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Welcome

The UBT Tracker system supports the collection and reporting of data about the activities
of unit-based teams (UBTs). Established under the 2005 National Agreement, UBTs are
the foundation of Kaiser Permanente’s efforts to achieve the goals of the Value Compass:
providing the best quality of care and service, being the best place to work and remaining
affordable for working families while keeping the interests of the member and patient as the

center of everything we do.

Excitement about UBTs is growing. Every day, labor and management leaders throughout
the company are asked: “How many teams are there?” “What are they working on?” “How
do I find out what solutions teams have developed?” UBT Tracker is designed to help answer

those questions and others.

UBT Tracker collects data on team activities. UBTs can create a team record in the system.
This record allows teams to track membership, assign key team roles, and create records of

performance improvement projects and tests of change.

UBT Tracker is designed to support teams in using the Rapid Improvement Model (RIM).
This is an approach to improvement that encourages experimenting with small tests of
change. Teams plan a test, carry it out, check their results and then decide whether to

permanently implement the change. This approach is summarized by the phrase Plan, Do,

Study, Act (PDSA).

UBT Tracker is more than just a reporting tool. As its database of projects grows, UBT
Tracker becomes a more valuable resource for sharing successful practices across the
organization. Teams can look at what teams in similar departments in other regional
facilities are doing, or they can search for projects aimed at improving a particular

performance measure. Either way, good ideas are being spread.

UBT Tracker is more than just a system. UBT Tracker is part of the movement to

transform Kaiser Permanente in order to transform health care. Join us!

TRACKER

SUPPORTING TEAMS ON THE ROAD TO HIGH PERFORMANCE

Office of Labor Management Partnership | www.LMPartnership.org
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UBT Tracker: Logging In

UBT Tracker resides within the My HR application. To access UBT Tracker, you must first
log in to My HR as follows:

+  Go to the My HR link.
+  Click Sign On.

- Enter NUID and Password.

Prowsesimen

Mational User ID (NUID)
@ First ime user? Activate your account now
Look up your NUID
Retuming users, Manage your account

Password
E = Questions? Please see user quide (PDF).

ur
—_— What is Web Single Sign-on?

Once you have logged in to My HR, verify you are logged into the correct region.

WL

Benefits & Wellnass Money I Performance I Career Time WorkiakKP Manager Tools

1. Click on the Performance Tab Under the Team Performance heading, look for the
Continuous Improvement sub-heading. The link to UBT Tracker is there.

Honefits & Welness Honey Pertomance Carser Time wor
Individual Parformance  Team Parformance Organizational
Goals & Rahaviors Goals & Behaviors Performance
My goals Manage employes goals HP Goali
My devolopment plan Employes development WP stentegy
plars walue compass
Foadback
My engemng teadtack Feedback Foedback
Mict-yrar 5o asseasmont Erovide ongoing lesdback Piraph P Highlights

Year-end self assessment Take Pecple Pulse sunay

Acknawdeddge s with Membership tracker

eSignatiurg Arwnsal report
Provide colleague
feedback copnition
Aowards
Recognitian Guality
Fecogrann & rewnrds
Continuoul mproverment

S Unit-based toams
Conth =
My takrit probls
Canvor cirvrkoganant
P Laam

Performance improvemont

Find & mantor
Improave skills

Continued on next page
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UBT Tracker: Logging In continued

Alternatively, click on the Work@KP tab. Under the Labor & LMP heading, you will see
a link to UBT Tracker.

2. Click Team Tools link.

Performance Career Time Work@KP Manager Tools
Team Tools
UBT Tracker
Select a UBT
Tools for Teams
My Teams
Search Projects Throughout our region we have a wide variety of teams working to ensure every member, patient
Sl and a Great Place to Work.

A number of Web-based tools and informational resources have been developed to enhance the

Tools and links on this page are designed to provide teams the information they need to perform

LMPartnership.org [ )
The Labor Management Partnership website.

The Team Tools page appears. This page presents links to information and resources specific to your region.

Performance Career Time Wark@KP Manager Tools Bookmark this page

TeamTools Guicklinks - Web
Content Viewer

Tools for Northwest Unit-Based Teams

A unil-based leam is a group of lrontline employees, managers, physicians and denlisls in @ nalural work selling who are acco NW LMP websie ()

team is engaged in performance improvement focused on the paticnt to improve service, quality and affordability. Each tcam u: NW Unit-Based Teams IEI
Operaling Plan Lo sel leam goals and monilor progress . National LMP website [3]

National LMP UBT Tools
site (3

National LMP UBT Training
ate (3]

Ihis site contains LB 1 tools and links to addhonal resources tor performance improvement

Continued on next page
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UBT Tracker: Logging In continued

UBT TRACKER MENU

Once you are on the Team Tools page, the UBT Tracker menu displays on the left side of

your browser. This menu allows you to navigate through the application. Certain functions

(e.g. , Add UBT Profile) only will display for administrators (see Part I11).

Manager Tools Unit-Based Teams Tracker
IR Welcome 1o the UBT Tracker. The BT Tracker provides you with real-tirme information on what unil-based teams are doing 3t your Facility and throughout your region.
Team Tools
FURT Tracier h Risa way lo keep aleam's profile curent and create a snapshet of accomplishments.
s This simple-to-use, eficient tool
My Teams
L T — * Creates 3 real-ime database of UBT information
Feedback * Makes updating jon simple
ity o = reporting

* Eliminates last minute pressure fo gather informiation for reports
* Simglifies sharing information about your team and learning from other teams
* Highlights accomplishments for local, regional and national leaders.

) Select a Unit Based Team

Below is a helpful summary of the key features of the four UBT Tracker menu

options available to most users:

Warning: When navigating in the UBT Tracker, do not use the Back button from

your Internet browser in order to avoid undesired results.

Manager Tools
HR Pro Tools

Team Tools

UBT Tracker

Select 3 UBT Search for Teams by Location, Dept or name I

My Teams |  Teams in which the user has a Role or is following |

Search Frojects | Locate Projects by Focus Ares, Metric or Result Rating |

Feedback | Provide suggestions or make request |

Office of Labor Management Partnership | www.LMPartnership.org [ii.3]
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Part I: Looking at Data in UBT Tracker

UBT Tracker contains records on thousands of unit-based teams and thousands of
performance improvement projects. Users can track individual teams or search for
particular types of projects and tests of change. The system is designed to support better
sharing of effective practices across Kaiser Permanente. UBT Tracker can be of particular

help for team sponsors and consultants who are trying to support multiple teams.

These sections help users track individual teams or search for particular types of projects

or tests of change.
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View My Teams Page

The My Teams page allows you to track teams in which you have a role (e.g., member,
co-lead, sponsor, consultant, proxy, etc.). If you are a member of a single team, your
team will always show up on your My Teams page. If you are a sponsor or a consultant for
multiple teams, those teams will show up on My Teams if you have been added to the team
membership record.

LIST YOUR TEAMS

1. Click on My Teams on the UBT Tracker menu (located in the middle left side of your
page) . The results will display a list of teams with which you are associated.

| Workspace |
Manager Tools Tools for Northern California Teams
§ Fyo Fooks TRBUGROUL Cur regIon we Rawe 3 wide vanely of leams working disgent;
Team Tools best senice, the most affordable care and 3 greal place 1o work
VBT Tracker r
To help teams perform atie Nighest level, here are some 1001s, resoun
Seduct & UDT
My Tesrnsy
Search Progects j
Add VBT Profle b
Eda UBT
Marage Access Toolkit for Leading Teams
[ — You'll ind a wide range of 100ls 3l his Se—Irpm 3CHON PLanniNg QUISES 10 Move your beam N0 hey

meebngs Management among others.
List of teams:
A. You are able to sort the list of results by clicking in each column header.

B. The View Details column allows you to navigate to Projects, Members or History
Of a team.

C. The Select a Report button allows you to export reports, or view team summary

and detail information in a new window (see pages 3.1-3.2 for more information).

D. Buttons in the first column allow you to add or remove a team on your My Teams page.

You can track projects and changes to teams through the My Teams page.

| Workspace
My Teams
Manager Tools
HR Pro Toole Teams with which you are associated e
Taam oS @ * Select a Report ~
BT Tracksr 7 Teams lound Click column header 1o sor | veamsemmay ]
Secta U B s NameolUBT Team ) swing Enbity  Area Locaton Cost Center sin viewpewis [y | T
[ra— — . ; ermmreoeneeee S d xport GLOata (CSV)
9 128 UAT - Znafloor FCS 4 ce00204T4 - Fagional Ofioes  BERMELEY GAMPUS 274 SEETHIE Evening et i | Expont Ros c5w)
Add BT Profile 4 108814 " Mt Valley AISEVRLE S314MeaSurg -Unit4 AN Projocis Export PP Hislory (CSV)
Edit BT Cemater Nemters Export PP Detais (CSV)
i e a 1538 Ademittireg Dt 3 B1o1es3n o oeincan HAYWARD 5331 kamitting an History Export Test of Change (CSV)
T
Fhntmt T Export Teat Dt (CSV)

Expart UST Detais (C5V)
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Tracking Teams—Adding Teams to My Teams
The My Teams page automatically will display all teams in which you have a role, e.g., as a
team member, co-lead, representative, consultant or sponsor.

However, you also can add additional teams to your My Teams list. You may want to do this because a team
is working on a similar project and you want to see what they do with it. Or you could track

teams in similar departments in other medical centers and facilities.

ADD A TEAM TO YOUR MY TEAMS PAGE
1. Using Search Projects or Select a UBT, select the team you are interested in.

2. Once you reach the Projects screen, a new gray button will appear that says

Add to My Teams.

Pertormance Improvement Projects
| Members | | History || Add To My Teass |
o Mame of UST Service Type Using Huckdies. Date Team [stabiished Team fating
Setect a UBT 1576 csP — N 152009 1-Fre-Team Cimate
My Teamms
Search Prejocts 7y
Add UBT Profiie Performance Improvement Projects
Eaut URT
Marage Ac

Project Reports & Exports =

Petas

Project Details ~ TestOf Change Details =~ TestData
< add newProject & Edit this Project
Performance improvement Projects  ASendance

Fosus Area Ofer Vahue Compass Omer

Start Date 1-5-2009 Compieted Date Project status is Active. Mo Completed Date Status. Adtive
Our SMART Gosl 789 daysiFFTE

Performance Metrc Ofer PSP Goal? N

Data Sousrce for Metric Omer

Resuits Results Pending

Describe Results improving- 1348 in Jan. In August - 589

3. Click on the Add to My Teams button. A dialogue box will pop up confirming your choice.

Continued on next page
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Tracking Teams—Adding Teams to My Teams continued

Performance Improvement Projects

Performance Improvement Projects

UBT Tracker Svstem

Team hias been added to your My Trams page

3 =

Performance Improvement Projects Attendance

Focus Area

Our SMART Goal

Performance Metric

Resulis

Describe Results

Using REM | PDEAT

Leamnings or Successful Practices

PSP Goal?

DELETE A TEAM FROM YOUR MY TEAMS PAGE

Teams added to your My Teams page can be deleted. These teams will show up on your My

Teams page with a red icon to the left of the team (see item 2 below).

1. Using the My Teams page, select the team you are interested in.

2. Click on the red icon.

My Teams
Manager Tools
HR Pro Tools
Team Tooks RN ——
UBT Tracker 10 Teams found Click column headar to sort
] ] ~  Mame of UBT L“"“‘ GL String Entity  Area Location Cost Center shift View Details
Wy Teams 4
Swasch Projects
Add UBT Profile
Edi UBIT
Manage Access
Fawlbnch - - B4TACNSRCTHSVIS- b |
AT - Jnd floce PCS o ponal fices it - -~
d 1529 L ZedllomPCE 4 025018474 [ Flagi d Offi BERMELEY CAMPUS HO: ADMIN E ng Select
s1-oo0ze a [ mosevLLE BTN Sy e A
Gt
25 & 1838 Adderiming D a o1 014 330 B Sauthem AR [T y— an - Select -
Alarreda
-

3. Confirm your decision by clicking Remove when the dialogue box pops up.

UBT Tracker System

Do you want to remove this team from your My Teams page?

e Cancel

UBT TRACKER USER GUIDE | Section 2 | Tracking Teams—Adding Teams to My Teams
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Viewing Team Reports

Once you have a list of UBTs on your My Teams page, you can run reports on team activity.
These reports will give you information about the team and the performance improvement

projects they are working on.

You choose reports from the drop-down menu on the right side of the screen. This menu
also will appear when you view a list of teams created by using the Select a UBT option from
the choices in the left menu. It also will appear on any team project page, where you can run

reports for an individual team.

= My Teams - Windows Internet Explorer EEX
o

G.' * B hitpscffect g kp crgivsimypartalfh frerkspsosteamtools ubtr acker adminjmyte s TWCHM_ELOBAL_CONTEXT= S Y EES

HBe O Yew Fgwim Ded bl

T - Bi- B - Dpsos - (BTeck -
Vielcome null alforn
My HR
 tome | KP&Me | viorxspace | AboutWR |PF_MemuTesting Beskmart s page
My Teams

Managor Toole

HR Pro Tools

Team Toots

BT Tracker T Teams found CHCE Column headir 10 S0

Team

Select 2 UBT o 2 Mamae of UBT Rating L Sting Entity  Area Leeution Cost Canter

Wy Teamy

Export Test Data (C5V

1
this i o =

Export UST Detads (C5W

HAYWARD 5530 Daemaisizgy rr - SewcT-

There are two report choices. One is a Team Summary Report, which provides summary
information about all the teams on your list of teams. The start of information for each
team is highlighted in blue and yellow (see next page), which makes it easier to figure out
where a team’s information starts and stops. The fields in the report are drawn from the

Team Details page and the Performance Improvement Project page.

Continued on next page
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Close Window | Print Report

September 3, 2010
Team Summary Report 4
1d Name of UBT Center Location Service Type Huddles Established Team Rating Last Updated Updated By
1538 Admitting Dept Haymard R N 06-Jan-09 3 - Transtional 26-Aug-10 Aguilera 3l
Consultants Proxies Representatives

gelio E Clarke
a Camarena

Edward N,

Courtney Michelle Gonzalez
Chavon B Mayes

Project ID Project Name Focus Area Metric PSP Result Status

=1z Impreve Inpatient CoPay Collection  Revenus Capture ay Collecton L some Measurable

Active

475 MewTestlin

Manageme No Results Repored

endance.

Cading workfiaw N o Measurable

3348 Improve bathroom and room Inpatient Satisfaction
cleankness

A second choice is the Team Detail Report, which provides all available information on

each performance improvement project a team has entered.

Close Window | Print Report

x September 7, 2010
Team Detail Report
Id Name of UBT Center Location Service Type Huddles Established Team Rating Last Updated
1525 [ UAT - 2nd floor PCS | Mule | Mult | Inpatent i 1B-h |4 - Unit Based Team |28-Jul-10 Paugza Valentino Charles

Denise Lynn Foster

Harm

ug-09 Status Active
Last Updated 20-Aug-10 updated By w4
Qur SMART Goal

Sarformance Matrs EEP Goal ®

Dat:

urce for Metric Using RIM 7
Sasuts

Describe Results
Learnings

Performance Improvement F266-UAT - Canton Hospital - Falls in Rooms
Project

Focus Area
Start Date

Value Compass

Complete Date Status Active
Last Updated Updated By
Our SMART Goal

Performance Metnc PSP Goal ? N
Data Saurce for Metric Using RIM 7

Resuls fesults Pending

Descrbe Results
Leamings
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Select a UBT

UBT TRACKER USER GUIDE | Section 4 | Select a UBT

You can use the Select a UBT function to search for UBTs by geographic area (Area, Center,
Location), by Cost Center or by UBT name. Once you identify teams you are interested in

following on a regular basis, you can add them to your My Teams page (see page 2.1).

1. Click Select a UBT from the Team Tools directory.

The Region auto-populates with your region.

Click the Location drop-down menu and select your Location.

Entity
All v

Center

Fl 3«F

2. Click the Area drop-down menu and select your Area.
3. Click the Center drop-down menu and select your Center.
4.
5. Click the Search button.
List Unit Based Teams
Manager Tools
HR Pro Tools Filter Results
Team Tools Region .
UBT Tracker | Northern California |
Area
Aot
J AN
My Teams Location

Search Projects
Add UBT Profile
Edit UBT
Manage Access

Feedback

4~

Find by UBT Name

552

CostCenter(Ctrl-Click to select multiple)

0001 - Regional Doctors
5000 - Area Administration
_ 5001 - Patient Care Svecs s’ J

Continued on next page
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Select a UBT continued

OR

IF YOU KNOW THE NAME OF YOUR UBT:
1. Click Select a UBT from the Team Tools directory.

2. Click in the Find by UBT Name field and enter your UBT name.

The UBT Tracker uses completion matching to locate the name so you only need to type a few letters of
the UBT name to receive a match.

Hint: If you are unsure about the exact name, don’t search for the full name, because you
may not find that team. Try using part of the name.

3. Click the Search button.

List Unit Based Teams
Manager Tools
HR Pro Tools Filter Results
Team Tools Region Entity
UBT Tracker L Northem Cakfornia 58 | | i M|
Area Center
(=
Al - All & |
= L J L J _ _
g Sp— Location CostCenter(Ctrl-Click to select multiple)
Search Projects Al v- ]
Add UBT Profile : ) 0001 - Regional Doctors
} 5000 - Area Administration
BRI 5001 - Patient Care Svcs v
Manage Access Find by UBT Name

Feedback Z,L u
=
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Search for a Performance Improvement Project

UBT Tracker allows you to search for performance improvement projects in your region.

You can search by Location (including Cost Center), Focus Area or Metric. For example,

a user might be interested in all the projects aimed at improving mammography screening,

regardless of location. Another user can use the Cost Center search to find all the projects

being done by a particular type of department across the region.

1.

Click Search Projects from the Team Tools directory.
The Region auto-populates with your region.

You can filter your search by location by choosing from the Region, Entity, Area,
Center, or Cost Center drop-downs. For example, an EVS team working in one
medical center can search projects from EVS teams in other medical centers by

searching all teams in cost center 532I-Housekeeping.

You can also filter your search by type of project by choosing from the Focus Area or
Metric drop-downs.
This will bring up all projects dealing with a particular Focus Area or Metric.

You can also use the Results and Test of Change Rating drop-downs to filter your
search by projects and tests of change that were rated as successful by the teams.

A list of projects will populate.
Click the Project you are interested in viewing.

A. The Select Report button allows you to export reports, or view team summary and

detail information in a new window (see pages 3.1-3.2 and 16.2-16.3).

Continued on next page
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Search for a Performance Improvement Project continue

Search Projects.
Search Parformance mprovement Projects
Team Tools. Regicn Entity
Northers Caiforsin (¥ A =
VBT Traciar 2 L i
Area Center
i fi = e
. Location Cost Conter (CxiClick i seiect mullpi)
t&lﬂ(hﬂm{_n Al W -~
L 5801 - Raguonal Dockes.
e 5200 - Arpa Agmngiiston
Edit w81 5001 - Patert Care Sves o
Wanape Accass Focus Area e compass
[re—— A 5 vl
) wetrc
Ay w
Besults.
1 Test Of Change Rating
=
% e Mo Propess i
3 i | 1 unsuccesshu
Fsmuwrs:nwwns =
— | 3 Successhul

W [Target Achieved
W Tanget Actieved »=8 mos

1616 Frofects found Chick column header to sort [P ——
D 4 UBTMame T ContarMeme  Locaon Wawe  Mame of Prosect Fociss Area Matric Results _:)
P 1eam e
528 AT - 20 flooe PCE e e O O 23 Paaults Panding fos oo
i ey - Prwonct Fails Expart PP Detals (C5V)
ciopte ok T | M et |ttt Expart Test of Chasge (C5V)
JAT . CHinton T =  Expart Test Data (C5V)
e = o & Bylns Inpatert Sanwaction u—-::‘m 1 o Pt Fapertnct
This will take you to the Project screen for the team that did the project.
rojects
ABOUT THIS UBT
Performance Improvement Projects and Tests Of Change lil
o M of UBT Servive Type Using HutkBes Date Team Euistaished “Temm Rating
1529 UAT - Znd floos PCS Inpatient M 6-18-2000 4. Unit Based Team
Performance Improvement Projects
Team Reports & Exsorts *
2610 30 of 40 page & ™ ofs
Status 4 LastUpdated ¥ Start Date . Name Of Project Fous Arca Performance Metric.
Active 5-16-2000 1-5-2009 Aftendance Other Other
Aictive 5-16-2009 1-5-2009 Workplace Safety Other Ofher
Active 5-16-2009 152009 Attendance Gther Other
Actve 5-16-2009 1-5-2009 improve Admission Facior TE[gE“ Other Other
Active 6-16-2008 1-6-2000 Impreving Compliance around Admissions Other Other
Braject Beponts & Expents v
Project Details ~ Tesl Of Change Detadls  TesiData
Performance Improvement Projects. Attendance
Focus Area Other Value Compass Other
‘Start Date 1-5-2009 Compieted Date Projedt staus is Active Mo Completed Date Status Acive
Our SMART Coal 9.0 dayafper FTE
Performance Metric Other PSP Goal? N

For more information on how to view performance improvement proj ects and tests

of change, see the next section.
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Viewing Performance Improvement Projects

One of the most useful features in UBT Tracker is the ability to view performance
improvement projects. Looking at what other teams are working on is a great way for UBTs

to avoid reinventing the wheel.

VIEWING PROJECTS

After you navigate to a UBT’s Project page (see previous section), you will see a list of
projects in the middle box on the page. Clicking on a project highlights it in yellow and
displays the information about that project in the Project Details tab in the bottom box

(see screenshot below).

Workspace Bookmark this page
Team Tools Performance Improvement Projects
ST ch PEITOMMANCS IMPrOVeMenT Frojects ana Tests OF CNangs ABOUT THIS UST
R errormance Improvement Projects and Tests OT Change |II " ||H X ”mToIly'l |
L 1] Mame of UBT Service T Using Huddles Date T Established T Rating
‘eam Es ‘eam
Search Projects o
Feedback 1 Unit Assistants and Department Secrataries Inpatient N B8-16-2010 2 - Foundational

Performance Improvement Projects

Proiect Reports & Bxoorts

Project Details ]Testofchangeﬂelails Test Data

F Safety

Projects

Focus Area Employee Well-Being Value Best Place to Work
Workplace Safety)

Start Date 6-1-2000 Completed Date Projedt stalus is Active. No Status Active

Completed Date

Our SMART Goal Reduce work related injuries on the 3rd fioor.

Performance Metric Improve Workptace Safety (reduce # accepted claims) P GomT: N

Data Source for Metric WFS Reports or WEISS

Results Results not Available

Describe Results

Ussing RIM | PDSAT .

Leamnings or Successful Using IRIM within TCAB.

Frachces

S [ Chart | shale

Mumerator Label (Top) Denominator Label

(BoTIom)

Calculated Vahse | sbed Additional Variahle | abed

(Top/Battom)

MEITUEDONS The Chart Label Fiekds are for confguning whal data you want 1o collect and chan for a Test of Change. The Calculated Value
i the value you want 1o Irack and char, and is caboulated by dividing the Numeralor (lop number) by the Denominatos (bothom
numnber). Use the felds above b label yuwn Nurmeaton, Denominaslon and Cabculabed Value
The addiional Varizble is nat usually used without the help of 3n Improvement Advisor

Example I you wanled to frack percent on-sme delivery, you would enter # of on-time deliveries” in the Numerator, and Total deliveries’ in
the denominator, and "% on-time’ in the Caloulated Value. These data labels will appear in the data entry table and the final
chart, and the system will plot the % on-ime delivenes by date.

4 1+]

Continued on next page
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Viewing Performance Improvement Projects continued

THE PROJECT DATA IS ORGANIZED INTO A NUMBER OF FIELDS AS FOLLOWS:
Performance Improvement Project: Project title.

Focus Area: Each region establishes its own set of high-level focus areas (e.g., Quality,
Service, etc.) for UBTs. Selecting a Focus Area generates a list of Performance Metrics

the UBT can choose from.
Value Compass: Each Focus Area is linked to one of the four points of the Value Compass.

Start Date/Completed Date/Status: Teams enter their start date for the project. If
the project is completed, they enter a completion date and the Status field changes to
“Completed.”

Our SMART Goal: Teams enter a SMART goal for the project. SMART means Specific,
Measurable, Attainable, Realistic and Timely.

Performance Metric: Each region establishes its own set of performance metrics for

teams to choose from. These metrics are tied to specific Focus Areas.
PSP Goal: If a particular metric is tied to the region’s PSP goals, this flag will read “Y.”

Results: Teams use this drop-down menu to report results at a high level (e.g., No Results
Reported, Target Achieved, etc.)

Describe Results: Teams use this field to describe results in more detail.

Using RIM/PDSA: Teams indicate whether they used the RIM/PDSA method.

Learnings or Successful Practices: This field is for teams to report high-level learnings

or successful practices that could be generalized more widely.

Set Up Chart Labels: This section is used by teams to define an outcome metric for the
project and track it using the Test Data tab (see page 15.2-15.4.).

Continued on next page
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Viewing Performance Improvement Projects continued

PRINTING REPORTS ON PROJECTS

There are several options for printing reports on a team’s projects.

For a printout of a single project, choose Print Project Record from the drop-down menu
on the far right-hand side of the Project Details tab.

Performance Improvement Projects
[ wampars | [ watory | [ Asa Te iy Toams
0 Name of UBT Service Type Uning Hucdies Date Toam Established Team Ratng
1 UnitASSIstants g Dapanment Socratanos Inpasent N B162010 2- Faumastonal
Perarmance Improvemant Project
Froject Reqors & Exports, =
Proseci Dutails  Tesd Of Change Details  TestData s WI
o “TestDaks Charts
Expan Test Dats (CSV)
Performance Improvement ‘Workplace Satety S
Projects e
Focus Ares Employea Wedl-Being (Incudng et Piace 1o Work
Workplace Satety) - =
Start Date 51-2009 Compilessa bate Propbet $thus i3 At NG Satus A
- Completed Date
Our SMART Goal Reduce work: related inurkas<gin e 3d Boor
Performance Metns Improve wow‘kc_t;_r.a-siemnmce ¥ accepled daima) PSP Goal? N
¢ Dbt fepd - g e _|_FABGIE147THAZNHER S 1000, pipPrint Tood ext Paths) =101 x|
Workplace Safety
Engoyee Wel-Bemg (ucludig  Valus Compass Best Place to Work
Workplace Safety)
Suars Dune 6-1-2009 Complered Dure Project status is Active No S A cgve
Completed Date
Lol Reduce work related imjories on the 3rd floor.
Parformance Metric Tnprove Workplace Safety (rechace # accepted PSF Goal? N
clasms)
Data Soures for Merie WPS Reports or WEISS
Reeubs Resulis not Avesdabile
Deseribe Resulns
Usineg RIM | PDSA® ¥
Learmings or Succeasfal } -
e Usmg RIM withm TCAB
et Up Chart Labele
Sumerstor Label (Top) Dencmimsior Label
(Bottom)
Calbrulated Valse Labal Additicaal Varishle
(Top Bariom) Labal
il

For a printout of all the projects a team is working on, scroll up to the middle box on the
screen, which lists the Performance Improvement Projects. You can choose a Summary

Report or a Details Report, which follows the same format found on pages 3.1-3.2.

VIEWING PROJECT CHARTS

UBT Tracker allows teams to define an outcome metric associated with the project and then
to track the impact of multiple Tests of Change on that metric. Instructions for viewing the

charts can be found on pages 16.1-16.3.
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Viewing Tests of Change

PRINTING REPORTS ON PROJECTS

The Rapid Improvement Mode (a.k.a. Plan, Do, Study, Act or PDSA) assumes teams will
try a lot of different things to try to improve performance. These ideas are meant to be tried
quickly and then either adopted, modified and tested again, or abandoned. UBT Tracker is
designed to capture these “tests of change.” This allows users to find approaches that really
work and identify those that probably won’t.

You can view Tests of Change associated with a project by navigating to that project on the
Performance Improvement screen (see page 6.1).

Once you have the project called up in the window on the bottom of the page, click the
Test of Change details tab. The tab will display as follows:

Projec Haparin & Frperts v

nge Detass || 1asiata

Detuty
Taat of Changs

g os 1 reds s Bres 10 bed
LA (8T £38 BT Tt ). iy (104 S5, MISTY ST TR el it I ket B
rip.

Outcome
Resuits Perdeng
bl pag 101

Date LostlUpdabed ¥  Test Of Change s Malag & W

A list of Tests of Change appears on the left. Clicking on a Test of Change will display that
Test of Change in the window on the left. There are three fields in the Test of Change
window as follows:
Details: Description of the Test of Change
Outcome: Description of the outcome of the test
Rating: Tests are rated on a four-point scale:
I. Unrated: Not enough information to rate yet

2. Abandon: Test was unsuccessful

3. Adapt: Test was partially successful and shows enough promise to be adapted

in some way and tried again

4. Adopt: Test was successful enough to justify implementing the change permanently
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Part II: Managing Team Membership and Data

UBT Tracker is a wonderful source of ideas for improving performance on all four points
of the Value Compass. In addition to capturing individual team activity, UBT Tracker allows
teams to view what other teams in the region are working on. Thus, teams can learn from

the good ideas of others.

UBT Tracker is only as useful as the information that is entered into it. Detailed and
complete information in the team and project records creates useful information for others

who want to learn from that team’s experiences.

These sections walk you through the steps involved in managing team membership and roles

and in creating records of performance improvement projects and tests of change.
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Edit Member Details

Once you have created a UBT profile and added members to it, you can indicate the role
each member plays on the team (e.g., co-lead). If you have a large UBT governed by a
representative team, you can indicate which members serve on that team. If there are
members who have been added automatically to your Cost Center but who are not, in fact,

on your team, you can choose Excluded from the drop-down menu.

Note that co-leads or a team member who has been designated a proxy may edit

member details.
LOCATE YOUR UBT
1. Click the drop-down menu in the View Details column.

7. Choose Members from the list.

List Unit Based Teams

Team Tools Region Entity
Area Cente:
Sebect a UBT
My T =
oot Location CostCenter{Cirl-Click bo seledt muliple)

Add UBT Profile

Edit BT

Manage Accras Filter by UBT Name

Finbibach

ine
88 Teams found
Chick column header fo ot
T
0 < Mame of UBT Rating | GL String Entity  Area Location Cost Center Shift View Details ‘h
38 3 o10148331 1 ET"':;“‘“’" HAYWARD 5331Admitting an -seect [0 2
e
=2 80145300 o | HAYWARD S500-Alkeegy An Progcis
Algmads 2 uembers |
enatas S Hat
Tme Allesgy v PEuIEsses oo :ll"'eﬂ: e O sooeamecions Unemses AN R

Coamise Souibem ™

The UBT Detail window appears.

Continued on next page
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Edit Member Details continued

3. Scroll down to locate the member names.
4. Click the Member Status drop-down menu to the right of the member name.

5. Select Co-lead, Excluded, Member, Representative or Proxy.

UBT Detal ~
Detail About the Selected Unit Based Team E_;':W :] -[mj‘"":']
Edit D Name of UBT Date Team Established Team Rating Service Type Using Huddics Detault
Membership
& 1338  Admiling Depd 1-5-2009 3-Transitional Ho Yes
GL Siring Entity Location Cost Center Shift #Employees:
01-014-5331 O1-6FH 014-HAYWARD 5331-Admiting Al 7
UBT Membership Summary Defaulted Manually Added Total
Team Co-Leads and Proxy 4 3 T
Team Representalive 2 1 3
Team Members (Total - Excluded) n 4 15
Defaulted Members Excuded 2 nia na
Team Sponsors [] 2 na
Team Consultants i i na
Total 26
Defulted Members  Manually Added Members  Add Members
view 20 ¥ Employees per Page bbbl ol page 1or1 2
Last Name: 4 First Name o D Union Code CKPU Team Role
Bacud Eymebd San Juan B721851 ADS ¥ Co-Lead *
Camarena Ena M873285 D4 N Lonsutant
Excluded
5 Uambes
De Leon Elizabelh LETE585 AD4 Y
Representatve
Dorsey James Myoka 5760305 NUE N B -
Emmitt DeborahR. 0624134 AD4 Y | Representatie v
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Add Members From Other Cost Centers

UBT Tracker allows you to add members to your team from other Cost Centers without

bringing all the employees in that Cost Center into your team. This is also the way you assign
Sponsors and Consultants to a team.

Navigate to the UBT Details page:
1. Click the tab labeled Add Members.

7. Enter both the Last Name and First Name of the person to be added in the fields.
3. Click the Search button.

Defaulted Members Manually Added Members Add Membears

Last Name ) First Name
Reset Search
view| 20 ¥ Employees per Page 1to50f5 page 1 of 1
Add Last Mame A  First Name 4 NUID Location Union Code CKPU
& Gonzalez Jose G 063 SAN JOSE A1 Y
+ Gonzalez Joze Santiago 035 SOUTH SAN FRAMNCISCO A1 Y
'+ ] Gonzalez Jose Roberto 044 SANTA CLR-HOMESTEAD A1 Y

4. Click the button next to the name of person to be added.

Once the person has been added to the team, he/she will show up under the Manually Added
Members tab. Click on this tab to edit the Member Status using the drop-down menu.

You can use this process to add a Sponsor or a Consultant to a team. Simply choose one of
those options from the drop-down menu.

Defaulted Members Manually Added Members Add Members

view!29 ¥ Employees per Page Tto1 oM page 1 of 1
Last Hame 4 First Hamme: A HUID Union Code CKPU Member Status
Mayes Chevon B 0895562 NUE M [Consutart &

Co-Lead
Excluded
Included
Representative
SPONESOr
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Adding Physicians to Teams

With Release 2b of UBT Tracker, unit-based teams now can add their physician members to
their membership rosters.

Physicians can be added in one of two ways, automatically and manually.

Physicians are automatically added to teams in cases where physicians and employees
reside in the same four-digit Cost Center.” When a team is created (see page 17.1), the
administrator links a set of General Ledger accounting strings (a.k.a. GL Strings) to the
team to populate the team membership roster. If the Cost Centers (the four-digit code at
the end of the string) contains physicians as well as employees, those physicians will be pulled
into the team automatically. Physicians are identified with a three-letter code corresponding

to their medical group as follows:

OPM Ohio PMG

TPM Northern California PMG
PRM Program Office PMG
NWP Northwest PMG

HPM Hawaii PMG

GPM Georgia PMG

SCP Southern California PMG
CPM Colorado PMG

MAP Mid-Atlantic PMG

However, in cases where physicians and employees do not reside in the same four-digit
Cost Centers, physicians need be added manually as though they were members from
other Cost Centers. To do this, follow the directions on page 9.I and search for the

physician name as you would any other employee.

I This feature is not enabled in the Northern California region; physicians there must be added to teams manually.
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Add a Performance Improvement Project

UBT Tracker allows you to track your team’s performance improvement projects. The forms
are based on the Rapid Improvement Model/Plan, Do, Study, Act approach. You begin by

creating a project and identifying a desired outcome. Then record the various small tests of
change you tried to achieve the outcome.

Follow the steps below to create a performance improvement project. Only a co-lead or a
designated proxy may enter this data.

1. Click Select a UBT.
2. Locate your UBT by Filter Results or Find by UBT Name.

3. Select Projects from the drop-down menu to the right.

My HR o Y
Workspace | Beckmark this page:
Liat Urst Based Teams.
Team Touls g Entity.
UBT Trascher
Ares Carter
i el
My Team
reaten Comtlombori T Click b sslnct multips )
Swarch Projucts
B84 BT Prosis
EsauET
Manage Azzeas Fird by UBT Mame:
Fewtbach
T21 Teams found
(Chck column header ko sort Select n Report
o & Mameof UBT :“" GL String Enaty  Area Location Cost Center Sttt View Details
= AT - Znd Roee PGS 4 L Merh Vaay SOSEVRLE TMdTg Uit e A -Sect- | =

T
0028470 RagonsOfices | BEMELEVCWRUS  STAOERTEVCIO o 3‘%
Mambars

-

&
o

TP - a pay MRAMGTS SUCERSReAT RN Sty
L

1531 AACT Valless 3 000805321 AACC/THN Comter | AACT - VMLLEJD 521 Houssbeening e -Sebct- |

The Performance Improvement Projects screen appears.

A. Note that you are able to navigate through the pages of Performance Improvement
Projects by selecting the page number in the page drop-down.

Continued on next page
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UBT TRACKER USER GUIDE | Section 11 | Add a Performance Improvement Project

Team Reports & Exports +

Performance Improvement Projects
ABOUT THIS UBT
Performance Improvement Projects and Tests Of Chang 1—|m 'ﬁﬂlﬂ‘
/] Hame of UBT Bervice Type Using Huddles Daie Tean Extablished Team Rating
1529 UAT - 2nd Mloor PCS Inpatient N 6-18-2009 4« Unil Based Team
Performance Improvement Projects
1105 0140 page[t Mlois

M!‘ Last Updated ¥  Start Date &  Mame Of Project Focus Area Pcrlulm.wlleﬁii

4

5
ACe 8-20-2010 8-7-2009 UAT - Canlon Hospital - Doses Administered Detween No Harm Reduce Hospital ACg lections (infection Rate)

AUE 7

8
Actrig 8-17-2010 810 2009 UAT - Canton Hospital - Falls in Rooms Mo Harm Prevent Falls (Incdence Rate / 1000 Patient Days)
Arbee  AATI0A0 a-8.9004 LIAT - Canbon Hospital Cardiae Amests Outside of 1] Ko Harm Raducs Hnspital Arquired infeckions {infackion Rate)
At 8-17-2010 9-15-2009 UAT = Clinton Hosp Knee, Hip & Spine Replacement Inpatient Imiprowe Admiitting Satistaction (% Avatar Factor Score)

Salisfaction
Ach 8-1T-2010 11-3-2009 UAT = Canton Inpatient Admissions Hospital Patient o Inpatienl Bed Turnaround Timse (% aving ED in undes 60
Flow minutes)

Project Details ~ Test Of Chanpe Nefails | Test Nata

Performance IMprovement Projects UAI - Canton Hospial - Doses Adminisiered between AUE

Focus Area Vahse Compass

Completed Date

Mo Harm

Start Date B-7-2009

Best Quality Care

Projedt status is Adive. No Completed

Statuz

B. Select the Click Here to Add a Project button to add the first project (only for the

first project).

Performance Improvement Projects

Performance Improvement Projects and Tests Of Change

] Hame of UBT service Type Uging Huadle s
1765 Musculosketetal Depatment —_— M
D i Click here fo Add a Project

After the 1st project:
4. Scroll down to view the Project Details tab.

5. Click Add new Project.

Date Team Estaplizned

1-5-2009

ABOUT THIS UST
[Members | [ History | [ Add To My Tanms |

Team Raung

1 - Pre-Team Climate

Continued on next page
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Add a Performance Improvement Project continued

Performance Improvement Projects ~
Perform Improvement Pr and Tests Of Cha -m-zu _-m_
o Hame of UBT Service Type Using Hudidles [Date Team Established Team Rating
1538 Admimng Dept N 1-5-2009 3 - Trans@onal
Performance Improvement Projecis
Team Rsports & Experts =
Twdos page 1ol 1
Status i Lastlpdated ¥  StartDate Mame Of Project Focus Area Performance Metric

@ Adve 2-1-2010 B-4-2010 Imiprove Inpatient CoPay Colection Revenue Capture Incregse POS Co-Pay Collection (Collechon Rate)

&  Adive 8-23-2010 B-23-2010 HewTestLinkD Oeatofork Mizzed Meals and Breaks (% fotal payroll dollars)

@ Complste 242010 5212000 Coding workdiow Omhar Oher

2 Adve 1-11-2010 5-5-2000 Improve bathroom and room deanliness  Inpatient Satistaction Improve Room / Bathroom Cleanliness (% abways) s—_—

| Project lhons & Exports
Project Detalls  TestO1Change Details  TestData
5‘ D Add newProject « Editthis Project

Perluimame g veeiment Projects Improve Inpatient CoPay Colection
Focus Area Revenus Capture Value Comoass Aftoedzhile
Start Date. B-4-2010 Compicted Date Project status is Active. Mo Completed Drale Status Active
Our SMART Goal Improve Copay colléction rale from 75% 10 95% by Oclober 151
Performance Metric Increase POS Co-Pay Collection (Collection Rate) PSP Goal? N
Data Source for Metric HUUI Repof Uata Chans
Results Some Measurable Progress
Descnbe Results

\Using RIM | PDSAT

LEarmangs of SUCCESSTL PTACTICES.

Numerator Label (Top)
Calculsted Value Label [Top/Botiom)
Instructions

Y

5&1 Up Chart Labels
Co Pays Collected L Ll Patients
CoPay Collection Additional Vanable Label DO NOT USE

The Chan Label Fields are for configuring whal data you wani o collect and chart for a Tesl of Change. The Calculaled Value is the value you want 1o rack
and charl, and is calculated by dividing the Numerator (lop number) by the Denominator (botiom number). Use the fiekds above 1o label your Numerator,
Denominator and Caloulated value:

The i Vanable iz ucod wil Advicor.

help of an Impr

I you waanted to Wrack percent on-time delivery, you would enler ' of on-time delienes” in the . and % on-
time in S Calculabed Value. These data labeis will appear in the data entry lable and e final char, andhl 85’8!0"1 will Blﬂm !ibﬂ fime delveries by
dale. £

Enter the Performance Improvement Project details:

6.

Enter the name in the Performance Improvement Project field.

Select the Start Date field.

Select the Focus Area from the drop-down menu.

Enter your SMART Goal.

Continued on next page
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10.
11.
12.
13.
14.

UBT TRACKER USER GUIDE | Section 11 | Add a Performance Improvement Project

Performance Improvement Projects
= B =
D Name of UBT Service Type Using Huddies Date Team Established
1538 Admitting Dept — N 1-5-2009
p 1 P,
Project Detalls Test Of Change Details Test Data

* Ferformance Improvement Froject Q * start Date

L b 0

* Focus Area 8! Value Compass Status

“select Active

Our SMART Goal ICost Management (including Attendance)
Emp Well-Being (including Workplace Safety)

1 Hosptal Patient Flow
9_' ‘_ Inpatient Satisfaction
-, No Harm
~ any Dther
. ~ Dutpatient Satisfaction

Prevention

1024 charaders 1o o Wi Gl

* Performance Metric - . * Data Source for Metric

o

KEY TIPS FOR SMART GOALS = S -
Include specific target and deadline
Example: "We will improve [measure] to 87% by Q4-10”
If metric is "Other,” describe metric
Example: “Coding Turn Around Time™

Team Rating

2 - Foundational

Project Reports & Exports «

Lompieted Uate

Select the applicable Results answer.

Use the Describe Results field to explain your results in more detail.

Select the applicable Using RIM/PDSA? answer.

Enter Learnings or Successful Practices in the field provided.

Click Save.

Note: There is a section at the bottom of the Performance Improvement Project screen

under the heading Set Up Chart Labels. Use this section only if you intend to track data on

your project using the Test of Change Data Series functionality. For instructions on how to

do this, see the Test of Change Data Series section of this manual, Appendix C.

Continued on next page
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Add a Performance Improvement Project continued

R DESCRIBE RESULTS

FOR LEARNINGS OR
CESSFUL PRACTICES

]
[ ]

Instructions  The Chart Label Fields are for configuring what data you want to collect and chart for a Test of Change. The Calculated Value is the value you

want 1o frack and chart, and is calculated by dividing the Numerator (top number) by the Denominator (bottomn number). Use the fields above to
label your Numerator, Denominator and Calculated Value.

The additional Variable iz not usually used without the help of an Improvement Advisor

Example Ifyou wanted to track percent on-time delivery. you would enter '# of on-ime

inthe and 1otal i
and "% on-time’ in the Calculated Value. Mammﬂmumhmmmmmmuwmanulmsmmulolotms
“ on-time deliveries by date.
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Edit a Performance Improvement Project

Periodically, you will want to update your project record to track what kind of progress you
are making. Follow the steps below to update your projects. Only a co-lead or a designated

proxy may enter this data.
From the Performance Improvement Projects page:

1. Click the Performance Improvement Project you wish to edit.
The details of the Performance Improvement Project appear.

2. Click Edit this Project.

The Performance Improvement Project screen opens for editing.

Parformance IMprosemant Projects
Members | | History
[ /] Mame of UBT Lervice Type Using Huddles Date Team Established Team Rating
1538 Admitting Dept N 152000 2- Foundational
Perfermance Improvement Projects
Team Reports & Exports ~
To5 006 page[! = oz
Statue 4 LasiUpdated ¥  Start Date & Mame Of Project Focus Area Performance Metric
9 Adnve 9-28-2010 9-10-2010 Reduce Deptincremental O1 -Datais xy2  CostManagement Overtime (% total payroll .h T
Tormat (including Altendance) dollars)
+
i@ Acdive 8-10-2010 8-10-2010 Clinical Services OT - Dond mix whole and Cosl Managemenl Orveerlinmee (% lolal payroll
decimal numbers (inciuding Aftendance) dollars)
& Acdive 0-1-2010 8-4-2010 Improve Inpatient CoPay Collection Revenue Caplure Increase POS Co-Pay
Collection (Collection Rate)
o  Acive 8232010 8232010 hewTesiLinkDideshofiWork Cost Management Missed Meals and Breaks (%
fincluding Atendance) total payroll dollars )
@ Complele 242010 §-21-2000 Coding workfiow Other Other
Project Reports & Exports. ¥
Projed Delails Tesl Of Change Details ~ Tesl Dala
Performance improvement Reduce Dept incremental OT - Data is xy2 format
Projects
locus Area Cosl Managermenl (induding Value Compass Alfordatale
Aftendance)
Start Date 9-10-2010 ‘Compieted Date Project SLaMus is Active. NG Status Active
Completed Date
Our SMART Goal
Performance Metric Overtime (% total payroll dollars) PSP Goal? N
Data Source for Metric LMF Dashboard Data Chans
Results Some Measurable Frogress
Describe Reaults

3. Enter the necessary edits.
Ifyou find no edits are needed, click Cancel.

4. Click Save.
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Add a Test of Change

UBT Tracker is designed to support the Rapid Improvement Model (RIM), also known as
Plan, Do, Study, Act (PDSA). For any given project, teams may test many ways of improving
something, some of which will fail and some of which will succeed. UBT Tracker allows you

to record which tests of change worked and which did not.
Follow the steps below to add a test of change:

1. Click Test of Change Details tab.

2. Click Add New Test.

‘h Project Repons & Expons v
Project Details |:'[GS[UI Cnange Details TestData

Name Of Reouce Dept Incremental OT - Diata ks xy 2 format Dotate
d Test of Change
Tracking our PP results
b Outcome
@lﬂ Mew Test Hope we improve
Rating
1t030f3 page 1 of 1 1
Date Last - TestOf Change & Rating -
upamea
& @ 9282010 Tracking our PP 1
results Unsuccessful
& 8 81320100 test this 2-Neutral
& @ 9102010 Target 3-Successiul

The Details window appears.
3. Enter the details of your Test of Change in the field provided.
4. Enter the outcome of your Test of Change.

5. Select the applicable Rating.
Projed Details Test Of Change Details TestData

Name OF Reduce Dept Incremental OT - Data is xy.z format 1
Project:

© At New Test

103003 page 10f1
Date Last y TestOfChange 4 Rating "
Updated
& @ 9282010 Tracking our PP 1.
results Unsuccesshul
J @ 9132010 lerst thiss 2-Neulral
@ 9102010 Target 318

6. Click Save.
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Once you have created a test of change record, you can go back and edit it to provide

additional information.

1. Click Search for Projects.

The details of the Performance Improvement Project appear.

2. Click the Test of Change Details tab.

3. Click the Test of Change blue text.

Performance Improvement Projects
ABOUT THIS UBT
Performance Impruvement F'rojects and Tests Of Change
o Name of UBT Service Type Using Huddies Date Team Established Team Rating
1538 Admitting Dept - M 1-5-2009 2 - Foundational
Perfe e Impr nt Projects
Team Reports & Exports
1to5of 6 pagel! #| o2
‘ Status 4 LastUpdated v  Start Date 4 Name Of Project Focus Area Performance Metric
Q Active 9-28-2010 9-10-2010 Reduce Dept Incremental OT - Datais xy.z Cost Management Overtime (% total payroll
format ]
Active Clinical Semices OT - Dont mix whole and Cost Management Overtime (% total payroll
decimal numbers (including Atendance) dollars)
2 Adive 9-1-2010 8-4-2010 Improve Inpatient CoPay Collection Revenue Capture Increase POS Co-Pay
Collection (Collection Rate)
@ Adive 8-23-2010 8-23-2010 NewTestLinkDOesMNofWork Cost Management Missed Meals and Breaks (%
(incdluding Attendance) total payroll dollars)
@ Complete 2-4-2010 5-21-2009 Coding workflow Other Other

Project Details Ofcthanqe Details || TestData
_|

Project Reports & Exports =

Name Of Reduce Dept Incremental OT - Data is xy.z format Details
Lo Test of Change
Tracking our PP results
Select the # iconin orderto
@ Add New Test < edit the Test Of Change Hope we improve
Tlo3ol3 page 1ol 1 1
Date Last v TestOf Change 4  Rating &
Updated
¢ @ 9282010 Tracking our PP -
results % nzuccessful
4 @ 132010 Testinis Z-Neutral
& @ 9102010 Target 3-Successful

Enter the necessary edits. If you find no edits are needed, click Cancel.

Continued on next page
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Edit a Test of Change continued

5. Click Save.

Project Details ~ TestOf Change Details =~ TestData

Name Of Reduce Dept Incremental OT - Data is xy.z format Details

© Add New Test
1to30f3 page 10f1
Date Last y TestOfChange &
upaated
& © 9282010 Tracking our PP
results
& @ 9132010 test this
& @ 9102010 Target
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Track Test of Change Data

“How will we know that change is an improvement?” One of the key skills that unit-based
teams need to develop is the ability to know when the changes they are testing actually result
in improvement. UBT Tracker can help you generate simple charts to show how your various

Tests of Change are affecting your unit’s performance.

CHOOSE AN OUTCOME MEASURE

When you set up a project in UBT Tracker, you should decide how you will measure whether
change is an improvement. Because the Plan, Do, Study, Act (PDSA) approach is designed
for small, quick tests of change, it is best to use something that will give you feedback quickly.

For example, an Adult Medicine department may want to implement a new protocol that
calls for all patients presenting with elevated blood pressure to have a recheck done before the
end of the visit. Rather than waiting for the quarterly hypertension control report to come

out, it might be good to track the number of patients who received the recheck every day.

Many outcome measures are percentages. In the example above, we want to know the percentage of
patients with elevated blood pressure who received a recheck. We get this number by dividing
the patients who received the recheck (the numerator or top number) by the total number

of patients with elevated blood pressure (the denominator or bottom number).

Ifyour outcome measure is not a percentage, you still can use this tool. Sometimes an outcome measure is
just a number, like the number of times something was done. In those cases, you can enter 1

as the denominator and the tool will just display the number you entered in the numerator.

Continued on next page
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Track Test of Change Data continued

DEFINE YOUR OUTCOME MEASURE IN UBT TRACKER

Once you have decided on an outcome measure, you can define your measure in UBT

Tracker and begin tracking it.

1. Create a new project or open up an existing one to add a measure (see pages I1.I-12.1).
2. Scroll to the bottom of the project record.

3. Enter the following items:

A. Numerator Label (Top): This is the top number of your percentage. In the example

above, we are using the share of patients with elevated BP who received a BP recheck.

B. Denominator Label (Bottom): This is the bottom number of your percentage. In

the example above, we are using the total number of patients with elevated BP.

C. Calculated Value Label (Top/Bottom): This is the result of dividing the top

(numerator) by the bottom (denominator).

D. Additional Variable Label: This field can be used if you want to track an additional
piece of information relevant to your test of change. This field should generally be

used under the guidance of an improvement adviser (see Appendix C for more details).

Set Up Chart Labels

Numerator Label (Top) Denominator Label (Bottom)

#\ Pl

Calculated Value Label (Top/Bottom) Additional Variable Label
2 (DO NOT USE

Instructions The Chart Label Fields are for configuring what data you want to collect and chart for a Test of Change. The Calculated Value is the value you
want to track and char, and is calculated by dividing the Numerator (top number) by the Denominator (bottom number). Use the fields above to
label your Numerator, Denominator and Calculated Value.

The additional Variable is nol usually used without the help of an Improverment Advisor.
Example If you wanted to rack percent on-time delivery, you would enter # of on-time deliveries’ in the Numerator, and total deliveries’ in the denominator,

and "% on-ime” in the Calculated Value. These data labels will appear in the data entry table and the final chart, and the system will plot the %
en-ime deliveries by date

Save | Cancel |

Continued on next page
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Track Test of Change Data continued

CREATE YOUR TEST OF CHANGE

Once you have defined your metric, you need to create Tests of Change in order to begin

entering data on them.
1. Click on the Test of Change Details tab.

2. Add a Test of Change, filling in all fields (see page 13.1 for more detail). If you do not

have an outcome yet (and you won’t!), simply put No Outcome Yet in that box.

ENTER DATA ON TEST OF CHANGE

Once you have defined your metric, you need to create Tests of Change in order to begin

entering data on them.

1. While still in the Test of Change Details tab, click on your Test of Change to select it.
The details for this test of change should show up in the boxes to the right.

7. Click on the Test Data tab.
You will see information about the Test of Change in the active window at the bottom of the screen.

3. Click the green button with the + sign on it labeled Add New Test Data.
A form will pop up allowing you to enter data on the metric you defined on the project page. Enter the data
as follows (the screenshot that follows has letters corresponding to the ones below).

A. Date of Test: Clicking on the box brings up a calendar, allowing you to select the date.

Or you can simply enter it.

B. Shift: If your unit has different shifts and this is relevant to the test, you can choose

the shift from a drop-down menu.

D. Denominator: The label at the top of the box is the same one you defined on the
Performance Improvement Project tab. This is the bottom number of your percentage.

Enter it now.

E. Notes. If there are any notes you want to include about this particular observation

(e.g., something unusual about the day or shift), enter them here.
F. Tracking Field: If you defined the Tracking Field on the Performance Improvement

Project screen, the label will show up here. If not, it will read Do Not Use.

Continued on next page

Office of Labor Management Partnership | www.LMPartnership.org 15.3



UBT TRACKER USER GUIDE | Section 15 | Track Test of Change Data

Track Test of Change Data continued

4. Click the Save button.

5. Repeat for each piece of data you want to enter.

D Name of UBT Service Type Using Huddles Date Team Established Team Rating
2588 Pineapple Outpatient Y 8-26-2010 2 -Foundational
Perfarmance Improvement Projects
1to 2 of2 page 10of1
thus. Last Updated w Start Date & Mame Of Project Focus Area Performance Metric
@  Acive 9-2-2010 9-2-2010 Blood Pressure Prevention Improve Blood Pressure Control (3% Hypertensives in
Recheck compliance)
@ Acve 8-26-2010 8-19-2010 Altendance Hospital Patient Improve Inpatient Bed Turnarounad Time (% leaving ED In
Flow under 60 minutes)
1 z Project Reports & Exports ~
Project Detalls ~ Test Of Change Details ~ TestData
Mame Of Project: Blood Pressure Recheck
Last Updated Test of Change Rating
9-3-2010 BP alert in KPHC unrateg
3 © aganewTestData 5,
Date of Test Shift Paticnts Receiving Paticnts with Clevated £ Notes DO NOT USC
Recheck BP Rechecked
Al v 0.00 4‘
A h e h E E Save | Cancel |
Date of Test ¥ Shift & Patients Receiving Recheck a Patients with Elevated BP a % Rechecked Hotes & DO HOT USE &
& @ 962010 Al 25 26 96
& @ 952010 Al 2 26 85
7 @ 942010 Al 20 25 80

In the next section, you'll learn how to display the data you entered graphically or export

it to another program such as Excel or Statit.
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Display Test of Change Data
Once you have entered data into the Test of Change Data Series tool, you can view it and

manipulate it in a number of ways. You can find a couple of options under the Project
Reports & Exports drop-down menu on the right side of the screen (see below).

Performance Improvement Projects

Statusa  LastlUpdated w  Start Date 4 Hame Of Project Focus Area Perfarmance Metric

@ Adve 9-2-2010 9-2-2010 Bicod Presgure Prevenian Imgprove Blood Pressure Condrol (% Hypenensives in compliance|

Fropct Repons

pors v
FOCTLABIIS  UaSTUT CNAngs Lhtiis 18STLNS
Tes
Name Of Project. Biuud Pressue Reuwo T Te is (C3Y
Last Updated Test of Change Rating
8-3-2010 BF alertin KPHC Unrated
Mew Te ta
Successfully created TDS
DateafTest ¥ Ghifta  Naests Nesening Reeheck 4 Datients with Elevated 80 i Deshecked Nstes o DOWOTUSE &

VIEWING TEST DATA

The easiest option for displaying your data is to select the Test Data Charts option from
the drop-down menu. This will pop up a new window with a simple run chart created from

your data.

On the run chart, the data associated with each Test of Change is shown by a different color
line. This allows you to quickly see which Tests of Change are having an impact on your

outcome measure.

In the example here, we see this UBT tried two different approaches to ensure patients
presenting with elevated blood pressure received a recheck. The first was using a red Post-it®
Note attached to the patient’s paperwork. The second was a Best Practice Alert in KP

P pap

HealthConnect. It’s clear from the data the latter seems to be having more of an impact.

The data you entered into the Test of Change Data Series tool are also displayed in a table

below the run chart.
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Display Test of Change Data continued

Close Window | Print Report
Hame Of UBT: neappl
Wame Of Project:  Elocd Pressure Recheck
Test Of Chanae Outcome Rating
e Red Post-It note on chart Nane Yet 0
i KPHC None yet
t sh b
[
Test OF Change Date of Test Shift Patients Patients 94 Motes DO NOT USE
Receiving  with Rechecked
Recheck  Elevated
BP
al 2
al 2
al 2
Al 2 2
| 22
Y Al
% Rechecked by DO NOT USE

If you have used the Tracking Field to track an aspect of the test process, it will be displayed
in a bar graph below the table (see Appendix Q).

PRINTING TEST DATA

You can print your run chart and table by pressing the Print Report button at the top of
the page.

EXPORTING TEST DATA

Sometimes you may want to export your test data to another application. For example,
applications like ChartRunner and Statit can apply statistical tests to your data that allow you
to know whether your changes are real improvements or just statistical noise. Alternatively,

you may want to use the data to create charts and graphs in Excel or PowerPoint.

Continued on next page
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Display Test of Change Data continued

To export your test data, merely choose Export Test Data (CSV) from the drop-down menu
on the right side. You should get a window that looks like this:

A
it LBT
Team Reports & Exports »
Mansge Access
1to2of2 page1of1
Feedback
Statuss  LastUpdated ¥  Start Date & Mame Of Project Focus Area Parformance Metric
@ Adwe 3-2-2010 9-2-2010 B Prevention Improve Blood Pressure Control (% Hyperensives in comgliance
&  Adie 8-26-2010 8-18-2010 mprove inpalient Bed Tumaround Time (% leaving ED in under 50
Flow minutes)
T — X
— Froject Maperts & Exports
Project Detalls  TestOf Change] [0 ¥/0u want o epen or save this fle?
Mame Of Project: ] j Mame: TEST_SERIES_3-3-2010-0-16-50.cov
Tymer Mirsrmnft (fficn Fared Comma Sanaested Vabins Fis
Last Updated From: epf-ga.kp.ong Rating
8-3-2010 Unrated
Qpen Save i Carcel ]

&9 2dd New Test Datz

i fke From the: Inlemiet can b uzshul some fle: can polenally
e your computes. |f you do rot st the sowce, do not open o
s this ke 'hat's the sk

Dateof Test ¥ o BP & % Rechecked Wotes 4 DONOTUSE &

(-] 9-5-2010 Al

Click Save to save the data on your hard drive. You then can open the file in another
application and save it in that format. Note that the file will contain data about the project and
the team as well as the specific test of change data, so it may need to be manipulated before it
can be pulled into another application. See Appendix B for a list of the specific field names
in these exports.

Continued on next page
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Part III: Administrator Functions

While everyone who has access to UBT Tracker can view the information in the system,
certain functions are restricted by role (see Appendix A). For example, only UBT co-leads

or their designated proxies may edit information on team projects.

Certain functions in UBT Tracker can be carried out only by administrators. These include
the functions of creating new UBT profiles (i.e., new teams), modifying the Team Rating

and creating other administrators.



Add a UBT Profile

1. Click Add UBT Profile.

UBT TRACKER USER GUIDE | Section 17 | Add a UBT Profile

2. Specify Name of UBT, Date Team Established, Team Rating, Service Type, and Using

Huddles of desired UBT.

3. Click Create Team.

Add or Edit 8 Uit Bascd Team Mrofile

i Team Information

Hobe that a Unit Based Team musthave at least one cosd cenber.

SoIIAINY W Wame of UBT Date Team Team Rating Sorvics Type Uning Defauit
Entablinhed Huddles Memberahip
1 10-08-2010 | 1 Fre-Team Cimate =] | cat Comter =] [ -| Tes v||

4. Specify Entity, Area, Center, Location, Cost Center and Shift of desired UBT.

5. Click Save and Manage Team.

A o ECHE & UNNT BASEO T8am Fronse

Manager Tools
HR Pro Tooks Add Team Information
Tarmm Tomls Pdooe a1 3 Linit Based Team Must nave 3t I85! 0NE COS! Center
UBT Tracksr
S 0 Mame of VBT Date Toam Teamn Bating Service Type Waing Datault
Wy Teams Eslabiiatesd Hhahibes. Mol ship
Swaruh Projeuts
- - freremy 10082010 [V PraTeam Cimaie 5] [CatCenier 5] = [Ve 5]
Ak UBT Profie
Exa WBT
Menrgs hetres Create Team |
Ptk
Lot Debote GL String ntity Location Cost Center Shift # Employees

Tijf‘

6. Add additional Cost Centers to this UBT by clicking Add Cost Center. Specify the

Entity, Area, Center, Location, and Shift of desired Cost Center.

Add or Edit 8 Uit Bascd Team Mrofile

i Team Information

Hebe that a Unit Based Team musthave at least one cosd cenber.

L] Wana of UBT Date Tesm Tesm Rating Sarvics Type Using Dafaait
Entablinhed Huddles Memberahip
aﬂ‘ T 10-00-2010 [ 1 Pre-Team cimate =] | cat Comter =] e =] Tem 2
o Hewees Creales Team
g ezt

Once the UBT has been created, you can edit the team membership and create co-leads

by following the directions on pages 8.1-9.1.
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Modify Team Rating

Another function that is restricted to administrators is the modification of the Team Rating.
The Team Rating usually is set at I when the team is established. Administrators may change

the team rating as follows:
1. Click Edit UBT on the left-side navigation menu.

2. Use the drop-down menus to indicate the Region, Area, Center and Location. A list

of teams will come up.

3. Use the drop-down menu under the Team Rating column to change the team rating.

The change is saved automatically.

Note: You can sort the list by ID, name of UBT, etc., by using the drop-down menu on the
top of the list on the left side.

Workspace I Bookmark this page
Edit UBT
Team Tools Region Area
UBT Tracker
Select a UBT Center Location
My Teams
Search Projects 2
Filter by UBT Name Clear
Add UET Profile —I
Edit UBT
Manage Access
Sort by: 91 Teams found page |1 v of §
Feadhack
i} v
1] Name of UBT Team GL Entity Area Location Cost Center Shift  View Details
Rating String
1538  Admitting Dept B 01- 01 Greater HAYWARD  5331-Admitting Al [-select- 1w/
iT— 014- Southern :
2 5331 Alameda
1552  Allergy ,'4 06- 06 Greater HAYWARD  5800-Allergy All [-select- v/
is 014- Southemn i
o 5800 Alameda
1553  Allergy 1 ™| 06 06 Greater FREMONT  5800-Allergy Al - Select- ||
016- Southern : )
5800 Alameda
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Manage Access

Another important role the administrators play is managing access. The regional LMP lead
is the “super user” who initially creates other users as administrators. He or she can grant
unlimited administrator rights or can restrict the rights of an administrator to a particular

location.

Once someone has been created as an administrator, that person may create other users as

administrators within the area where he or she has been granted access.

MANAGE THE RIGHTS OF AN EXISTING ADMINISTRATOR

1. Click on Manage Access on the left navigation bar. A list of the administrators you have
created will appear.

2. Click the pencil icon next to the person whose rights you want to manage. The data in the

Access column will become drop-down menus. Make new choices and click Save.

Home | KP&Me | Workspace |  AbouHR | Bockmerk this page
Manage Accras
Manager Tools
HH Pro Tools Manage User Access and Roles
Team Toole
UBT Tracker
view| 20 ™| employees per page AR DG pagel!  *or3
Select & UBT
Mty Teams
Search Projects Edit Delete Mame Rode Access

Add UBT Profile

&7 = ] Aguilera Jill Aguilers-B136345 Administrator Brea  CEM-Cenfral Vallay
Canter  MAN-Manteca
Location  049-MANTECA

& e Aguilera Jill Apuilera-B1 36345 Administralor Area  CEN-Central Valley
Center  STK-Stockion
Location AN
=] Camarena,Ena CamarenaMa7 9285 Wigwe Only Ares AN
Center AN
Location AN
(=] Diavis Edine Davis-F546292 Administrator Area  MAS-Marin/Sonoma
Center AN

Location Al

ADD A NEW ADMINISTRATOR
1. Click on Manage Access on the left navigation bar.
2. Choose a Region from the drop-down menu.

3. Type the name of the person you are searching for.
Ifyou only know the first or last name, you can type it and a list of people will appear.

4. Click on the green plus icon to add them as an administrator. You then can manage
their rights as you would an existing administrator (see above).
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Appendix A: System Roles

While everyone who has access to UBT Tracker can view the information in the system,
certain functions are restricted by role. Below is a list of the roles in the system and their

rights to view and edit team information.

Regional LMP Lead: This is the “alpha user” for a given region. However, his or her only
role is to create other users as administrators. In fact, a regional LMP lead has to specifically
designate him- or herself as an administrator in order to have administrator rights.

Changing the regional LMP lead requires a service request to KP-IT.

UBT Administrator: The primary responsibility of the UBT administrator is to create
UBT profiles (i.e., team records) in the system and to manage access rights for other
administrators. Only an administrator can create a team, change a team rating or create

other users as administrators.

UBT Co-Lead: UBT co-leads are labor and management leaders of a unit-based team.
They have the ability to edit all information about a team except for the Team Rating,
which can be modified only by an administrator. A UBT co-lead’s My Teams page always

will display his or her own team.

UBT Proxy: UBT co-leads may designate members of their UBT as proxies. These
individuals have the same data entry rights as a co-lead. This role is designed to allow a team
to spread the burden of entering data into the system more widely. A UBT proxy’s My Teams

page always will display his or her own team.

UBT Member: UBT members are employees who have been added to a unit-based team in
UBT Tracker. UBT members have view-only rights to their entire region and can view and
download all reports and data extracts. A UBT member’s My Teams page will always display

his or her own team.

UBT Sponsor: Operationally, this role is for higher-level management and labor leadership
who support unit-based teams. Within UBT Tracker, sponsors have view-only rights to all of
their region’s data and their My Teams page will display all teams for which they are a sponsor.

UBT Consultant: Operationally, this role is for consultants and project managers who support
unit-based teams. Within UBT Tracker, consultants have view-only rights to all of their
region’s data and their My Teams page will display all teams for which they are a consultant.

View Only: This role can download UBT reports and view team information maintained in

UBT Tracker. This role can be granted by the regional LMP lead or a UBT administrator.

Office of Labor Management Partnership | www.LMPartnership.org A1



Appendix B: Data Exports

In addition to the Team Summary and Team Detail Reports (see page 3.1), which are fully
formatted and suitable for printing, users also may download raw UBT Tracker data in the
form of Comma Separated Value (CSV) files. These files can be imported into programs

such as Excel or Access.

On the next page, there is a field list for these reports, sorted alphabetically. If you are

unclear about the purpose of a particular field, please consult this list.

UBT Details: Contains basic information on unit-based teams, including Name, Location,
Service Delivery Type, Date of Inception, Number of Employees, Team Development
Rating and Use of Huddles.

Membership Count: Contains data on the number of employees in UBTs in a region, service

area or medical center and the number eligible to be on a team G.e., employees who are members

UBT TRACKER USER GUIDE | Appendix B

of the Coalition of Kaiser Permanente Unions, managers and physicians in those work units).

PIP Details: Contains data from the Performance Improvement Project screen, including
SMART goals, description of results, successful practices, Value Compass Point, Focus Area,

Performance Metric, Team Name, ID and Location, etc.

PIP History: Running this report for one or more projects provides all updates to the project,

allowing users to see how the information has changed over time.

Tests of Change: Information from UBT Tracker Test of Change Screen, including Test
of Change, Result, Rating and basic information on the PIP to which it is linked. Basic
identifying data about the project also is included.

Test Data: Contains data entered into the Test of Change Data Series tool, including
information on the Tests of Change associated with the data. Users then can import that data

into another program (e.g., Excel, Access, Statit, etc., for additional data manipulation).

GL Data: Shows all General Ledger (GL) strings in a region, service area or medical center

and UBTs to which they are linked.

Roles: Generates a list of individuals in all team roles, including members. For each team,
you can see a list of co-leads, proxies, representatives, sponsors and consultants associated with
that team. The inclusion of members can make this a large report and it generally is run for a

relatively small number of teams.

Privilege Roles: Generates a list of individuals in all team roles except members. This report
is designed for users who want information and who are serving in leadership and sponsorship
roles with teams, but don’t need information on every single team member. It is a more

suitable report to run for a large number of teams.
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Appendix B: Data EXpOI‘tS continued

CSV EXPORT FIELD LIST

AREA Name of service area (e.g., Diablo Service Area);
defined by region; not all regions use

AREA _CODE Numerical code for service area; defined by region;
not all regions use

CENTER Name of medical center or other multi-site location;

defined by region; not all regions use

CENTER_CODE

Numerical code for medical center or other multi-

site location; defined by region; not all regions use

CKPU “Y” indicates union is member of Coalition of
Kaiser Permanente Unions and a participant in the
Labor Management Partnership

DATA_DESC Name of Data Source; defined by region

DATAID Numeric ID number for Data Source; defined

by region

DATE_UBT_CLOSED

If team is deleted from UBT Tracker, this will
display the date

DATE_UBT_FORMED

Date UBT was formed; may differ from date team
was entered into UBT Tracker

DEPT_ID

Four-digit department ID; a.k.a., Cost Center

DENOMINATOR_NAME

Denominator label defined on Project Details tab
for Test Data entry

DEPT _NAME Name of department (e.g., Admitting)
EMAIL_ADDR E-mail address
ENTITY Acronym for entity (e.g., TPM = TPMG)

Continued on next page
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Appendlx B: Data EXpOI‘tS continued

ENTITY_CODE

Entity code (e.g., 1 = KFH)

FIRST_NAME

First name

FOCUS_AREA _DESC

Name of Focus Area; defined by region

FOCUS ID Numeric ID number for Focus Area; defined
by region

GL_STRING General Ledger accounting string; may be attached
to a particular team; “Mult” code indicates team has
more than one GL string attached to it

LAST NAME Last name

LAST UPD BY NUID of person who last updated Performance

Improvement Project

LIKERT_RATING_
DESCRIPTION

Descriptive text assigned to each stage of the team
development ranking (e.g., Pre-Team, Unit-Based

Team, etc.)

LIKERT_SCALE_RATING

Five-point team development ranking; ranges from
Ito 5

LOCATION

Name of location (e.g., medical office); defined by

region; not all regions use

LOCATION_CODE

Numerical code for location (e.g., medical office);

defined by region; not all regions use

MEMBER_ROLE

Role on team (e.g., co-lead, proxy, sponsor, etc.)

METRIC

Name of Performance Metric; defined by region

METRIC_ID

Numeric ID number for Performance Metric;

defined by region

Continued on next page
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Appendix B: Data EXpOI‘tS continued

MIDDLE_NAME Middle name or initial

NUMBER_OF _EMPLOYEES UBT Details Report: Total number of employees

who are members of the unit-based team

UBT GL Data: Total number of employees in
that particular GL string who are assigned to that
particular UBT; GL strings may be split among

multiple teams

Membership Count: Total number of employees in
a GL string who are members of a particular union
or are nonunion employees; GL strings may be split

among multiple teams and unions

NUMERATOR _NAME Numerator Label defined on Project Details tab for
Test Data entry

NUMERATOR VALUE Numerator value entered by user on Test Data tab
data entry screen

OTHER_DATASOURCE Y/N indicates whether team chose “Other” from
Data Source drop-down menu

OTHER_RESULT Code for PIP where team chooses “Other” from the
Results drop-down menu

OUTCOME Text description of Test of Change outcome

OUTSIDE_VAR VALUE Yes/No indicates whether Additional Variable Label
on Project Details tab has been used

PARTNERSHIP_SETTING GL String contains one or more employees
whose union(s) is part of the Labor Management
Partnership

PERF END_DATE Date that Performance Improvement Project

was completed

Continued on next page
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Appendlx B: Data EXpOI‘tS continued

PERF_GOAL

SMART goal for Performance Improvement Project

PERF_ID

Unique identifier for each Performance

Improvement Project

PERF_LAST_UPD_DATE

Date that Performance Improvement Project last

was updated

PERF_LEARNINGS

Text entered from the Performance Learning fields

on the PIP form

PERF_OTHER_
DATASOURCE_TEXT

Text entered when team chooses “Other” from Data

Source drop-down menu

PERF OTHER_ Text entered when team chooses “Other” from the
METRIC_TEXT Performance Metric drop-down menu
PERF OTHER_ Text entered when team chooses “Other” from the

RESULT_TEXT

Results drop-down menu

PERF_PSP_GOAL

PERF_START_DATE

Start Date of the Performance Improvement

Project (PIP)

PERF_STATUS

Performance Status; shows as “Active” if project is

not complete

PIP._DESC Title of Performance Improvement Project

PSP_GOAL Y/N indicates whether the Performance Metric tied
to this project is a regional PSP goal

RATING_ID Number corresponding to rating of Test of Change
(0=Unrated; 1=Abandon; 2=Adapt; 3=Abandon)

REGION Name of region (e.g., Ohio)

REGION_CODE Numerical code for region (e.g., NCAL = 2)

Continued on next page
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Appendix B: Data EXpOI‘tS continued

RESULT_DESC

Options from Results drop-down menu (e.g., No
Results Reported, etc.)

RESULT_ID

Alphanumeric code for Results drop-down choices

(e.g., J6=Target Met >6 Mos.)

SERVICE_DELIVERY_TYPE

General type of service that UBT is delivering (e.g. ,

outpatient, inpatient, pharmacy, etc.)

SHIFT Membership Count: Shift Code (e.g., I-= Day)
Test Data: Shift chosen by user entering data into
Test Data tab data entry screen

SHIFT_NAME Shift Name (e.g., Day, Night, etc.)

TEAM_LAST_UPDATED

Displays date that data on a particular team

was altered

TEAM_LAST_UPDATED_BY

Displays name of individual who last updated

team data

TEST ID Unique identifier for each line of data entered on
the Test Data tab
TEST DATE Date that data is entered into the Test Data tab data

entry screen

TEST_OF_CHANGE

Text entered by team to describe the Test of Change

TOC_ID Unique identifier for each Test of Change; assigned
by UBT Tracker system when test is created

UBT_ID Unique identifier for each unit-based team;
assigned by UBT Tracker system when team
is created

UBT _NAME Name of UBT; entered by administrator when team

is created; may not be unique

Continued on next page
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Appendix B: Data EXpOI‘tS continued

UNION_CD Alphanumeric code for employee’s union; “NUE”
for nonunion employees, usually indicating
managers; shows medical group code for physicians

UNION_DESCR Text description of union; displays “Non-Union
Employee” for managers

URL ‘Web address of Performance Metric Data Source

USING_HUDDLES

Y/N indicates whether UBT is using huddles

USING_RIM

Y/N indicates whether a particular project used
RIM/PDSA

VALUE_COMPASS_DESC

Name of the Value Compass point the project is

under

VALUE_COMPASS_ID

Code of the Value Compass point the project is

under

VALUE_NAME

Calculated Value label on Project Details tab

VALUE_NAME_VALUE

Actual value of Calculated Value as calculated

(numerator divided by denominator) on Test

Data tab
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Appendix C: Using the Additional Variable Label in the
Test of Change Data Series

The Test of Change data collection and charting tool (see pages 15.1-16.3) allows users to
define an outcome variable for a project and enter data that can be displayed graphically.
This tool is suitable for relatively simple tests where the team can control most of the factors

that affect the outcome.

Sometimes, however, there are situations where a known factor that cannot be controlled
also affects the outcome. The team may want to track this variable as an additional way of

understanding what happened during the test.

As an example, consider the Adult Medicine UBT described on pages 15.1-15.3. That team
was testing various approaches to ensuring that patients presenting with elevated blood
pressure received a recheck before leaving the visit. They tried various tests of change to

ensure this actually happened.

However, what if there was another factor that affected whether rechecks were done? Assume
that the Adult Medicine unit in question operated an urgent care clinic on some days, and
this increased the pressure on staff to move patients along quickly. This could affect whether
rechecks were done, but it is not something the team can control. So it may be important to
track.

The Additional Variable Label on the Project Details tab is designed for this purpose. It
allows the user to track some aspect of the process they are trying to improve. In the example
below, the team has entered Urgent Care Clinic in order to track when the clinic was

operating.

characters left

Set Up Chart Labels

Numerator Label (Top) Denominator Label (Botiom)
Patients Re-Checkeg Patients wiih Elevated BP
Calculated Value Label (Top/Bottom) Additional Variable Label

% of Patients Rechecked Urgent Care Clinic

Instructions  The Chart Label Fields are for configuring what data you want to collect and chart for a Test of Chang
track and chart, and IS calculated by dimviding the Numerator (top number) by the Denominator (bottor
Numerator, Denominator and Calculated Value

The additional Variable is not usually used without the help of an Improvement Advisor

Example If you wanted to track percent on-time delivery, you would enter '# of on-time deliveries’ in the Numer:
on-time’ In the Calculated Value. These data labels will appear in the data entry table and the final cr
by date

Cancel

Continued on next page
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Appendix C: Using the Additional Variable Label in the
Test of Change Data Series continued

The steps to use the Additional Variable label are as follows:
1. Enter label in Additional Variable Label.

Save project by clicking Save.

Create and Save Tests of Change (see page 13.1).

Click on Test Data tab.

o &~ w D

Click on Add New Test Data. This will bring up the data entry form (see below). The
last field on the right now will display the variable you entered on the Project Details tab

(see orange circle).

6. Enter your test data (see page 15.3-15.4), including data in the new field. In this
example, the team is entering “Yes” or “No” depending on whether the Urgent Care

Clinic is operating that day.

/. Save your data by clicking Save.

Project Reports & Exports +

Projact Details Tast Of Changa Datails: Tast Data

Name Of Project: Hypetension ControlBP Recheck
Lasi Updaied Tesi of Change Rating
10-14-2010 BP aler in KPHC unrated

& Add Mew Test Data

Date of Test Shift Patients Re-Checked Patients with Flevated % of Patients. Notes Urgent Care Clinic
BP Rechecked
10-07-2010 Al - 12 20 0.6000 -
Save = Cancal !
Date of est ¥  Shifta  Pahbents He-Uhecked 4  Pabents with tlevated 8P 4 % of Pabents Rechecked Notesa  UrgentCare Clinic &
& =] 10-6-2010 Al 15 20 7500 No
& =] 10-5-2010 Al 12 20 5000 Yes
y @ 1042010 A 15 20 7500 Ha
- 10-1-2010 All 12 20 5000 Yes

Continued on next page
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Appendix C: Using the Additional Variable Label in the
Test of Change Data Series continued

Data from the Additional Variable Label is displayed in the same report that displays the
run chart or line chart (see pages 16.1-16.2). However, the data are displayed in a bar chart:

e |
% of Patients Rechecked by Urgent Care Clinic

0.9488

0.7506 -

0.5325

0.4744 4

0.3163 -

0.7581 4

0.0000 -}

No Yes

|Urgent Care Clinic__ Total Patients Re-Checked Total Patients with Elevated BP Total Average
No 69 80 0.8625
Yes 72 100 | 0.72 !

I} Peter Mocon - Inbos - ... I} UBT Tracker Liser Gui, T} Document2 - Microsof .,

In this example, the UBT can see the Urgent Care Clinic does seem to have a slightly
negative impact on the percent of patients who get their blood pressure rechecked. This
information might help the team focus on ways to improve the operation of the clinic so
that the rest of the unit is not negatively impacted.
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For More Information

If you have questions about the content of this manual, please contact one of the
following individuals in the national Office of Labor Management Partnership:

Tiago Pinto Peter Nixon
KhI0-271-2347 510-271-64.4.4
Tiago.M.Pinto@kp.org Peter.Nixon@kp.org



