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March 10, 2015 

 



The Medicare Learning Network® 

This MLN Connects™ National Provider Call (MLN Connects Call)  
is part of the Medicare Learning Network® (MLN), a registered 
trademark of the Centers for Medicare & Medicaid Services (CMS), 
and is the brand name for official information health care 
professionals can trust. 
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Disclaimer 

This presentation was current at the time it was published or 
uploaded onto the web. Medicare policy changes frequently so links 
to the source documents have been provided within the document 
for your reference. 

 
This presentation was prepared as a service to the public and is not 
intended to grant rights or impose obligations. This presentation may 
contain references or links to statutes, regulations, or other policy 
materials. The information provided is only intended to be a general 
summary. It is not intended to take the place of either the written law 
or regulations. We encourage readers to review the specific statutes, 
regulations, and other interpretive materials for a full and accurate 
statement of their contents. 
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Agenda 

• Welcome &                                   Michele Laughman, CMS       
   Partnership updates     
                                                                      
• QAPI overview & Adverse Debra Lyons, CMS 
 Events in nursing homes Cathleen Lawrence, CMS 
  
• Quality through   Doug Pace, Advancing Excellence 
    Interdisciplinary Design 
   
• Next steps                                     Michele Laughman, CMS 
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Welcome 
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Partnership Updates 

6 



Nursing Home Quality Assurance & 
Performance Improvement and Adverse Events 

 
Debra Lyons, RN 

Cathleen Lawrence, RN 
CMS Division of Nursing Homes 



Agenda 

• QAPI Overview 
 

• CMS QAPI Efforts 
 

• QAPI FAQs 
 

• Adverse Events in Nursing Homes (NH) 
 

• CMS Efforts to Reduce Adverse Events 
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QAPI Overview 

Refresh my memory…. 
 
Section 6102(c) of Affordable Care Act 
• Regulation 
• Program of technical assistance for NHs 

‒Tools & resources  
‒Training materials  
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QAPI Overview 
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QAPI Overview 

What is QAPI? 
 
• Two mutually-reinforcing aspects of a quality 

management system:  
‒Quality Assurance (QA) and 
‒Performance Improvement (PI) 

 
• Systematic, comprehensive, and data-driven approach  

 
• Involves all nursing home stakeholders in practical and 

creative problem solving 
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QAPI Overview 

What does that mean? 
 
QAPI means a quality management system that … 
• Is ongoing, systematic, comprehensive, and data-driven 
• Engages everyone in the facility to continuously identify 

problems and opportunities for improvement 
• Develops interventions that address the underlying 

system, not only the symptom 
• Continuously monitors performance 
 

12 



CMS QAPI Efforts 

Nursing Home Providers 
• Development & testing of QAPI tools and resources 
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CMS QAPI Efforts 

Nursing Home Providers 
• QAPI webpage http://go.cms.gov/Nhqapi 
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CMS QAPI Efforts 

Nursing Home Providers 
• QAPI at a Glance 
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CMS QAPI Efforts 
Nursing Home Providers 
 
• NH QAPI webpage - http://go.cms.gov/Nhqapi  

‒ Learning Sessions 
‒Section for Adverse Events 
 

• National Nursing Home Quality Care Collaborative 
(NNHQCC) – Spring 2015 
‒Quality Innovation Network – Quality Improvement 

Organizations recruiting nursing homes (open to all) 
‒Training in QAPI, access to best practices, and peer 

to peer quality improvement forums 
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CMS QAPI Efforts 

Nursing Home Residents, Families, and Consumer 
Advocates 
Tools to empower and engage 
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CMS QAPI Efforts 

Nursing Home Surveyors 
 
• QAPI principles incorporated into Plan of Corrections 

(POC) 
 

• Training on basic QAPI principles 
 

• Interpretive Guidance (when regulation comes out) 
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QAPI FAQs 

• What is expected of NHs now?  
 

• How does QAPI fit with Quality Assessment and 
Assurance (QAA)? 
 

• How does QAPI align with other initiatives (such as 
Advancing Excellence, Partnership for Dementia Care, 
NNHQCC, State Coalitions)? 
 

• What about the forthcoming QAPI regulation?  
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QAPI FAQs 

What is expected of nursing homes now? 
• Nothing yet - Materials developed by CMS are not 

mandatory but they do assist nursing homes make the 
shift toward a more proactive, data-driven, systems-
oriented, and sustained QAPI program 

• Review introductory materials, start laying the 
foundation for QAPI 

• Continue work to ensure the existing QAA regulation 
(F-520) is met 

• QAPI materials can help with the work of the QAA 
committee 
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QAPI FAQs 

How does QAPI fit with QAA? 
 
• CMS expects the QAPI regulation will merge with and 

supplement or enhance the QAA regulation 
 

• QAPI is about establishing the principles that support 
continuous, data-driven, systems-oriented quality 
management that can be sustained during transition 
 

• Current tools align with QAPI principles while not 
conflicting with current regulations 

 

21 



QAPI FAQs 

How does QAPI align with other initiatives? 
 
• Current nursing home initiatives (like the Partnership to 

Improve Dementia Care, Advancing Excellence and the 
NNHQCC) provide excellent evidence-based tools, 
resources and QAPI principles that can help nursing 
homes improve systems in certain areas 
 

• Remember that QAPI is broader and more 
comprehensive than topic-specific focused 
improvement areas  
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QAPI FAQs 

What about the forthcoming QAPI regulation? 
 
• Will be published for comment before it is finalized 

 
• Track the progress of this regulation by periodically 

checking the Unified Agenda 
 

• http://www.reginfo.gov/public/  
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Nursing Home QAPI 

“Transforming the lives of nursing home residents 
through continuous attention to quality of care and 
quality of life” 
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Adverse Events in Nursing Homes 
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Adverse Events in Nursing Homes 

Office of the Inspector General (OIG) Report:  Adverse 
Events in Skilled Nursing Facilities:  National Incidence 
among Medicare Beneficiaries 
 
February, 2014 
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Adverse Events in Nursing Homes 

OIG Findings: 
• 1 in 3 Skilled Nursing Facility (SNF) beneficiaries 

harmed by an adverse event or temporary harm event 
within first 35 days of stay;  

• Nearly 60% of those were preventable; 
• 79% of adverse events caused an extended SNF stay or 

hospitalization; 
• Half were re-hospitalized, costing Medicare $208 

million in one month 
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Adverse Events in Nursing Homes 

Categories of Adverse Events: 
 
• Medication Related-37% 

 
• Resident Care Related-37% 

 
• Infection Related-26% 
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CMS Efforts to Reduce Adverse Events 

Facilitate “Call to Action” meeting to increase 
stakeholder engagement to reduce adverse events 
 
• 9/23/14 

 
• Kicked off for a series of calls/webinars 

 
• Provider, professional, consumer organizations 

 
• Goal to “Raise Awareness & Reduce Adverse Events” 
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CMS Efforts to Reduce Adverse Events 

Collaborate with Agency for Healthcare Research and 
Quality (AHRQ) to help nursing homes recognize  adverse 
events and precursor events that lead to serious injury 
 
• Define Adverse Events 

 
• Identify events, risk factors and triggers 
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CMS Efforts to Reduce Adverse Events 

Focused Survey on Safety Systems 
• Enhance surveyors’ abilities to identify when 

preventable adverse events have occurred; 
• Identify the extent to which nursing homes have 

systems in place to prevent adverse events; 
• Based on the standard survey process in Appendix P; 
• Enhances resident sample selection; and  
• Tools based on OIG Trigger tool and guidance found in 

the State Operations Manual. 
• Testing this summer 
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CMS Efforts to Reduce Adverse Events 

Embed principles for reducing adverse events in the roll 
out of QAPI 
 
• Definitions 

 
• Potential events 

 
• Systems for identifying, tracking, correcting, and 

evaluating 
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Additional Information 

If you have questions about QAPI or Adverse Events, 
please feel free to email: 
debra.lyons@cms.hhs.gov 
cathleen.lawrence@cms.hhs.gov  
 
You are also welcome to give the QAPI email address to 
anyone who has a question about NH QAPI: 
Nhqapi@cms.hhs.gov  
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Quality through Interdisciplinary Design 

Doug Pace, Executive Director 
Advancing Excellence 

 



Advancing Excellence (AE) Website 
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AE Mission and Vision 
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AE Campaign Overview 

• Largest national coalition of stakeholders helping 
nursing homes improve care 
 

• Voluntary for nursing homes  
 

• Free online resources 
 

• Based on measurement of meaningful goals 
 

• Data shows the AE Campaign works! 
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Nursing Home Engagement 

3,805 
Consumers 

3,673 
Nursing Home 
Staff Members 

53 
State-based 

LANEs 
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Nursing Home Engagement 

Nursing Homes registered in Advancing Excellence Campaign 
+ Selected 2 or more of 9 goals, July 2014 
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Nursing Home Engagement 

Nursing Homes that have chosen 2 goal minimum  
+ Entered data for 6 or more consecutive months, July 2014 
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Goals 
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AE and QAPI 

New CMS QAPI requirements emphasize: 

• Problem identification 

• Data collection 

• Root-cause analysis 

• Performance measurement and tracking 
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AE and QAPI 

Advancing Excellence Goals help nursing homes with 
QAPI 
• Clinical, resident choice, organizational infrastructure 

topics (QAPI Elements 1, 4) 
• Advancing Excellence’s Circle of Success – Plan. Do. 

Study. Act. (PDSA) framework for systematic 
performance analysis leads to systemic action (QAPI 
Element 5) 

• Data measurement and tracking tools (QAPI Elements 
3, 4, 5) 
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AE Supports QAPI 

Advancing Excellence Goals help nursing homes with 
QAPI 
• Root-cause analysis tool: Probing questions (QAPI 

Element 5)           
• Measures created from best available evidence 

(QAPI Element 1) 
• Vetted resources to guide interventions (QAPI 

Element 4) 
• Consumer, staff, leadership fact sheets (QAPI 

Element 2) 
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QA and PI 
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Tracking Tools Support QA and PI  

• Easy view of individual records  gives glance at 
resident level 

• Individual data matrix to scan for patterns 

• Summary information identifies opportunities for 
systems improvement 
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Goal Packages and Tracking Tools 
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Register and Participate 
  

Registrants            
Sign up.                                                                     
Select 2 goals (1 from Clinical; 1 from Organizational). 
 
 
 

 
Participants 
Commit to Performance Improvement  
Enter data on Advancing Excellence website for 6 consecutive months. 
                                                                                                                                                                              

  

 

 

https://www.nhqualitycampaign.org/  
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Circle of Success 

How do I know where I am? 
 
Where do I want to be? 
 
What processes are 
associated with my outcome? 
 
When I change a process, 
how do I know it had the 
effect I wanted?  
 
How am I doing compared to 
other nursing homes working 
on this goal?  
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Root-Cause Analysis 

• Performs a comprehensive, system-based review of 
critical incidents and adverse health events 

• Determines: 
‒What happened? 
‒Why did it happen? 
‒What can be done to reduce likelihood of 

recurrence? 
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Root-Cause Analysis 

• Systematic approach to problem solving 

• Identify issues as a team 

• Ask 5 ‘Why’ questions 
- Go beyond symptoms 
- Find root cause through dig of deeper layers 
- Identify relationships between different root 

causes 

 

51 



How Can You Get Involved? 

• National. Voluntary. Aligned. 

• Registered / Active Participant 
‒Update profile 
‒Select goals 
‒Enter data 

https://www.nhqualitycampaign.org/  
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Achieving Excellence Together 
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Additional Information 

https://www.nhqualitycampaign.org/  

info@nhQualityCampaign.org  
help@nhQualityCampaign.org  

Join us in making our nursing homes better places to 
live, work and visit! 
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Next Steps 
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Question & Answer Session 

56 



Acronyms in this Presentation 

• AE: Advancing Excellence  
• AHRQ: Agency for Healthcare Research and Quality  
• NH: Nursing Home 
• NNHQCC: National Nursing Home Quality Care 

Collaborative  
• OIG: Office of the Inspector General  
• PDSA: Plan. Do. Study. Act.  
• POC: Plan of Corrections 
• QAA: Quality Assessment and Assurance 
• QAPI: Quality Assurance and Performance Improvement  
• SNF: Skilled Nursing Facility  
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Evaluate Your Experience 

• Please help us continue to improve the MLN Connects 
National Provider Call Program by providing your 
feedback about today’s call. 
 

• To complete the evaluation, visit 
http://npc.blhtech.com/ and select the title for today’s 
call. 
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Thank You! 

• For more information about the MLN Connects National 
Provider Call Program, please visit 
http://cms.gov/Outreach-and-
Education/Outreach/NPC/index.html.  
 

• For more information about the Medicare Learning 
Network, please visit http://cms.gov/Outreach-and-
Education/Medicare-Learning-Network-
MLN/MLNGenInfo/index.html.  
 

• For more information about the National Partnership to 
Improve Dementia Care in Nursing Homes, please visit  
https://www.nhqualitycampaign.org/dementiaCare.aspx or 
send inquiries to dnh_behavioralhealth@cms.hhs.gov.  
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