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Overview:  Leadership, Planning, and Human Resources:  

Alegent Health leadership guides and sustains our organization by developing, 

establishing, and communicating its vision, strategic priorities, values, and performance 

expectations.  Each of these components focuses on patients, quality improvement, learning, and 

managing for innovation. 

The vision statement says the organization seeks to "Pioneer exceptional quality through 

compassionate, collaborative, health services that measurably improve the lives of those we 

serve and those who serve."  Of note is the word “pioneer”.  Alegent Health is not satisfied with 

the status quo.  The organization does not strive to follow well, but instead, to lead with purpose.   

The strategic priority mandate for Quality is to "Differentiate our services by creating and 

delivering value through measurable, evidence-based clinical excellence, operational efficiency, 

and outstanding experience."  Once established, these components cascade to each Alegent 

Health facility, service line, and unit so that each can develop targeted goals and performance 

measures for strategic priority accomplishment and the resultant vision achievement. 

  Quality is but one of the strategic initiatives emphasized at Bergan Mercy Medical Center 

(BMMC), and it is an integral part of the campuses overall planning.  The Operational Plan also 

addresses Relationships, Continuum, Growth, and Stewardship.  For continuity, Alegent Health 



leadership developed Strategic Initiatives and Measurement Goals for Quality, and campus-level 

leaders have the responsibility for achieving each Strategic Initiative.   The Quality strategic 

initiatives and measures are:  

 Do No Harm and Improve Outcomes – Implement the quality plan, reduce clinical 

variation, and improve care coordination.  One initiative metric is to achieve quality and 

safety composite scores.  The safety composite scores include Surgical Care 

Improvement Project (SCIP) measures.   

 Process Innovation – Develop a culture of continuous process improvement through Lean 

processes and techniques.  Expand process innovation skills and capabilities.  Leverage 

networking opportunities to identify and share best practices.   

 Strategic Performance Measures for Quality include a 96% Value Composite goal– an 

amalgam of scores that includes quality, safety, and efficiency measures.  SCIP is a 

component of the safety measures, as are processes related to preventing hospital-

acquired conditions.  Performance is assessed and reported weekly and monthly to 

operations directors, physicians, and campus leadership. 

   The Alegent Health Quality Plan is a comprehensive, system-wide outline that includes 

initiatives, indicators, and targets for each individual campus.  Key initiatives for FY12 include 

the Value Composite (including SCIP), National Patient Safety Goals, Nursing Sensitive 

Indicators, Mortality, and initiatives specific to various service lines and patient care settings.  

Quality goals are included in department performance measures and form the basis for 

department leader and staff individual performance measures.  Organization leadership sets the 



standard by including Quality goals in their individual performance measures.  These are shared 

with direct reports, setting the expectation for meeting these performance measures and holding 

them accountable for individual, department, and organizational Quality goals. 

  Bergan selected the Surgical Care Improvement Project with a focus on inpatient  post-

surgical care.  The specific focus of the project included SCIP 3 (prophylactic antibiotics 

discontinued within 24 hours after surgery end time), SCIP 9 (urinary catheter removed on post-

operative day 1 or day 2), SCIP 10 (peri-operative temperature management), SCIP VTE 1 

(recommended prophylaxis ordered), and SCIP VTE 2 (recommended prophylaxis received).    

  Early in 2011, BMMC evaluated its overall SCIP performance for a two-year period.  

While several changes positively impacted care and improved overall SCIP performance, 

postoperative management of prophylactic antibiotic, temperature, urinary catheter, and VTE 

prophylaxis did not improve significantly.  In fact, SCIP fallouts only marginally decreased.  

Thus, an opportunity existed to improve the reliability of surgical patient, evidence-based care, 

beginning with inpatient admission from the surgery suite and continuing through postoperative 

days one and two. 

  Key stakeholders were patients, nursing staff, physicians, and quality improvement staff.   

A change in philosophy occurred:  identification of “SCIP patients” ceased, and ALL surgical 

patients benefited as “SCIP patients” postoperatively through receipt of evidence-based care 

through a "leaner" process.  A pilot program was planned, implemented, and evaluated with 

inpatient unit nursing staff involvement.  SCIP failures were significantly reduced, and evidence-

based care is now provided to an expanded patient population with greater reliability and 



efficiency.  The result is improved patient safety and increased nursing satisfaction.  Use of 

Alegent Health evidence-based leadership principles will sustain the new process. 

  This issue has importance to our organization and patients in several ways.  SCIP 

measure compliance means better care for all surgical patients, not just those who meet the 

inclusion criteria.  Application of these measures to this broader population will reduce 

complications and improve outcomes.  Nursing and physician satisfaction improves because of 

higher quality and safer care provided, along with associated efficiency gains.  Improved SCIP 

adherence translates into better performance as measured by Bergan's Value Composite, which is 

a strategic and quality initiative.  This higher performance level also translates into improved 

reimbursement from the Center for Medicare and Medicaid Services’ Value Based Purchasing 

program.  Simply put, the best outcomes are rewarded, which serves the interests of the hospital, 

but most importantly, the patients. 

 

Methods:  Patient and/or Community Focus. 

  The Alegent 40 Committee, a group of leaders and educators from inpatient nursing 

units, pharmacy, surgical services, and quality improvement staff that is focused on effective 

core measure compliance, identified this opportunity for improvement.  A data review revealed 

overall SCIP performance and individual measure fallouts had not improved significantly from 

FY10 to FY11.  The approach selected was to change the SCIP focus from defined SCIP patients 

to all surgical patients.  The intervention timeframe was March through July of 2011.  The 

proposed pilot project was presented to the Quality Council in March and to the Medical 



Executive Committee in April in order to obtain broad-based leadership and physician support.  

Both bodies actively supported launching the pilot in an effort to improve surgical patient care.   

  An inpatient unit with a wide variety of clinical conditions and moderate surgical patient 

volumes was selected for the pilot project. A process improvement team, with representatives 

from the inpatient unit and quality improvement department, designed the proposed process to be 

tested. The SCIP checklist was revised to be simpler and leaner.  A staff survey was completed 

prior to pilot launch on April 6, 2011.  Nursing staff were trained on the new process, and 

performance expectations were developed and communicated.  The change was tested for four 

weeks, with some tweaking of the process and revisions to the checklist along the way.  SCIP 

performance metrics were reviewed and evaluated, and a post-pilot staff survey was conducted.  

In May and June, the pilot was expanded to include three additional units. Nurses from these 

units were actively engaged in evaluating results and proposing additional changes to the process 

and forms.  In July, results were again evaluated and final revisions adopted.  The new SCIP 

process is currently being implemented on all inpatient units at Bergan Mercy Medical Center.   

  The Quality Council requested and received updates on the progress and outcomes of the 

project.  One nursing leader saw the improvements on the units participating in the pilot and 

requested to be included in the project earlier than planned.  She said, “It obviously works, and 

we want it for our patients now.”     

 

Results & Lessons Learned: Process Management and Organizational Performance Results: 

  The process improvement method selected was FOCUS-PDCA, and several PDCA 



cycles were used during the pilot project.  Lean principles were also utilized in design of the new 

process and checklist.     

  The major positive impact that resulted from this initiative has been a significant 

reduction in failures of SCIP measures.  There have been no SCIP measure failures during the 

time period subsequent to initiating the pilot (three failures occurred during the first week of the 

pilot).  These results demonstrate improved reliability in providing safe, evidence-based care for 

our surgical patients.  The following table depicts the fallout reductions.  A graphic 

representation of this information is attached. 

SCIP “Fallouts” 

Measure FY10 FY11 FY12 (YTD)* 

SCIP-3 (Abx d/c within 24 h) 36 23 0 

SCIP-9 (Urinary cath removal) 37 31 0 

SCIP-10 (Temp management) 3 11 1** 

SCIP –VTE1 (prophylaxis ord) 9 4 1** 

SCIP–VTE-2 (prophylaxis adm) 12 5 1** 

FY data runs from April 1 – March 30. 

*FY12(YTD)includes data from April 1, 2011 – August 26, 2011. 

** Fallouts (failure of the measure) occurred during the first week of pilot. 

 

 



 Overall SCIP measure performance improvement also resulted from this intervention, as 

demonstrated by the table below.  FY data runs from April 1 – March 30 for each year.  FY12 

(YTD) includes data from April 1 – August 26, 2011. A chart with this information is also 

attached. 

SCIP Performance 

Measure FY10 FY11 FY12(YTD) 

SCIP-3 (Abx d/c within 24 h) 97.2% 98.0% 100% 

SCIP-9 (Urinary cath removal) 92.2% 96.2% 100% 

SCIP-10 (Temp management) 99.6% 99.1% 99.4% 

SCIP –VTE1 (prophylaxis ord) 95.6% 98.4% 99.1% 

SCIP–VTE-2 (prophylaxis adm) 94.7% 98.0% 99.1% 

  A staff perception survey was conducted pre- and post-pilot.  Although there was not an 

abundance of data, the surveys helped to identify the problems and reinforce the results of the 

pilot.  There was an overall shift in responses from “not satisfied” to “mostly or very satisfied” 

when comparing the pre-and post-pilot responses.  The most significant finding was the 

difficulty in identifying SCIP patients and the reliance on the charge nurse to provide direction  

in caring for SCIP patients.  Pre-pilot comments included: “Never know what surgical 

procedures require SCIP”; “Hard to determine who is SCIP w/out stopping and researching it”; 

and “If the orange sheet is on the chart, I know they are SCIP, otherwise I don’t”.  Participating 

improvement team staff reported positive nursing feedback about the improved ease and 

efficiency of the new process.    



  There were no major barriers encountered initiating this change.  All leadership levels 

supported this effort, and staff was actively engaged in the process.  In the future, more front-

line staff participation will be considered in the early, project-planning phases.  Only staff from 

the pilot unit participated initially, but when staff from other units was added, group output 

improved because of additional creative and innovative inputs.  The momentum gains validated 

that there truly was “safety in numbers.”  Finally, the nursing perceptions survey revealed 

improved nursing staff satisfaction. 

  The intervention sustainability is high because of front-line staff engagement.  The same 

is true for its replication ability.  The process was “hardwired” using evidence-based leadership 

principles.  The basic FOCUS-PDCA methodology guided the team throughout the improvement 

process.  This particular methodology information is readily available to others, and the process 

and checklist could be used at any hospital.  Bergan is also considering a similar project to assess 

our processes and checklists in an effort to improve care for stroke patients.  

Attachments include: 

 Charts depicting fallout reduction and post-pilot SCIP measure performance 

improvement. 

 Current SCIP process checklist - “Checklist for SCIP Excellence” (printed as a 2-sided 

sheet on orange-colored paper). 

 Revised SCIP process checklist  - “SCIP Post-op Checklist”(printed as 2-sided sheet).  

 


