Nursing Home ECHO

COVID-19 Action Network

Virginia Nursing Homes * VCU Department of Gerontology
VCU Division of Geriatric Medicine * Virginia Center on Aging

For educational and quality improvement purposes,
we will be recording this video-session. By
participating in this ECHO session you are consenting
to be recorded. If you have questions or concerns,
please email, nursinghome-echo@vcu.edu.
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Project ECHO® collects registration, participation,
questions/answers, chat comments, and poll responses for
some teleECHO® programs. Your individual data will be kept
confidential. These data may be used for reports, maps,
communications, surveys, quality assurance, evaluation,
research, and to inform new initiatives
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Session 16

Navigating the COVID-19 Pandemic:
Effective Leadership and Communication During
COVID-19

Quality Assurance-Performance Improvement:
Celebration and Summary




CE/CME Disclosures and Statements

Disclosure of Financial Relationships:

The following planners, moderators or speakers have the following financial relationship(s) with commercial interests to disclose:
Christian Bergman, MD — none; Dan Bluestein, MD — none; Joanne Coleman, FNP-none; Laura Finch, GNP - none; Tara Rouse, MA, CPHQ,
CPXP, BCPA — none; Sharon Sheets-none;

Accreditation Statement:

In support of improving patient care, VCU Health Continuing Education is jointly accredited by the Accreditation Council for Continuing Medical
Education (ACCME), the Accreditation Council for Pharmacy Education (ACPE), and the American Nurses Credentialing Center (ANCC), to provide
continuing education for the healthcare team.

Credit Designation:

VCU Health Continuing Education designates this live activity for a maximum of 1.50 AMA PRA Category 1 CreditsTM. Physicians should claim only
the credit commensurate with the extent of their participation in the activity.

VCU Health Continuing Education designates this activity for a maximum of 1.50 ANCC contact hour. Nurses should claim only the credit
commensurate with the extent of their participation in the activity.

VCU Health Continuing Education awards 1.50 hours of participation (equivalent to AMA PRA Category 1 CreditsTM) to each non-physician
participant who successfully completes this educational activity.




Session Agenda

. Announcements

. Best Practices Briefing-Leadership &
Communication

. QAPI Celebration and Summary
. Guest speaker videos

. Community Forum
. Celebra




Session Learning Objectives

Best Practices Briefing: Quality Assurance-Performance
Improvement:

By the end of the session,
participants will identify:
By the end of the session, participants

1. Understand how QAPI can will:
create more effective leadership : :
strategies 1. Describe key leadership

2. Describe the elements of
purposeful rounding

3. Explore strategies to improve
staff engagement.

behaviors that support
improvement




Leadership and Communication
During COVID-19

thanks to David Farrell, MSW, LNHA, consultant and nursing home administrator



Question For You

e What is leadership?




Next Question For You

« How has leadership changed during COVID-
197




Last Question For You

« What advice would you give a new leader
based on your experience over the last year?




Leadership, Definition & Attributes

e Definition e Attributes
— The art of motivating a group - people.
of people to act towards - people towards common
achieving a common goal. goals.
- people.
— Direct towards what should be i A vision

done - deeds = words




Compared to Management & Coaching

« Leadership-what should be P N
done

« Management-what needs to
be done

— Ex: address PPE budget,
inventory, supply

COACHING

LEADERSHIP '

e Coaching: how to do it:

— Ex: ensure proper use of PPE
by staff




Formal and Informal Leadership in the

Nursing Home

e Formal:
- Designated authority (Administrator, DON, etc.)

- Content Experts (Infection Preventionist, Medical Director,
Others)

e Informal: (anyone)
- Role Models

- Innovators

- Opinion Influencers
- Empaths/Nurturers
— Others

Enlightened formal leaders engage
iInformal leaders in organizational change




An Engagement Model

SET THE STAGE

1. Develop urgency
2. Build a guiding team

CREATE A PLAN
3. Develop a vision & plan

MAKE IT HAPPEN (PDSA, QAPI)
4. Share the vision
5. Empower others

6. Create short term wins
7. Build on these
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Leadership Best Practices For Employee
Engagement Under COVID-19

e Written communication

e Rounds
e Huddles




Written Communication

Memos, newsletters, email blasts Personal Notes
e |nformative e Birthday
e Complimentary e Thankyou
e Standard setting e Condolences

e Update on PIPs
e Point out positive trends
e Staffing changes

e Sincere




Purposeful Leadership Rounds During COVID-19

. High visibility

. Keen observations

. Verbal

- You are in the spotlight

. Make eye contact

. Say— “I'm smiling right now.”

« Linger
« Assist




Rounds — What to Say and Do

Trigger higher performance -

* Say-"lam worried about...| am proud about...thanks for helping her
with that...that was nice of you...the residents really love you...| notice
that you really care...thanks for being here today...l really like working
with you”

Do — Answer call lights...hold doors open...sit in the break room... don
the PPE and sit at the end of a residents bed and talk to them...carry a
leftover food tray back to the kitchen...move a linen barrel to the right
spot...slow down...go look everywhere...




Five Key Questions to Ask When Making Rounds

Relationship building

“How is your family, and how are your beautiful kids doing?”
Focus on the positive

“What is working well to keep everyone safe today?”

Positive feedback loop

“Is there anybody that you are working with who has gone above and beyond the call of duty
today?”

Ql - Infection Control

“Is there anything we can do better to keep the virus out today?”

Needs

“Do you have the PPE, enough coworkers and the right equipment to do your job well today?”




COVID-19 Huddles

Ensure everyone has the same information
* Everyone can pitch in and work together
* Everyone knows who tested positive or negative and who is on watch list
* Everyone knows the interventions that work
Promote collaboration
 Everyone’s input is received

 Everyone is a part of problem-solving

* Everyone knows they are valued




Successful Huddles

e Consistent and reliable

 Share Data — test results, cases, PPE counts, community numbers

- Stop Rumors

e Tell astory — from percentages to people

* Transparency — cautious optimism, trust

e Teachable moments

* Predictability
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Happy Long Term Care Administrators Week!




Let's Poll It Up!
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Where have we been and where
do we want to go?
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16-Week Nursing Home Content Curriculum Topics
Week | CurriculumTopic

Preventing and Limiting the Spread of COVID-19 in nursing homes
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Guidance and Practical Approaches for Use of Personal Protective Equipment (PPE) during COVID-19
Approaches to Cohorting during COVID-19

Promoting Solutions for Making the Built Environment Safer During COVID-19

Guidance for Cleaning & Disinfecting during COVID-19

COVID-19 Testing for Nursing Homes

COVID-19 Community Transmission and Nursing Home Screening Strategies

Staff Returning to Work Safely during COVID-19

Interprofessional Team Management of Mild cases of COVID-19

Advance Care Planning in the time of COVID-19

Promoting Safe Care Transitions during COVID-19 — Admissions, Discharges and Transfers

Managing Social Isolation during COVID 19: Perspectives on Staff and Residents

The Role of certified nursing assistants (CNAs) in managing and Supporting Residents and Families during COVID-19
Promoting Safe Visitation and Nursing Home Re-opening during COVID-19

Supporting the Emotional Well-being of Staff Caring for Residents during COVID-19

Effective Leadership and Communication during COVID-19

AHRQ ECHO National NurSing HEALTH _f—\ N “ Institute for
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Chat Waterfall

GROUPS PROCESS
= Group 1: First initial of your last = One question per slide
nameis A—- M * One group types answer but
S does not press send until
» Group 2: First initial of your last asked
name is N-Z « Second group reviews

answers and type in what
resonates most with them, but
does not press send until
asked

e Debrief

AHRQ ECHO National Nursing
Home COVID-19 Action Network




Group 1: First initial of your last name is A— M

Chat in your response to this question...

What has been most helpful from our
16 weeks together?

(l.e., an aspect of the community, a
specific topic or moment that stands out)

AHRQ ECHO National Nursing
Home COVID-19 Action Network

f Institute for
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Group 2: First initial of your last name is N - Z

Chat in your response to this question...

What questions still remain for you
in responding to the COVID-19
pandemic within your facility?

AHRQ ECHO National Nursing
Home COVID-19 Action Network
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Key Take-Aways
= Create and sustain effective infection prevention and control practices and
surveillance.

» Provide the tools and resources that staff need to effectively care for COVID-19
positive residents and to prevent the spread of COVID-19 in their facility.

= Support the physical and emotional well-being of staff.

= Address the physical and emotional needs of residents in partnership with families
and care partners.

= | eaders need support, too.

AHRQ ECHO National Nursing
Home COVID-19 Action Network




Create and sustain effective infection prevention and
control practices and surveillance.

= Create a plan for testing and screening residents, visitors, and staff

Create a plan for ongoing COVID-19 vaccination of staff and residents

Increase the frequency of routine environmental cleaning

Support a culture of psychological safety in order to engage staff in recognizing
risks

Celebrate successes

Lead by example

AHRQ ECHO National Nursing
Home COVID-19 Action Network




Provide the tools and resources that staff need to
effectively care for COVID-19 positive residents and
to prevent the spread of COVID-19 in their facility.

= Ensure staff is trained in proper selection, donning and doffing of PPE

= Practice intentional rounding

= Ask staff what they need

= Ensure shared understanding of purpose for all new processes and tools

= Try out new processes and ensure effective training and workflow design before
implementing

AHRQ ECHO National Nursing
Home COVID-19 Action Network
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Support the physical and emotional well-being of
staff.

= Ask staff “what matters” to them

= Establish and support a physically safe work environment

= Listen and act on lived experience to understand and address concerns to the
extent you are able

= Commit to operationalizing trauma-informed care principles

AHRQ ECHO National Nursing
Home COVID-19 Action Network




Address the physical and emotional needs of
residents in partnership with families and care
partners.

= Focus on the basic daily needs of residents (4M’s — Mobility, Mentation, Medication,
what Matters)

Update resident care plans and goals of care and treatment preferences

Engage families and care partners on advance care planning

Ask residents, families, and care partners “what matters” to them

|dentify and mitigate the effects of social isolation

AHRQ ECHO National Nursing
Home COVID-19 Action Network




Leaders need support, too.

Focus on professional development

Cultivate a peer network

Develop a culture of teamwork

Acknowledge the losses and challenges

Practice self-care and work-life balance

AHRQ ECHO National Nursing
Home COVID-19 Action Network

HEALTH @ :\' Agency for Healthcare
- - HR BN, Research and Quality

Institute for
Healthcare
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QI Roadmap

Weeks 1-4:. Building Trust with Staff
* Role of leaders
* Honoring the work being done
« Conversations with staff
« Psychological Safety

Weeks 5-11: Exploring Methods and Tools for Improvement
* Reliability
* Focus on Process
* A simple improvement process
* High Level Flow

Weeks 12-15: Finding and Acting on Opportunities for Making Things Better

* ldentifying challenges and change ideas to try
» Asking “What Matters”

AHRQ ECHO National Nursing
Home COVID-19 Action Network

. Institute for
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Our Top 5 Suggestions for Accelerating Improvement:

1. Use open and honest conversations with staff to identify areas for improvement

and engage all staff in improvement
« What matters to you in daily work?

« What helps make a good day? When we are at our best, what does that look like?

* Who is thriving and not thriving?

« What gets In the way of a good day?

2. Use a framework to guide your PIPs
» 5-Steps
* Improvement Questions

* Model for Improvement

» Lean/Six Sigma

AHRQ ECHO National Nursing
Home COVID-19 Action Network
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Our Top 5 Suggestions for Accelerating Improvement:

3. Go Slow to go fast

« Do not short cut identifying goals/aims (what are we trying to accomplish and for
whom?) and measures (how will we know changes are making things better?)

« Use useful tools to identify areas for improvement
« Engage staff in trying things out (testing)
« Engage residents and families in trying things (as possible)

4. Small tests are not just for PIPs

« Consider using a small test for any new idea being introduced
« Plan for how to come together reflect and adjust as needed

5. Communicate & Celebrate

AHRQ ECHO National Nursing
Home COVID-19 Action Network

Institute for
Healthcare
Improvement
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Dawee Pho, RN, DON | The Orchard Post Acute Care

“Fall” refers to unintentionally coming to rest on the ground, floor,
or other lower level, but not as a result of an overwhelming external
force (e.g. resident pushes another resident.)

An episode where a resident lost his/her balance and would have i HIGH RISK
fallen, if not for staff intervention, is considered a fall. A fall without LAS' FOR FALL
injury s stilla fall.

signs placed on the resident’s door next
to their name

EVALUATIO

Nursing

for effecti of the
Data gathering to confirm the problem has been resolved
Fall Committee meeting to review each patients fall trend
by location, diagnosis, behaviors, and functional status —

Diagnosis

the more detailed your information s, the more effective ! i HIGH RISK
your root cause analysis will be. / LAST 30 DAYS FOR FALL
Changing new approach if needed
Monitoring for effectiveness and modifying interventions / si ” o
v nedisary igns placed on the resident’s W/C
N N Nursing - Pre-admi for history of
+ The Plan of Care was promptly updated Intervention assessment upon admission
+ Individualized interventions are put into place based on investigation Investigate circumstances W = Sl = HEE N ———————
- Hazards and risks were identified s Physical mobility/functional status, cognitive, mood,
« staff consistently implement new care plan interventions behavior, underling illness & disease process, sensory status,
+ Communicate interventions & rationales to everyone to reinforce safety visual deficits

as soon a possible

NURSING DIAGNOSIS — root cause analysis by Determines

External Factors: Internal Factors:
. + Poor lighting - Unsteady gait
Putting together and educating a team, promoting an interdisciplinary approach
B 108 i B g fali Loose rugs - Balance problems

Identifying team responsibilities
Establishing desired and achievable outcomes

Poorly fitting shoes Vision/hearing loss

Validating expected outcomes with the patient/family Bedsftoileting without Memary,
3 ) handrails - Confusion
Selecting interventions to achieve the outcomes such as assistive devices, staff/patient/family education g
* Clutter = Medications

Calllight non within reach Behavior/cognitive impairment

AHRQ ECHO National Nursing lw[ HEALTH gHR Agency for Healthcare ;-I[I:;ihmhtc?rczr
Home COVID-19 Action Network i SCIENCES - BN, Research and Quality Improvement




Let's Poll It Up Again!
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Congratulations and
Thank You Presentation of Videos

Certificate of Completion

Thiz Certificate of Completion is awarded to

for successful completion of the AHRO ECHO Mational Muriing Home
COVID-19 Action Metwork Program, conducted by



ECHO Participants
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ECHO Hubs and Superhubs* United States
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Staying Connected

VCU ECHO: U New Mexico ECHO:

. * Sign up for the newsletter
* Reach out at nursinghome-  here

echo@vcu.edu * Provide Feedback or share
« We will be in contact stories/ideas with UNM
here
about future * Email ECHO institute,

- participate in a focus group
opportunities, or provide feedback about

collaborations your experience at
ProjectECHOComms@salud.umn.edu



mailto:nursinghome-echo@vcu.edu
https://unm.us15.list-manage.com/subscribe?u=0a75704ef6816d86a64d5a1b1&id=526706a456
https://docs.google.com/forms/d/e/1FAIpQLSeA6VPTZr3J6bv0rc_wQ7u1VV95dod-C5UBlT2tUHnjXKWUgg/viewform
mailto:ProjectECHOComms@salud.umn.edu

Future Applications of
Project ECHO in Nursing Homes

e Trauma Informed Care

« Antibiotic Stewardship

» Infection Preventionist Training

e Quality Assurance, Performance Improvement Coaching
« Dementia Specific Clinical Care

o Mental Health Crisis Intervention Training

o Falls Assessment

« Polypharmacy, De-prescribing
o Staff Wellness




Announcements

CE Activity Code
Within 7 days of this meeting, text to (804)625-4041.

Questions? email ceinfo@vcuhealth.org



mailto:ceinfo@vcuhealth.org
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