioned
here and other functions of Microsoft Visio.

Working With Templates

The RECs across the country focused a great deal of effort in designing support ser-
vices for providers and small hospitals in workflow redesign of processes, as they adopted
an EHR moving from paper to electronic environments, or as they upgraded old sys-
tems to certified EHR systems. The RECs participated in CoPs to collaborate and share
lessons learned and best practices to help providers meaningfully adopt EHRs. One of
these CoPs was focused on practice workflow and redesign (PWR). The PWR CoP iden-
tified a series of high-priority workflows in the ambulatory setting and developed tem-
plates to help providers kick-start the process of EHR adoption and meaningful use
(Health Information Technology Research Center, n.d.). The workflow templates devel-
oped by the PWR CoP included “meaningful use” flags on certain steps within a process
where meaningful use measures could be collected. Figure 9.4 illustrates a swimlane
diagram reflecting the workflows for a routine office visit in the ambulatory practice
setting. The full set of workflow templates developed by the PWR CoP is available at
www.healthit.gov/node/291. Templates like the ones developed by the PWR CoP can
help organizations by using the standardized templates to begin the process. The follow-
ing are recommended steps for using a template:

1. Identify a template useful to the process you intend to improve.

2. Convene a group of stakeholders involved in the process and have the group
examine the template and mark up (pen and paper or electronic approach) the
template as to how their process differs from the one reflected in the template. This
step frequently identifies additional steps that may equate to potential inefficien-
cies; often issues are noted by the end users in their notes on their process when
comparing it to the template.

3. Use Visio or a similar tool to recreate the workflow based on the organization’s
notes. Your template may also be a Visio diagram that allows you to take the tem-
plate into Visio and modify the diagram.

4. Return the modified workflow to your stakeholders and verify that what you have
designed in the new workflow diagram is reflective of their process.

5. Finally, observe the process several times in the practice setting to validate that
the workflow diagram represents all steps, roles, and responsibilities within the
process. Frequently, end users do not always realize what “everyone” does in a
process. Observation helps verify what is really occurring and not the perception
of what the end user believes is happening. Again, issues in the process and inef-
ficiencies are often identified through observation.

6. If changes are noted by the observer, they should be noted on the diagram and a
third version of the diagram prepared.



