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ABSTRACT
Background Cardiothoracic surgical programmes face
increasingly more complex procedures performed on
evermore challenging patients. Public and private
stakeholders are demanding these programmes report
process-level and clinical outcomes as a mechanism for
enabling quality assurance and informed clinical decision-
making. Increasingly these measures are being tied to
reimbursement and institutional accreditation. The
authors developed a system for linking administrative
and clinical registries, in real-time, to track performance
in satisfying the needs of the patients and stakeholders,
as well as helping to drive continuous quality
improvement.
Methods A relational surgical database was developed
to link prospectively collected clinical data to
administrative data sources at Dartmouth-Hitchcock
Medical Center. Institutional performance was displayed
over time using process control charts, and compared
with both internal and regional benchmarks.
Results Quarterly reports have been generated and
automated for five surgical cohorts. Data are displayed
externally on our dedicated website, and internally in the
cardiothoracic surgical office suites, operating room
theatre and nursing units. Monthly discussions are held
with the clinical staff and have resulted in the
development of quality-improvement projects.
Conclusions The delivery of clinical care in isolation of
data and information is no longer prudent or acceptable.
The present study suggests that an automated and real-
time computer system may provide rich sources of data
that may be used to drive improvements in the quality of
care. Current and future work will be focused on
identifying opportunities to integrate these data into the
fabric of the delivery of care to drive process
improvement.

INTRODUCTION
Cardiothoracic surgical programmes are facing
increasingly challenging patient demographic
profiles. At the same time, external regulatory and
third-party payers are driving institutions to report
clinical performance from these procedures, as well
as to identify efforts under way within programmes
to improve continuously the quality of care
delivered to patients.
Since 1987, staff and faculty at both Dartmouth

Medical School and Dartmouth-Hitchcock Medical
Center (DHMC), in conjunction with colleagues at
the Northern New England Cardiovascular Disease
Study Group (NNECDSG, http://www.nnecdsg.
org/), have involved themselves in the measure-
ment, organisation and improvement of the care

provided to patients undergoing cardiac proce-
dures.1e3 This work has resulted in a frameshift of
the culture for providing care from data collection to
active engagement. Increasingly, patients and clini-
cians are joint partners in the decision-making process
for identifying the treatment that most appropriately
meets the patient’s preferences (http://www.dhmc.
org/shared_decision_making.cfm).
The challenge being confronted within the

context of care at DHMC was to turn the data
provided by the NNECDSG and other internal data
streams into actionable information that could be
dispersed internally and externally not only to meet
patient demands but more importantly to help drive
quality-improvement initiatives. The context of care
was such that providers were willing and engaged in
the change initiative, but did not feel as if they had
the information to support current and future
initiatives. Last, the teamwanted toknowthe results
of their practice in ‘real time,’ in order to address
unexpected deviations from desired performance.
We sought to provide both our internal and

external customers with a complete package of
information concerning our institution’s perfor-
mance for the conduct of coronary and valvular
surgery. We report herein a method for linking
administrative and registry data concerning
cardiothoracic surgery to assist patients in making
informed decisions and providers in driving
continuous quality improvement.

MATERIAL AND METHODS
In the spring of 2005, the cardiothoracic surgery
section at Dartmouth-Hitchcock Medical Center
(DHMC) streamlined its process for data collection
and display. Previously, we had a complex, inefficient
and labour-intensive system for collecting data
within our cardiac surgical programme, and
reporting it to our regional quality improvement
collaborative, the Northern New England Cardio-
vascular Disease Study Group (NNECDSG).3

Although this system provided useful information,
it was labour-intensive, requiring a full-time data-
base manager and the utilisation of several disparate
software tools.6 7 It lacked automation and failed to
yield information in an expeditious manner.
Periodic reports were generated to track sectional

performance by manually outputting the dataset to
Microsoft Excel for graphic display and analysis.
Case validation against administrative billing
codes was conducted once every 2 years as required
by the NNECDSG. Routine data processing through
the system was user-intensive rather than auto-
mated, and its output was not always contempo-
raneous with the care provided to our patients.
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The inefficiencies realised from the traditional manually
driven system served as an impetus for redesigning it from the
ground up. The section requested the development of a more
robust system for tracking and reporting its performance. Key
features of the programme included: (1) the ability to track
performance measures in real time, (2) displaying results using
Statistical Process Control charts, (3) validating procedural
count in real time using administrative linkages, and (4)
comparing DHMC performance with regional benchmarks.

The design and implementation of the new system required
a database programmer to dedicate 1 FTE for a period of
9 months. The entire system came at a cost of about $10 000 to
the Cardiothoracic surgical section. The newer registry system
utilises a relational database management tool (Microsoft SQL
Server). All procedures of interest (CABG and/or valve repair or
replacement) are entered into the clinical registry by a senior
cardiovascular perfusionist. New cases are validated to the
clinical registry within 24 h using Current Procedural Termi-
nology (CPT) codes utilising a link to our institution’s operating
room schedule and database (figure 1). This linkage forces
procedural count validity on the front end of the clinical registry
to ensure a comprehensive and accurate accounting of all
procedures. Patient satisfaction and financial charges for each
procedure are captured subsequently through linkage with the
administrative record based on a combination of the following:
patient name and medical record number, date of admission and
type of procedure. Data integrity is guaranteed through built-in
data validation of each variable. Furthermore, graphs are built
and automated from the registry itself using SPC theory (Statit,
MIDAS+ Statit Solutions Group, Corvallis, OR). By auto-
mating this function, performance feedback is generated in less
than 24 h, and provided in real time to our clinicians and external
stakeholders. Patient confidentiality is maintained at all times,
and only deidentified datasets are distributed to authorised
personnel.

The choice of display for each parameter is based on the type
of data using established guidelines.4 Run charts, p-charts,
CuSum charts and U-charts are used to monitor variation in
parameters.4 The clinical team chooses the parameters to display
in consultation with a cardiovascular epidemiologist, and
a quality improvement expert facilitates performance improve-
ment initiatives. Control limits are calculated at both two and

three standard deviations. Rare outcomes are displayed using
cumulative sum charts (CuSum) for surveillance. Regional rates
for each outcome and cohort serve as the expected comparison
value.

RESULTS
The current system aggregates and displays data over time
concerning: process indicators, morbidity, resource utilisation,
patient satisfaction and mortality (figure 2). Process control data
are displayed graphically using Statit to distinguish between
common and special cause variation. We have dedicated a wall in
the cardiothoracic surgery offices for display of each surgical
cohort (all CABG operations, all cases using a cardiopulmonary
bypass machine, all valve operations, isolated aortic valve oper-
ations and isolated CABG operations) and have provided time
during the monthly sectional meetings to discuss the section’s
performance. The data are also displayed in the operating room
theatre on 50-inch plasma screen televisions as a continuous
stream of images. This same method is used to display data in
the postoperative nursing units to assist these team members in
understanding our current performance, and affording this
clinical microsystem with an opportunity to make informed
choices for improving postsurgical care.

Data displays
For each surgical cohort, we display information concerning
processes of clinical care, morbidity, resource utilisation and
mortality. An example of the CABG cohort is displayed in
figure 2. These displays provide clinicians with information
concerning system processes and outputs. All quality improve-
ment initiatives are tracked using the displays, and clinicians are
able to monitor their performance over time. Space is provided
on the display for each process indicator that we measure, all
factors relating to morbidity and mortality, and any specific
resource utilisation that the team is interested in tracking (figure
2AeC).
The display shown in figure 2 is printed and hung on the wall

quarterly, projected digitally in the operating room computers,
and accessible any time via personal computer. Data and infor-
mation are thus readily available during an initial patient work-
up, in the OR suite, on the floor or in a follow-up visit.

Figure 1 Flow of data into and out of
cardiothoracic surgical registry,
showing the inputs and outputs of
current surgical registry, and the
individuals responsible for each aspect
of this process. ADT, admit discharge
transfer; CPT, common procedural
terminology.
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Figure 2 All cardiac surgery using a cardiopulmonary bypass at a glance from the second quarter 2002 to the fourth quarter 2008. The figure shows
one surgical cohort’s performance for the time period of the first quarter 2002 through the fourth quarter 2008. Information is divided into four parts:
processes of delivering care, morbidity, resource use and mortality. In (A), in the third quarter of 2008, the cardiothoracic surgical team increased their
adherence to aspirin protocols by more than 3 standard deviations (STDs). In (B), no strokes were detected in almost 400 cases. In (C), the rate of
death is nearly 2 STDs below the expected rate.
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Providing information to frontline teams
Providers and patients benefit from the availability of accurate
reliable data during the process of care. We recently reported our
experience aimed at rationalising the management and treat-
ment of anaemia during cardiac surgery.5 Using the new system
to monitor and measure the team’s performance, while
providing immediate feedback, our team reduced its transfusion
rate by more than three standard deviations in the operative
setting. This result was achieved by providing continuous
feedback of the team’s performance related to the indications for
each red blood cell transfusion. Our new database system
enabled our team to receive accurate, reliable and timely infor-
mation back to the frontline providers. These results are to the
benefit of both the clinician who is providing the highest level of
care possible, and the patient who is avoiding unneeded blood
transfusions.

While early on in this process, we targeted our stream of data
displays to the surgical team (in the operating room and section
offices), we soon recognised that many of our providers did not
have convenient access to this information. For instance, our
nursing staff, while regular attendees to our monthly section
meetings, did not frequently transit the sectional offices.
However, the care they provided in the postoperative setting
had a direct impact on the transfusion rates and other morbid
events. We have recently targeted this constituency with a
second set of dashboards, containing all of the same information
as provided to the other clinical staff members. The data
displays are housed within the nursing conference rooms, which
are used both formally and informally by all of the postoperative
care givers.

Satisfaction
Additionally, while not shown on figure 2, a random subset of
patients were queried regarding their satisfaction (table 1). The
results of those queries are posted alongside the data displays to
supplement the information being fed back to staff members.

Sharing data with external stakeholders
This registry also affords the ability to share information openly
with our patients and key stakeholders via our institution’s
internet site, http://www.dhmc.org/QualityReports (figure 3).
Information placed on this website is audited by the institution’s
auditing department and updated annually. This website
empowers patients by providing reliable information regarding
their disease condition, and allowing them to make more
informed decisions about their health and healthcare.2 Methods
for developing this quality reports website have been published
previously.6

DISCUSSION
Summary
In the future, we believe a method for real-time tracking and
reporting of a cardiothoracic surgery programme’s performance
will be required. Our system merges administrative and primary
data collection to service the needs of all stakeholders, including
the clinical staff, administration and patients concerning the
major cardiac surgical cohorts at our institution.

Relation to other evidence and limitations
We sought to use real-time information to frontline providers to
drive quality-improvement initiatives and give patients infor-
mation for making informed choices. There is a variety of
literature concerning the effectiveness of publicly reporting

quality data to drive improvement initiatives.2 3 9 10 Our
cardiothoracic section and institution have embraced internal
and external transparency as a means for driving performance
improvement. A potential limitation in our methodology is our
staff ’s ability to understand and digest statistical process control
displays. While our clinical staff have been exposed to the theory
and interpretation of SPC charts for some time, we are cognisant
that we should not assume uniformity of this skill set across all
practitioners. To this end, we use dedicated time during our
sectional meetings to afford these stakeholders the opportunity
to ask any questions they might have regarding our performance
results. For our external stakeholders, we have a dedicated email
address on the website where visitors may post questions
regarding our performance results.

Interpretation
Healthcare institutions have traditionally had two primary
roles: (1) provide evidence-based care and (2) receive reasonable
reimbursement for services rendered. In the relatively new
environment of transparency and pay-for-performance, health-
care organisations are being ‘asked’ by regulatory and financial
stakeholders additionally to measure the quality of care provided
to patients to identify unwanted variation in performance, and
to enable shared decision-making. This transparency environ-
ment is now beginning to impact an organisation’s ability to
receive reimbursement for services. While still hotly debated, the
spirit of this additional responsibility is to stimulate introspec-
tion on the part of the clinical team, and to promote quality
improvement activities and thereby maximise the value
(quality/cost) of the healthcare system.7e9 However, trans-
parency is only as effective if it is seated within an accurate and
reliable data-collection system.
Wehave seated these data-rich environmentswithin the clinical

microsystem in which care is provided (http://cms.dartmouth.
edu/).10 Data to enrich thismicrosystemmay come from a variety
of sources, andmay reflect any number of facets (both clinical and
non-clinical). The importance lies within the clinical team iden-
tifying a variety of outcome andprocessmetrics that could be used
for quality-improvement initiatives. These datawhen appropriate
is benchmarked to our NNECDSG regional cohort.1 3 The clinical
microsystem chooses how to redesign the care it provides to

Table 1 Quality data reported on the Dartmouth-Hitchcock Medical
Center quality reports website

Dartmouth-Hitchcock
Medical Center 2008 Average*

No of coronary bypass surgery cases 139 e

Use of internal mammary artery (%) 97.0 96.0

In-hospital mortality (%) 1.8 2.6

Return to operating room due to
unexplained bleeding (%)

1.3 1.8

Postoperative stroke (%) 1.4 1.7

Postoperative renal failure or
insufficiency (%)

2.4 4.3

Infection leading to reoperation (%) 0.2 0.4

Average length of stay (days) 6.6 7.3

Overall satisfaction 95 85

Doctor care 94 87

Emotional support 86 84

Involved in decisions 87 84

Nursing care 90 89

Pain management 94 87

*Regional average from Northern New England Cardiovascular Disease Study Group.
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improve its performance, and uses its data reports to ascertain the
benefit of its redesign efforts.

Through this quality-improvement initiative, we have learnt
that transforming data into information relies on two key
processes. First, systems must be in place to allow timely data
collection and analysis. Second, there must be a process in place
to feedback that data in a useful way to the point of care.
Metrics must be important to the members of the staff doing
the work and actionable from the microsystem’s standpoint.
Unreliable and inaccurate data are counterproductive and
undermine the staff ’s ability to invoke change in the systems
within which they work.

CONCLUSION
DHMC’s cardiothoracic surgery programme has developed and
implemented a two-pronged approach for collecting and
distributing data to our internal and external stakeholders. This
information is timely, accurate and reliable due to the auto-
mated relational database design, and its integration with our
administrative data sets. Through the integration of this system
into our Department of Surgery, we have seen improvements in
the quality of care being delivered, are able to sustain and
support quality-improvement projects with real-time informa-
tion about the system and are able to generate reports that are
available to clinicians and other key stakeholders.

Figure 3 Dartmouth-Hitchcock Medical Center quality reports website main page, showing the main webpage of our quality reports website. Heart
surgery is one of many groups represented on this site.
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We have provided evidence demonstrating the feasibility and
results of providing front-line clinical staff with reliable, accurate
and real-time data that are necessary for improving the quality
of care. This new system has been successfully applied to
vascular surgery in an attempt to test its feasibility outside
cardiac surgery. We believe this system can be implemented in
any surgical or medical section that desires a method for
accessing their data in a real-time functional manner.

Competing interests None.

Provenance and peer review Not commissioned; externally peer reviewed.

REFERENCES
1. Nugent WC, Niles NW 2nd, Schults W, et al. Increasing the value of cardiac care:

the Dartmouth approach. Qual Lett Healthc Lead 1994;6:53e7.
2. Nugent WC, Schults WC. Playing by the numbers: how collecting outcomes data

changed by life. Ann Thorac Surg 1994;58:1866e70.

3. Nugent WC, Schults WC, Plume SK, et al. Designing an Instrument Panel to Monitor
and Improve Coronary Artery Bypass Grafting. JCOM 1994;1:57e64.

4. Wheeler DJ, Chambers DS. Understanding statistical process control. 2nd ed.
Knoxville, Tenn.: SPC Press, 1992.

5. Likosky DS, Surgenor SD, Dacey LJ, et al. Rationalizing the treatment of anemia in
cardiac surgery: short and mid-term results from a local quality improvement
initiative. Qual Saf Health Care 2010;19:392e398.

6. Nelson EC, Homa K, Mastanduno MP, et al. Publicly reporting comprehensive
quality and cost data: a health care system’s transparency initiative. Jt Comm J Qual
Patient Saf 2005;31:573e84.

7. Berwick DM. The toxicity of pay for performance. Qual Manag Health Care
1995;4:27e33.

8. Leape LL, Berwick DM. Five years after to err is human: what have we learned?
JAMA 2005;293:2384e90.

9. Jones RS, Brown C, Opelka F. Surgeon compensation: ‘pay for performance,’ the
American College of Surgeons National Surgical Quality Improvement Program, the
Surgical Care Improvement Program, and other considerations. Surgery
2005;138:829e36.

10. Nelson EC, Batalden PB, Homa K, et al. Microsystems in health care: Part 2.
Creating a rich information environment. Jt Comm J Qual Saf 2003;29:5e15.

404 Qual Saf Health Care 2010;19:399e404. doi:10.1136/qshc.2009.034264

Original research

 on A
pril 16, 2024 by guest. P

rotected by copyright.
http://qualitysafety.bm

j.com
/

Q
ual S

af H
ealth C

are: first published as 10.1136/qshc.2009.034264 on 27 A
pril 2010. D

ow
nloaded from

 

http://qualitysafety.bmj.com/

