The QAPI Requirement;
Resources for Hospice
Programs

Second Edition

Melanie P. Merriman, Ph.D., MBA
Touchstone ‘ consulting

Martha Tecca, MBA

M&M Strategies

Heather P. Wilson, Ph.D.
” wedh?ersgse?mc.



Copyright © 2008 by Weatherbee Resources, Inc.; Melanie P. Merriman; and
Martha Tecca.

All rights reserved. Purchasers of The QAPI Requirement: Resources for Hospice
Programs and its accompanying CD are permitted to use and reproduce the
resources and in-services contained herein for internal use at one location only.*
Other than that encouraged exception, no part of this publication may be repro-
duced in any form or by any means, electronic or mechanical including photo-
copying, recording or by any information storage and retrieval system without
prior written permission of the authors. For information, contact Weatherbee
Resources, Inc., at info@weatherbeeresources.com or by phone: 866-969-7124.

The authors have attempted to provide accurate information related to the QAPI
condition of participation for hospice programs. However, it is specifically under-
stood that this publication is not intended to provide legal, technical or other
professional services or advice. Readers requiring such services are encouraged to
contact appropriate professionals.

*For hospices with multiple locations, please contact the offices of Weatherbee
Resources for licensing and/or multiple copy discounts.

ISBN-13: 978-0-9821158-7-9
ISBN-10: 0-9821158-7-3
Printed in the U.S.A.

Second Edition

Weatherbee Resources, Inc.
Toll-Free: 866-969-7124
info@weatherbeeresources.com
www.weatherbeeresources.com



Contents

Preface v
About the Authors vi

Chapter 1. Introduction

Introduction to The QAPI Requirement: Resources for Hospice Programs 1
General information about CoPs and standards 2

Background information on the QAPI CoP 3

How this manual is organized 8

Chapter 2. Understanding the QAPI CoP

Introduction 11
A word about quality assessment and performance improvement 12
The QAPI Condition of Participation 14
The QAPI Standards 16
Program Scope 16
Program Data 18
Program Activities 20
Performance Improvement Projects 22
Executive Responsibilities 24
QAPI requirements that appear in other CoPs 26
Patient outcome measures (Standard (e) of the
Comprehensive Assessment CoP) 28
The QAPI loop and the “cycle of care” 30
Summary 31
Tool: The QAPI Master To Do List 33

Chapter 3. Organizational Structure and Culture for QAPI

Introduction 37
Governing body and senior executive commitment and responsibilities 38
Template: Sample governing body resolution to develop
a QAPI program 38
Building a culture of quality 40
Assigning QAPI responsibilities 41
Overall QAPI direction — The Medical Director 41
Collaborative overall direction — The QAPI Committee 42
Program leadership 42
Allocating time and resources 44



iv Contents

Education and training 46
Preparation for education 46
Providing education 47
Follow-up, practice and reinforcement 47
Integration of the QAPI program into the hospice’s infrastructure 48
Summary 49
Tool: Sample Template for governing body reporting 51
Tool: Sample Pre-test questions on QAPI 53
Tool: Templates for office displays about QAPI 55
Tool: Sample QAPI program policy and procedure 59
Tool: Template for creating a QAPI Program Description 61
Tool: Introduction to QAPI for Hospice Managers in-service 63
Tool: Introduction to QAPI for Managers Post-test 93
Tool: Introduction to QAPI for Staff in-service 95
Tool: Introduction to QAPI for Staff Post-test 117

Chapter 4. Quality Assessment: Program Scope, Program Data And Program Activities

Introduction 119
Program scope 120
What is quality in hospice? 121
A framework for QAPI 122
What is a framework? 122
Designing the QAPI framework 123
What to measure for quality assessment 124
Building blocks for QA: Indicators and data elements 125
Choosing indicators for quality assessment 128
How to collect data 130
Data recording and aggregation 131
How to analyze and report indicators 133
Calculating indicator values 133
Actionable reporting 134
Identifying opportunities for improvement 136
Summary 136
Tool: Sample frameworks for quality indicators 139
Tool: Suggested quality areas, domains, and indicators 143
Tool: Hospice Performance Measurement Initiatives 147
Tool: Sample data collection and recording protocol 151
Tool: Template for writing data collection and recording protocols 153
Tool: Sample assessment items for documenting patient preferences 155
Tool: Chart audit for selected quality indicators 157
Tool: Case Study: Quality assessment, patient outcomes, dyspnea 159



Contents

Tool: Case Study: Quality assessment, patient outcomes, advance care
planning /patient preferences 163
Tool: In-Service on Data Collection, Recording, and Reporting 167

Chapter 5: Performance Improvement Projects (PIPs)

Introduction 203

Targets for PI: Finding and prioritizing problems and opportunities
for improvement 204

Conducting a Performance Improvement Project (PIP) 205

The PIP team and timeline 206

Documenting a PI project 208

Monitoring and ensuring sustained progress 208

Summary 209

Tool: Performance improvement opportunity suggestion form 211

Tool: Outline for PI team meeting schedule, agendas, and notes 213

Tool: Sample PIP Report 215

Tool: Template for PIP Report 219

Tool: Performance Improvement Projects in-service 221

Chapter 6: Conclusion: Challenges, Opportunities, and Benefits of QAPI

Introduction 245
Challenges and opportunities of QAPI 246
Benefits of QAPI 248

Summary 249

Appendices

A. Glossary

B. Additional Resources

C. The Medicare Conditions of Participation for Hospice
(published June 5, 2008)

D. The Centers for Medicare and Medicaid Services’ Quality
Improvement Roadmap

E. Report on the Alpha and Beta Pilots of End-Result Outcome Measures
from the NHWG and NHPCO Outcomes Forum (1998-2000)

F. PEACE Project: Specifications for recommended hospice measures

G. How to Use the CD-ROM



