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Foreword

I have never been convinced that competition by itself will improve the efficiency or the
effectiveness of care or even that it will reduce the cost of care....Health care is a sacred
mission. It is a moral enterprise and a scientific enterprise, but not fundamentally a com-
mercial one... Doctors and nurses are stewards of something precious. Their work is a kind
of vocation rather than simply a job; commercial values don’t really capture what they do
for patients and for society as a whole.

—Avedis Donabedian, MD, MPH

The American College of Medical Quality continues to be a national leader in
educating the medical community about both the science and the practice of medi-
cal quality management. The third edition of Medical Quality Management: Theory
and Practice underscores the College’s commitment to the shared vision of a safer,
responsive healthcare system and provides many resources to readers to guide our
collective journey. While much of the basics of medical quality management remain
constant, it is essential that new and revised information be provided. Changes
within the culture of medicine, technology, and new innovations in care manage-
ment require that we acknowledge, inform, and educate healthcare professionals on
the changing tide of medical quality management.

This third edition of the American College of Medical Quality’s textbook is
revised to include the latest information on quality improvement, measurement, and
the many facets of medical quality that prove essential to the ever-evolving field of
healthcare. Every chapter has been updated to impart the latest information on the
specific areas that comprise the creation, improvement, and management of medical
quality in every healthcare arena. “Data Analytics for the Improvement of Health
Care Quality” and “Ethics and Quality Improvement” are new chapters in the third
edition. The topic of ethics was previously covered in the chapter on quality
improvement and the law; however, technological innovation and the use of elec-
tronic health records demands attention to potential ethical dilemmas afforded by
the adoption and use of these means. With an expanded view of ethical consider-
ations related to quality and patient safety, in addition to a thorough overview of the
four pillars of ethics, this chapter seeks to uncover a myriad of evolving ethi-
cal issues.
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viii Foreword

Unfortunately, up-and-coming medical professionals do not always consider
quality and quality improvement to be of great concern when first starting out on
their career. I urge everyone, however, to make medical quality, safety, and quality
improvement the foundation of your experience and “sacred mission” as a health-
care professional. I heartily encourage all healthcare professionals to read this book
and utilize the concepts provided by the outstanding contributors who gave so gen-
erously of themselves to create this edition.

Paula J. Santrach, MD

Associate Professor, Laboratory Medicine and Pathology
Former Chief Quality Officer

Mayo Clinic



Book Abstract

This comprehensive medical textbook, Medical Quality Management: Theory and
Practice, Third Edition is a compendium of the latest information on healthcare
quality. This text provides knowledge about the theory and practical applications for
each of the core areas that comprise the field of medical quality management as well
as insight and essential briefings on the impact of new healthcare technologies and
innovations on medical quality and improvement. The third edition provides signifi-
cant new content related to medical quality management and quality improvement,
a user-friendly format, and updated learning objectives.
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Preface

1 have looked in many places for the source of the commitment that would bring about such
dedication to quality. I have seen it in professional values and traditions. It is implicit in the
contract between the professions and society — a contract that confers privileges on the
former in return for responsibilities toward the latter. I have wished to see it in each prac-
titioner’s need for the respect of colleagues and the gratitude of patients; in the quest for
acceptance, for success, for the joy in virtuosity. Often, I have cast the commitment to qual-
ity in moral terms, preferring to see it as the ethical imperative that must govern the con-
duct of all caregivers.

—Avedis Donabedian, MD

The publication of the third edition of this textbook is a milestone for The
American College of Medical Quality (ACMQ) as a leading organization in the
training and skill building of quality improvement and patient safety professionals.
ACMQ is a national organization of healthcare professionals who are interested in
the advancement of medical quality and patient safety as a field of study and prac-
tice. Origins of ACMQ date back to 1973, when it was first called the American
College of Utilization Review Physicians (ACURP). It is formally recognized by
the American Medical Association and holds a seat in its House of Delegates.

A brief look back at the book’s history is in order. In 2005, with a sizeable grant
of $100,000 from Merck & Company, ACMQ produced the first edition titled A
Core Curriculum for Medical Quality Management, edited by James Ziegenfuss,
Jr., PhD, and Mark Lyles, MD, MBA. In 2009, a revised and updated second edition
was edited by Prathibha Varkey, MBBS, MPH, MHPE, MBA, and was re-titled
Medical Quality Management: Theory and Practice. And now, a revised and
updated third edition with Dr. Varkey as Senior Editor joined by two additional
ACMQ members as co-editors has been written.

In the Foreword to the second edition, Carolyn M. Clancy, MD, then the Director
of the federal Agency for Healthcare Research and Quality, commended ACMQ and
Medical Quality Management: Theory and Practice as follows:

The American College of Medical Quality continues to be a national leader in educating the

medical community about both the science and the practice of medical quality management.

The new edition of this book underscores the College’s commitment to our shared vision of a
safer health care system and provides many resources to readers that will guide our journey.
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Xii Preface

The opening quote by the medical quality management icon, Avedis Donabedian,
MD, casts the pursuit of quality and safety in healthcare as rooted in the values and
traditions of the healthcare profession, the privileges enjoyed by those professionals
that emanate from the responsibilities to the patient, and ultimately, as a moral
imperative to do one’s best for the patients whom we serve. ACMQ embraces these
pursuits and offers a robust approach to learning the content at the foundation of
medical quality management that its members adhere to — the values and traditions
of which Donabedian speaks. This book, in its third edition, seeks to assist in that
training and educational process.

We would like to acknowledge contributors from the second edition who made
an indelible impression on the material presented herein and who were unable to
participate in this third edition:

Harry Pigman, MD, MSHP
Quality Measurement

Lakshmi P. Chelluri, MD, MPH, CMQ
Patient Safety

Sharon Wilson, RN, BS, PMP
Patient Safety

Louis H. Diamond, MB, ChB, FACP
Health Informatics

Stephen T. Lawless, MD, MBA
Health Informatics

Arthur L. Pelberg, MD, MPA
Utilization Management

Thomas Biancaniello, MD, FACC
Organization Design and Management

James T. Ziegenfuss, Jr., PhD
Organization Design and Management

Mano S. Selvan, PhD
The Interface Between Quality Improvement, Law, and Medical Ethics

Jeffrey M. Zale, MD, MPH, CMQ
The Interface Between Quality Improvement, Law, and Medical Ethics

Salt Lake City, UT, USA Angelo P. Giardino
Birmingham, AL, USA Lee Ann Riesenberg
Stratford, CT, USA Prathibha Varkey



About the Book

Medical Quality Management: Theory and Practice, Third Edition is written as a
basic text to describe the key components of medical quality management (MQM).
As such, this text has applicability for novices, committed students, and seasoned
practitioners within the field. Each chapter has been designed for a review of the
essential background, precepts, and exemplary practices within the topical area. A
common format is followed within the chapters to provide structure to the authors’
comments, including useful learning objectives, case studies, inter-chapter cross-
references, and scholarly references. Each chapter seeks to reliably capture the
essential elements that will allow a diligent reader to establish a practical fluency in
the topic. As the editors, we are appreciative of the chapter authors who are all
highly trained experts in their topical areas and who have summarized their exten-
sive knowledge and experiences into exceptionally well-researched and written text.
Individual chapters focus on the following core curriculum essentials.

Chapter 1 is a short introduction to the concept of medical quality management
and its core components and objectives. It outlines the essential elements of a cur-
riculum for teaching MQM and highlights the historical calls to integrate MQM
training and implementation into the healthcare system.

Chapter 2 sets the tone and foundation for the book by highlighting the basic
historical drivers of medical quality assurance and quality improvement by review-
ing the major concepts and common applications of quality improvement (QI)
methods and strategies, and by outlining the challenges and opportunities within the
rapidly evolving field of medical quality management. The chapter opens the door
to a sometimes complex field of quality measurement methods and systems, opera-
tional processes, and strategies.

Chapter 3 focuses on the history, types, characteristics, processes, and interpreta-
tions of quality measurements. This chapter provides a framework for understand-
ing the basic components of quality measurement within direct care and
policy-making settings, exemplified by illustrative case studies, and provides new
information on the criteria for successful process measures, bundled measures, and
balancing measures. The author effectively correlates the critical interface of quality
measurement strategies and methods to areas highlighted in other chapters,
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especially medical informatics, utilization and quality management, patient safety,
and health policy development.

Chapter 4 provides a detailed overview of the major patient safety concepts;
specific, high profile medication errors and failures; and causal factors, including
analysis methodologies and root cause analysis strategies. The chapter discusses
perioperative complications and iatrogenic injuries, care transitions, bundles and
patient safety collaboratives, techniques and tools for systematic patient safety
enhancement (PSE), and future trends in patient safety measures. The authors also
focus on attributes of high-reliability organizations and operational interventions
for PSE and the national momentum towards substantive investments in patient
safety promotion tracking and educational systems, representing a true megatrend
in healthcare and a core area of focus in MQM.

Chapter 5 addresses updated developments and challenges within health infor-
matics, a central component of MQM that has become a pivotal aspect of healthcare
in the twenty-first century. The author concretely summarizes the major develop-
ments of medical informatics infrastructures, including health information exchange,
data warehousing, coding classification systems, clinical decision support, data
integrity, transparency, quality control and innovation, and analysis. A discussion of
documentation modalities and updates to EHR information is also presented, in
addition to a brief history of health informatics in the USA and current trends.

Chapter 6 is a new chapter produced for the third edition which addresses the
growing sophistication of data analytics and its role in improving patient outcomes.
This chapter summarizes the importance of mining big data and converting it to a
useable form that coalesces technology and expertise in a manner that can be effec-
tively applied to clinical and population health settings. The authors present timely
information on the benefits of data analytics to healthcare systems and how accu-
rate, precise data serve to measure healthcare value, discover areas in which quality
improvement strategies could have a measurable impact, advance analytic maturity
within an organization, and improve health outcomes.

Chapter 7 describes the essential processes, tasks, and common systems of utili-
zation management (UM) and care coordination (CC). UM focuses upon prior
authorization and concurrent and retrospective forms of utilization review to estab-
lish medical necessity of care. Medical necessity criteria, processes for determining
the effectiveness and value of UM procedures (e.g., over- and underutilization
markers), common organizational structures for UM activities, and accreditation
standards and programs are also detailed. New sections in this chapter include a
discussion of the role of UM in disease management, pay-for-performance pro-
grams, and models of care. This section is particularly important due to the current
focus on the coordination of care models to make improvements in cost and quality.
Care coordination focuses on the deliberate integration of personnel, providers,
information, and resources to facilitate required patient care activities and the effi-
cient delivery of healthcare services both within and across systems.

Chapter 8 focuses on organizational design and leadership in quality manage-
ment. Most of the publications in these areas tend to be theoretical and descriptive
rather than framed by the numbers and facts with which most health professionals
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are familiar. The discussions on quality management leadership, collaboration, stra-
tegic and operational planning, implementation, data analysis, and feedback are all
presented clearly and—Ilike all of the chapters—with an abundance of relevant
references.

Chapter 9 presents the subject of economics and finance in relation to MQM and
quality improvement with a detailed approach. They elaborate on major economic
and business principles relevant to the future practice of MQM, including those
related to accounting and finance, value and compensation in healthcare, organiza-
tional planning and psychology, project management, the development of business
plans and financial statements, and sensitivity analyses. MQM professionals will
need to make the business case for clinical services, framed by quality management
objectives and outcomes metrics. The authors elegantly frame the lessons in this
chapter, including several instructive case studies.

Chapter 10 focuses on key external QI activities, including accreditation, profes-
sional certification, and quality improvement education. It highlights major health-
care standards-setting and accreditation organizations, including medical specialty
board certification, state professional licensing, and prominent national accredita-
tion organizations such as the National Committee for Quality Assurance, Utilization
Review Accreditation Commission, and the Joint Commission. The chapter dis-
cusses the Centers for Medicare and Medicaid Services’ Center for Clinical
Standards & Quality, the new Quality Payment Program, the CMS Five-Star Quality
Rating System, and Accountable Care Organizations, and includes statistics from
the 2016 Leapfrog Group Hospital Report. External QI resources serve to integrate
the diverse number of utilization, quality, and risk management activities that frame
clinical systems of care. The chapter includes a new focus on the importance of QI
education for medical students and practicing physicians.

Chapter 11 addresses legal requirements, and the authors review several current,
major national legal mechanisms for quality promotion such as the National
Practitioner Data Bank, accreditation activities, peer review protections, the tort
system, clinical practice guidelines, institutional review boards, and medical ethics
programs. The chapter also provides thoughtful commentary about evolving trends
aimed at improving the quality of healthcare service and delivery. Notable current
movements that are evolving include how to handle apologies when a medical error
has occurred, patient safety activities, and pay-for-performance initiatives.

Finally, Chapter 12 is also a new chapter for the third edition which provides an
in-depth look at the prevailing values that affect quality ethics and the related clini-
cal frameworks that guide decision-making and best practice in terms of patient
safety and quality improvement efforts. The chapter also delves into ethics in
research and describes effective, ethical, systematic investigation and, additionally,
how research and quality improvement overlap in practice. Chapter themes also
include a discussion of the Institutional Review Board and their review of quality
improvement projects, as well as the foundational principles that guide the review
and discussion of clinical dilemmas.
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