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Announcements
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1. Didactic Sessions: begin promptly at 1:30 pm and will be locked after 1:40 pm.
2. TNT Program Questions: please email TNTEducation@ph.lacounty.gov email address only.
3. Save the TNT Website: http://publichealth.lacounty.gov/acd/TNTProgram.htm.
4. Logging into the sessions with facility credentials will only provide credit toward facility 
attendance.

– For individual attendance credit, each participant must log in with individual credentials (full 
name and email address)

– To receive credit, your log in must clearly indicate your name. Anybody that is logged in with a 
phone number will not be given credit for attendance.

– Names entered in the chat to identify the phone numbers will not be accepted.
– Please do not enter your name or facility name in the chat.

5. TNT Communication: Please read in detail.

mailto:TNTEducation@ph.lacounty.gov
http://publichealth.lacounty.gov/acd/TNTProgram.htm


Announcements
6. Chat: please do not enter your name or your facility name in the chat.

– If you have logged in with your full name, your presence will be recorded.
– During the presentation, please listen to the presentation rather than focusing on the 

content in the chat. All important information will be shared again later.
7. Post-session Evaluation Quiz: only Designated Participants are eligible to take the 
survey and receive CEUs/Certificates.

– Link will be shared in the chat at the end of the session, AND
– Will be emailed to everyone after each session, AND
– Link will be available on the TNT website within 2 days after each session

8. Report Cards: After each month of sessions, each facility will receive a report 
card indicating their progress toward meeting requirements for the SNF to continue to 
be eligible to remain in the TNT program.
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Announcement – Small Group Sessions
• Each facility is REQUIRED to attend ONE Small Group session per month (1hour/month).

– Only ONE of your Designated Participants MUST attend one session/month.
– If this requirement is not met for any of the months, the SNF will be dropped from the TNT 

program, the Designated Participants will not be eligible for CEUs or Certificates of Completion.
• Please check your emails for your invitations to small group sessions!
• Please connect with your team to plan for at least one Designated Participant to attend.
• Many facilities still need to attend a small group session!

– Makeup sessions are being sent to facilities that missed their scheduled sessions.
– TNT will host additional July makeup sessions at the end of this week to accommodate.

• This will be an exception for July ONLY.
• Going forward, facilities will be expected to attend the sessions they are scheduled for.

**If there are any extenuating circumstances for missing the session, please email 
TNTEducation@ph.lacounty.gov immediately. 4

mailto:TNTEducation@ph.lacounty.gov


Housekeeping
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Please do not unmute or 
start your video.

Please do not share your screen.

Click here to raise or 
lower your hand.

Click here to see the 
participants list.

Click here to access the 
chat and choose to send 
messages to Everyone.

Click here to turn captions on.



Session Schedule

Topics Date Link

1 - Transforming Nursing Home Care Together (TNT) Program - Introduction Wednesday, July 6th, 10:00-11:00 am

Join using this link:
https://lacpublichealth.w
ebex.com/lacpublichealt
h/j.php?MTID=m4eb4f9c
0019845cbbb6495fedf2a
caa6.

2 - QI and QAPI Foundations Wednesday, July 13th, 1:30-2:30 pm

3 - QI and QAPI in Your Facility Wednesday, July 20th, 1:30-2:30 pm

4 - Leadership, Systematic Analysis, and Systemic Action Wednesday, July 27th, 1:30-2:30 pm

5 - System Action Continued - Using a Quality Improvement Framework Wednesday, August 3rd, 1:30-2:30 pm

6 - Data Quality and Best Practices Wednesday, August 10th, 1:30-2:30 pm

7 - Continuing Your QAPI Journey Wednesday, August 17th, 1:30-2:30 pm

8 - Step-by-Step QAPI Performance Improvement Project (PIP) Wednesday, August 24th, 1:30-2:30 pm
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http://publichealth.lacounty.gov/acd/docs/TNTProgramSchedule.pdf

https://lacpublichealth.webex.com/lacpublichealth/j.php?MTID=m4eb4f9c0019845cbbb6495fedf2acaa6
http://publichealth.lacounty.gov/acd/docs/TNTProgramSchedule.pdf


TNT Program Objectives

• Enhance quality improvement and quality assurance performance 
improvement (QAPI) at LA County SNFs by providing foundational quality 
improvement education across all roles in SNFs

• Empower SNF staff to initiate performance improvement projects (PIPs) and own QI 
in their facility

• Improve patient safety and clinical outcomes
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Session 4 Objectives

• Define the types of teams in SNFs (QAPI Committee vs. Quality Improvement Teams)
– Choose the best team members for your activity

• Understand the first 4 of the 7 Problem-Solving Steps of the A3 Framework
1. State the problem
2. Describe the Current State
3. Design a Goal
4. Investigate the problem further/identify some Root Causes

8



Plan, Do, Check, Act - Refresher
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Facilitator: 
• Usually QAPI committee member
• Assists the lead with planning and 

development of project



Audience Poll Question: Which of the Following Are Teams in a SNF?
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Forming a Team Takes Time • The interdisciplinary team is a team you 
are already familiar with.

• Definition of a team:
- A team is defined as a group of people 
who perform interdependent tasks to 
work toward accomplishing a common 
mission or specific objective.

• Many benefits to teams: greater 
innovation, more flexible to change, 
increased ownership, increased 
commitment to mission, reduced turnover 
and absenteeism, improved product 
(healthcare delivery), and more…

14https://asq.org/quality-resources/teams
This Photo by Unknown author is licensed under CC BY-NC-ND.

https://asq.org/quality-resources/teams
https://guides.himmelfarb.gwu.edu/interprofessional
https://creativecommons.org/licenses/by-nc-nd/3.0/


Types of teams
• Work Groups/Natural Teams

– Responsible for an already defined process
– Participative approach: responsibility for work produced

• Self-Managed Teams
– Directly manage operations
– Managers, decision makers
– Accountable for others’ work

• Process Improvement Teams
– Achieve a specific goal (improve/develop a specific process)
– Well defined project plan
– Time limited: established beginning and end

151.ASQ Quality Resources: What is a Team?: https://asq.org/quality-resources/teams

• Quality Improvement 
Team (QIT) in charge of a 
specific Performance 
Improvement Project 
(PIP)

• Nursing unit
• PT/OT Team
• Social Work Team
• EVS Team
• Dietary Team

• QAPI Committee
• Facility leadership team

https://asq.org/quality-resources/teams


Reasons Why Teams Fail

• Lack of organizational systems necessary to support teams
• Failure to integrate team-based structure into the organizational culture

(vs. hierarchical)
• Minimal upfront planning of how teams should be utilized
• Failure to prepare managers for their changing roles (e.g., IP)
• Inadequate training
• Inappropriate reward and compensation systems
• Failure to prepare team members for their roles
• Incomplete understanding of group dynamics

161.ASQ Quality Resources: What is a Team?: https://asq.org/quality-resources/teams

https://asq.org/quality-resources/teams


Innovation Adoption Curve

17This Photo by Unknown author is licensed under CC BY-SA-NC.

https://kimcofino.com/blog/2016/01/27/what-can-tech-coaches-learn-from-the-marketing-masters/
https://creativecommons.org/licenses/by-nc-sa/3.0/


How Teams Succeed • Diverse mix of innovation styles (include laggards!)
• Setting clear expectations of roles and goals for each 

member
• Strong communication among team members
• Respecting and embracing different opinions/ideas, 

communication styles, backgrounds, etc.
• Acknowledging everyone brings value to the table 

regardless of level of training, experience, and 
background

• Ensuring structure of the team supports the goals of 
the team
– i.e., IDT model vs hierarchical 

• Sufficient and appropriate type of support from top 
management
– Example – champion
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What is the QAPI Committee?

• QAPI Committee activities and roles
– Required by CMS to run a QAPI Committee
– Ongoing
– Clearinghouse for all improvement work –

Identifying/Approving PIPs
– Assists as the improvement/best practice education resource
– Identify and respond to deficiencies
– Develop, implement and monitor corrective actions

• There is one QAPI Committee and many quality improvement 
teams (QITs)

• Not every member of the QAPI Committee needs to be in a QIT
19
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20https://www.hsag.com/contentassets/221d31dfefba402488c41f56e565aeb4/qaaqapimeetingagendaguidefinal.pdf

Who is the QAPI Committee?

https://www.hsag.com/contentassets/221d31dfefba402488c41f56e565aeb4/qaaqapimeetingagendaguidefinal.pdf


What is a Quality Improvement Team (QIT) and Who is the QIT?

• A Quality Improvement Team
– Includes individuals who are directly involved/affected by the process in question
– Works on the specific Performance Improvement Project (PIP)
– Has a start date and an end date
– Works towards SMART goals
– Action arm of the QAPI Committee

• There are many quality improvement teams and one QAPI Committee
21



Additional Team Members To Consider for Quality Improvement Teams

• Residents/Family members
• Clinical staff: nurses, infection preventionists
• Administrators
• Environmental Services Staff
• Registry Staff
• Dietary Staff
• Laundry Staff
• Activities Staff (yoga teacher, dance instructor, volunteers, driver/coordinators)
• External clinical partners: physical/occupational/speech therapists, hired caregivers, 

visiting healthcare professionals
• External vendor partners: salespeople, laundry and linen services, water delivery 

services, mechanics/machine services 22



Satir Change Model

23This Photo by Unknown author is licensed under CC BY-SA.

http://availagility.co.uk/2012/01/31/the-science-of-kanban-people/
https://creativecommons.org/licenses/by-sa/3.0/


Audience Question: What Does PDCA Stand For?
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Quality Improvement Team Activities and Roles

• Leads, facilitates, and participates in change and improvements.
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3 Tools to Identify Current State and Root Causes

• Staff Interviews
• Process Map
• Fishbone/Ishikawa Diagram
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Staff Interviews

• Don’t tell them your hypothesis
• Don’t assume you already know
• Avoid questions with ‘yes/no’ responses

Examples:
• What is your favorite/least favorite thing about your work?
• If you could change anything about x, what would you change? How? Why?
• What tools/software/devices do you use everyday?
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Source: https://www.cms.gov/outreach-and-education/outreach/opendoorforums/downloads/qapiresourceguide090810.pdf
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3 Tools to Identify Current State and Root Causes

• Staff Interviews
• Process Map
• Fishbone/Ishikawa Diagram
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Process Map/Flowchart Pointers

331.CMS QAPI Flowchart Guide:  https://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/downloads/FlowchartGuide.pdf

https://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/downloads/FlowchartGuide.pdf


Process Map Example
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1.CMS QAPI Flowchart Guide:  https://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/downloads/FlowchartGuide.pdf

The CNA 
(who is out sick) 

writes the 
shower schedule 

each week.

NO

CNA takes 
each resident 
for shower.

Does resident 
need shower?

CNA notes either
received

shower that day 
or to receive the 

next day.

YES
CNA reviews shower 
schedule to identify 

which
residents need a 
shower that day.

https://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/downloads/FlowchartGuide.pdf


3 Tools to Identify Current State and Root Causes

• Staff Interviews
• Process Map
• Fishbone/Ishikawa Diagram
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Fishbone Diagram

36



Ways to Think about Functional Categories for the Fishbone Diagram

6 "Ps"
• People
• Process
• Program
• Product
• Policy
• Place

6 "Ms"
• (Hu)Man
• Method
• Machine
• Material
• Measurement
• Milieu

37



38This Photo by Unknown author is licensed under CC BY-NC.

https://www.dovepress.com/hard-to-heal-diabetes-related-foot-ulcers-current-challenges-and-futur-peer-reviewed-fulltext-article-CWCMR
https://creativecommons.org/licenses/by-nc/3.0/


Resident Bathing PIP
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Schedule on hold while 
staff are isolating

Nobody to assist 
with bathing

Staff shortage 
due to COVID

Environment

Shower stall 
not clean

ProcessSoap dispenser
empty

Laundry 
schedule

Pickup & delivery 
not coordinated

Residents are 
not bathed 
regularly
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Resident Bathing PIP
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5 Whys for the "Residents Not Being Bathed" Problem

1. Why? Because there is no schedule for showering.
2. Why? The schedule was put on hold because there was no one to make the 

schedule.
3. Why? Because there is only one person trained to make the shower schedule.
4. Why? Because this was not a known issue before COVID.
5. Why? Because that person was always available to make the schedule, but now can 

test positive for COVID and must isolate.
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A few resources….
• LA County Department of Public Health – Transforming Nursing Home Care Together (TNT) Program Website:

http://publichealth.lacounty.gov/acd/TNTProgram.htm
• UCLA Lean Academy

– https://www.uclahealth.org/nursing/workfiles/QualityOutcomesCouncil/Quality%20Improvement%20and%20Lean%20Ove
rview.pdf

• A3
– American Society for Quality (ASQ) A3: https://asq.org/quality-resources/a3-report

• Fishbone/Ishikawa Diagram: https://asq.org/quality-resources/fishbone
• Process Mapping

– CMS QAPI Flowchart Guide: https://www.cms.gov/Medicare/Provider-Enrollment-and-
Certification/QAPI/downloads/FlowchartGuide.pdf

– 5 Steps for Creating Value Through Process Mapping and Observation
http://www.ihi.org/communities/blogs/5-steps-for-creating-value-through-process-mapping-and-observation

– Creating a Process Map with Microsoft Vizio (YouTube Tutorial) https://www.youtube.com/watch?v=Dbpx-92Xt5g
• AHRQ Science of Safety – Presentation

https://www.ahrq.gov/hai/tools/surgery/modules/on-boarding/science-of-safety-slides.html

44
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https://asq.org/quality-resources/a3-report
https://asq.org/quality-resources/fishbone
https://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/downloads/FlowchartGuide.pdf
http://www.ihi.org/communities/blogs/5-steps-for-creating-value-through-process-mapping-and-observation
https://www.youtube.com/watch?v=Dbpx-92Xt5g
https://www.ahrq.gov/hai/tools/surgery/modules/on-boarding/science-of-safety-slides.html


Session Schedule

Topics Date Link

1 - Transforming Nursing Home Care Together (TNT) Program - Introduction Wednesday, July 6th, 10:00-11:00 am

Join using this link:
https://lacpublichealth.w
ebex.com/lacpublichealt
h/j.php?MTID=m4eb4f9c
0019845cbbb6495fedf2a
caa6.

2 - QI and QAPI Foundations Wednesday, July 13th, 1:30-2:30 pm

3 - QI and QAPI in Your Facility Wednesday, July 20th, 1:30-2:30 pm

4 - Leadership, Systematic Analysis, and Systemic Action Wednesday, July 27th, 1:30-2:30 pm

5 - System Action Continued - Using a Quality Improvement Framework Wednesday, August 3rd, 1:30-2:30 pm

6 - Data Quality and Best Practices Wednesday, August 10th, 1:30-2:30 pm

7 - Continuing Your QAPI Journey Wednesday, August 17th, 1:30-2:30 pm

8 - Step-by-Step QAPI Performance Improvement Project (PIP) Wednesday, August 24th, 1:30-2:30 pm
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Questions?
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