Facilitator's Packet

Group Facilitation Outline

Problem: Monitoring lipid levels in-patients with IHD.

Goal: Reduce LDL levels to below 100mg/dl in patients with IHD

Force Field Analysis:

I. Driving forces vs. Restraining forces (overhead)

A. Patient influences

B. Personal influences

C. Educational influences

D. Economic influences

E. Administrative factors

F. Other factors (not included above)

G. Questions to add if group is lost:

1. What about your VA facility makes it easy for clinicians to comply with this intervention?

2. Why might clinicians NOT wish to participate with this intervention?

II. If you get stuck on one issue…

A. Use affinity grouping (like groups organize to present items)

B. Multivoting to identify the most likely items to present the most significant barriers/driving forces to implementation

III. Support Strategies

A. Give specific examples of strategies

1. Buy in from Chief of Medicine (Staff)


2. Verbal support by COM for PR purposes

3. Clinician education

B. Alternative courses of action

C. Prioritize strategies


D. Get feedback as to what strategies can be used for each facility

IV. Brief presentation from each group summarizing the general key implementation problems and general key support strategies identified by each facility.

V.       Review the intervention step-by-step (overhead)

A. How could the process of care breakdown or fail to follow the recommended guideline (failure mode effects analysis table)

1. Brainstorm about reasons this may occur 

2. The severity of each failure (scale of 1 to 5)

3. Likelihood of failure occurring (scale 1 to 5)

4. Impact (S X L)

B. What would support the implementation of the guidelines and address the potential problems cited above.

VI. Prepare brief presentation for summarizing the key implementation problems and key support factors identified by each facility specific for the intervention.

VII. Design a Measurement System

A. Input measures (patients being managed with the intervention)

1. Lipid Measurement and Management System should correctly identify these patients

2. Validation can occur at the facility

B. Process measures (key elements of the intervention being followed)

1. Are patients being contacted to have their lipids checked?

2. Educational materials up-to-date and accessible?

3. Proportion of patients participating (where applicable)

4. Proportion of providers participating (where applicable)

C. Outcome measures (intervention achieving its key goals)

1. Feedback from LMMS—changes in LDL levels

2. Other key outcomes include: hospital admissions, cardiac procedures, death, etc

VIII. Data Collection Questions/Technique

A. What forms should be used to collect the data?

B. Who will collect the data?

C. How often will the data be collected?

D. Who will be responsible for maintaining the measure?

E. What is the unit of analysis?

F. How will the data be fed back to Seattle?

IX. Logistics


A. Assess environment/technical issues

B. Leader/director needs to be chosen

C. Assign responsibilities

1. When will activities be done?

2. How much time each activity will take?

D. Do any additional people need to be recruited?

E. Brain-storm alternatives

X.
Groups should prepare a brief presentation to summarize what their measurement system will look like.

I'm hoping a lot less of you are looking like this…[image: image1.wmf]
…and a lot more are looking like this.
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Driving Forces



Restraining Forces

1. Patient Influences



1. Patient Influences

2. Personal Influences



2. Personal Influences


3. Education Influences



3. Education Influences

4. Economic Influences



4. Economic Influences

5. Administrative Factors


5. Administrative Factors

6. Other factors




6. Other factors

Questions to clarify points:

1. What about your VA facility makes it easy for clinicians to comply with this intervention?

2. Why might clinicians NOT wish to participate?
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Support Strategies

· Examples should be given to help participants brainstorm

Support from the Chief of Medicine (Staff) is important :
(a) Logistically he has to know what research projects are taking place in the institution

(b) He is an opinion leader and is respected by other clinicians

(c) Other clinicians will accept the intervention more readily if the COM verbally supports it.

Clinician Education

(a) Clinical champion should do short educational sessions

(b) Review IHD Module 8 Guidelines

· Alternative Courses of Action

Specify if certain strategy does not work what is the alternative?

· Prioritize Strategies

Numerically list them in order of priority to get a clear picture of the importance of each


Presentations from each facility describing general intervention implementation problems and support strategies 

Step-by-Step Review of the Intervention

(Failure Mode Effects Analysis Table)

	Intervention Step
	Reasons for Breakdown 
	Severity

(1 to 5)
	Likelihood

(1 to 5)
	Impact

(S X L)
	Support factors

	1. Personnel:

Physician Director

Lipid Nurse Specialist

Pharmacist
	1. No $ to hire new employees

2. No incentive for new employees to take on more responsibility

3. No qualified personnel
	5
	3
	15
	No $ needed present clinical champions willing to take on responsibilities and are qualified

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	



 Each Group prepares a brief presentation summarizing the key implementation problems and key support factors identified for the intervention

Measurement System

· Input Measures
Patients managed with the intervention

Lipid Measurement and Management System database should correctly identify    patients 


Validation can occur at the facility level

· Process Measures

Specific to the intervention: key elements of the intervention that need to be followed


Examples:

1) Are patients being contacted to have their lipids checked?

2) Are educational materials up-to-date and accessible?

3) What is the proportion of patients participating?

4) What is the proportion of providers participating?

· Outcome Measures

Is the intervention achieving its goals?


Lipid Measurement and Management System will be gathering this data.


Data Collection Questions

	Measure
	What forms/database should be used to collect the data?
	How Often?
	Who is responsible for maintaining the measure?
	Who will collect the data?
	Feedback method and frequency

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	




Logistical Questions

· Environment/Technical Questions

Is there physical space for the intervention to take place?

Is there access to computers/software to keep track of data and patients?

· Personnel Issues

Let's start naming names:


Leader/Director needs to be chosen


Who will serve what function?


When will activities be done?


How much time will each activity take?

· Do additional people need to be recruited?

· Brainstorm alternative plans

Facility Groups should meet to summarize what their measurement system will look like

Comment:


This page can be used on an overhead projector as a transparency.








Comment/Suggestions: 


Simultaneously write strategies on the flip chart or white board while participants make suggestions with an alternatives column.





Comment/Suggestion:


You can use this as a transparency and add steps specific to your intervention so have the steps ready in mind to jot down.  The other columns can be filled in by the participants.  Example given was for the case management intervention.





� EMBED MS_ClipArt_Gallery  ���





Comment/Suggestion:


Stress to participants that Process Measures will be their key goals.  We will have the data for each facility but if the data does not change we need to track process measures goals that are not being achieved.





Comment/Suggestion: Since LMMS will be able to track outcomes, the emphasis on data collection should be to track process measures ideally with a local database.
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