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The
Quality 

Journey
Today and Future 



Background 

Evaluation of a 
process and/or 
outcomes of a 

process to 
determine if a 

defined standard of 
quality is being 

achieved

A systematic, 
comprehensive, and 

data-driven approach to 
maintaining and 

improving safety and 
quality in nursing homes 

while involving all 
nursing home caregivers 
in practical and creative 

problem solving

Management process that is 
ongoing, multi-level, and 

facility-wide.  It encompasses 
all managerial, administrative, 

clinical and environmental 
services, as well as the 
performance of outside 
(contracted or arranged) 

providers and suppliers of 
care and services

QA 
Quality Assessment 

QAA
Quality Assessment and 
Assurance 

QAPI 
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QAPI 

Two Reinforcing Quality Management Principles

QA  +  PI 

An ongoing, organized method of doing business to 
achieve optimum results, 

involving all levels of an organization
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The PI in QAPI 
• Proactive approach 

• Efforts are on-going 

• Focus on system changes 

• Plan involves input from staff 
representing all roles & disciplines within 
the organization 

• Meet at more frequent intervals 
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OLD QA & NEW QAPI 
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Key Differences

The chart was adapted from the Health Resources and Services 
Administration (HRSA)1

7



Consulting   |   Talent   |   Training   |   Resources

This document is for general informational purposes only.

It does not represent legal advice nor relied upon as supporting documentation or advice with CMS or other regulatory entities.

© Pathway Health Services, Inc. – All Rights Reserved – Copy with Permission Only 2020 

QAPI  - Builds the Base 

Because Quality Assurance/ Assessment is already in 
place in your nursing home, the added emphasis is 

on Performance Improvement

They compliment each other and are both key in 
successful outcomes
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Design and Scope 

Governance and Leadership 

Feedback, Data Systems & 
Monitoring 

Performance Improvement 
Projects 

Systematic Analysis & Systemic 
Action 

1

2

3

4

5
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Purpose 

Data driven proactive 
approach 

Collaboration

Culture of Inclusiveness 
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Why Now
• Pandemic-COVID-19
• Massachusetts Nursing Facility Infection Control Competency Checklist
• COVID-19 Focus Survey for Nursing Homes
• Quality of Care
• Quality of Life
• Employee and Resident Safety



The
QAPI 

Journey

Let’s Begin! 
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The ONLY Way We Can Fix…..

Are we AWARE of 

our 

VULNERABILITIES?
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Audits
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Even a Small Crack in Practice 

Identified….
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Goal…..
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Self Assessment

Have YOU Completed a Self-Assessment?
18
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http://www.cms.gov/
Medicare/Provider-
Enrollment-and-
Certification/QAPI/Do
wnloads/QAPISelfAsse
ssment.pdf
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http://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/Downloads/QAPISelfAssessment.pdf
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Determining Priorities
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Focused Team Approach

• Early problem identification

• Examination of root causes  

• Use of data & feedback from 

multiple sources 

• Understanding how systems 

of care affect quality 

outcomes

21
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Successful Outcomes!
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Accountability Without Blame

Caregivers are held 
accountable for their 
performance, but not 
punished for errors & 
do not fear retaliation 
for reporting quality 
concerns.
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Talk the Talk

Facility leadership can 
clearly describe the 
current performance 
improvement 
initiatives

24



Consulting   |   Talent   |   Training   |   Resources

This document is for general informational purposes only.

It does not represent legal advice nor relied upon as supporting documentation or advice with CMS or other regulatory entities.

© Pathway Health Services, Inc. – All Rights Reserved – Copy with Permission Only 2020 

Resources in Order

We have identified all 
data that reflects 
measures of clinical 
care & use input from 
caregivers, residents, 
families, & 
stakeholders.
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Clear Goals & Thresholds

We set goals for 
desired performance, 
& thresholds for 
minimum 
performance. 
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Relevant Projects

Our PIPs or initiatives are 
selected based on facility 
performance as compared to 
national benchmarks, 
identified best practice, or 
applicable clinical guidelines.

27



Consulting   |   Talent   |   Training   |   Resources

This document is for general informational purposes only.

It does not represent legal advice nor relied upon as supporting documentation or advice with CMS or other regulatory entities.

© Pathway Health Services, Inc. – All Rights Reserved – Copy with Permission Only 2020 

Well-Prepared

We are:

• Well Prepared

We:

• Set Priorities

• Set Clear Directions

• Maintain Records of Achievement

• Track Changes

• Respond to Errors

28



Consulting   |   Talent   |   Training   |   Resources

This document is for general informational purposes only.

It does not represent legal advice nor relied upon as supporting documentation or advice with CMS or other regulatory entities.

© Pathway Health Services, Inc. – All Rights Reserved – Copy with Permission Only 2020 

Strong vs. Weak 

We consistently link 
corrective actions with 
the system & process 
breakdown

29



Consulting   |   Talent   |   Training   |   Resources

This document is for general informational purposes only.

It does not represent legal advice nor relied upon as supporting documentation or advice with CMS or other regulatory entities.

© Pathway Health Services, Inc. – All Rights Reserved – Copy with Permission Only 2020 

Outcome Follows Intervention

Process & outcome 
measures are in place to 
determine if change is 
happening as expected & 
the desired impact to 
resident care.
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Sustained Compliance

We measure whether the 
change has been sustained, 
including a plan to measure both 
whether the change is in place, 
and having the desired impact 
(this is commonly done at 6 or 
12 months). 
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Documented Commitment

We have a written 
QAPI plan that 
contains the steps 
we take
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Remember…

• “Quality” has moved beyond the 
QA committee

• “Quality” is not one person’s job

• Leadership is actively engaged

• Addressing not only clinical care 
but also resident quality of life 
and choice

33



Strategies 

Knowledge Organization Insight Improvement  

34
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Develop a PIP

• Put together a team

• Education

• Organizational Buy In

• Identify a “Champion”

• Promote an Interdisciplinary Approach

• Identify Team Responsibilities
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Components of a PIP 

Name of Project
Problem to be 

solved

Background 
information – what 
led us to the need 

for this PIP

Goals of the 
project

Scope – beginning, 
boundaries and end

Project time table 
and phases

Project team 
members and 

responsibilities

Materials/resource
s needed

Barriers or obstacles – what 
can get in the way of 

success and what can we do 
about it

Project 
approval

Data collection 
and monitoring 

method 
36

https://www.cms.gov/Medicare/Pro
vider-Enrollment-and-

Certification/QAPI/Downloads/QAPI-
Plan-How-to-Guide.pdf

https://www.cms.gov/Medicare/Provider-Enrollment-and-Certification/QAPI/Downloads/QAPI-Plan-How-to-Guide.pdf
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Steps for System Overview

Resident Risk 
Identification

Resident 
Assessment 
Risk Factors

Resident 
Vulnerabilities

Realistic Goals
INVESTIGATION 
and Root Cause 

Analysis
Prevention

Interventions 
(creative & 

individualized)

Start Small – Work the Process 
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Let’s Zero Into Infection 

Prevention and Control
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https://www.cdc.gov/coronavirus/2019-
ncov/downloads/hcp/assessment-tool-

nursing-homes.pdf

https://www.cdc.gov/coronavirus/2019-
ncov/downloads/novel-coronavirus-2019-Nursing-Homes-

Preparedness-Checklist_3_13.pdf

https://www.cdc.gov/coronavirus/2019-ncov/downloads/hcp/assessment-tool-nursing-homes.pdf
https://www.cdc.gov/coronavirus/2019-ncov/downloads/novel-coronavirus-2019-Nursing-Homes-Preparedness-Checklist_3_13.pdf
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CMS
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Massachusetts

43
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Know Your Role

Hands-on knowledge of the 
resident & the day-to-day processes 
of care provision are necessary to 
QAPI development & planning 

• How are you using this essential 
resource?
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Staff Highlights

Is there a way that management receives and responds 
to feedback and information from frontline staff?

• Are changes made based on verified feedback?

• Individualize care through trial & error

• Re-prioritize throughout the day

• Recognize & establish patterns

• Will provide feedback if they feel respected and they 
can collaborate for better outcomes 
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Take a Moment
Discussion 

• What have you done so 
far to involve your direct 
services staff in identifying 
quality concerns? 

• What more do you think 
you can do?
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Strong QAPI 
Leadership 
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Identify Gaps 
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Action Plans
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Culture of Business Today

Embrace Change 

Create Leaders Within

Celebrate Success 

QAPI Today and Beyond  
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Thank You!
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Essential Resources

Centers for Medicare & Medicaid Services (CMS):

• QSO-20-14-NH: Guidance for Infection Control and Prevention of Coronavirus 
Disease 2019 (COVID-19) In Nursing Homes (REVISED).  March 13, 2020: 
https://www.cms.gov/files/document/3-13-2020-nursing-home-guidance-covid-
19.pdf

• CMS and CDC Infection Prevention Training: 
https://www.cdc.gov/longtermcare/training.html

• Centers for Medicare & Medicaid Services (CMS):  QSO-20-20-All.  March 23, 
2020.  Prioritization of Survey Activities: https://www.cms.gov/files/document/qso-
20-20-allpdf.pdf-0

• Centers for Medicare & Medicaid Services (CMS) COVID-19 Long-Term Care 
Facility Guidance.  April 2, 2020:  https://www.cms.gov/files/document/4220-
covid-19-long-term-care-facility-guidance.pdf

• American Medical Directors Association (AMDA).  The Society for Post-Acute 
and Long-Term Medicine.  AMDA Update on COVID-19: https://paltc.org/COVID-
19
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Essential Resources

Centers for Disease Control and Prevention:

• Centers for Disease Control and Prevention.  Coronavirus Disease 2019 (COVID-19) 

Preparedness Checklist for Nursing Homes and other Long-Term Care Settings:  

https://www.cdc.gov/coronavirus/2019-ncov/downloads/novel-coronavirus-2019-

Nursing-Homes-Preparedness-Checklist_3_13.pdf

• Nursing Homes and Assisted Living (Long-Term Care Facilities[LTCFs]): 

https://www.cdc.gov/longtermcare/index.html

• Coronavirus Disease 2019 (COVID-19) Information for Healthcare Professionals: 

https://www.cdc.gov/coronavirus/2019-ncov/hcp/index.html

• Coronavirus Disease 2019 (COVID-19).  Preparing for COVID-19:  Long-Term Care 

Facilities, Nursing Homes: Centers for Disease Control and Prevention. 

https://www.cdc.gov/coronavirus/2019-ncov/healthcare-facilities/prevent-spread-in-long-

term-care-facilities.html

• Coronavirus Disease 2019 (COVID-19).  Strategies for Optimizing the Supply of PPE:  

https://www.cdc.gov/coronavirus/2019-ncov/hcp/ppe-strategy/index.html
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References and Resources

Centers for Medicare & Medicaid Services:  QAPI 

Resources:  https://www.cms.gov/Medicare/Provider-

Enrollment-and-Certification/QAPI/qapiresources

Lake Superior QIN.  QAPI Written Plan How-To Guide:  

https://www.cms.gov/Medicare/Provider-Enrollment-

and-Certification/QAPI/Downloads/QAPI-Plan-How-to-

Guide.pdf
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Disclaimer

“This presentation provided is copyrighted information of Pathway 

Health. Please note the presentation date on the title page in relation to the 

need to verify any new updates and resources that were listed in this 

presentation. This presentation is intended to be informational. The 

information does not constitute either legal or professional consultation. This 

presentation is not to be sold or reused without written authorization of Pathway 

Health.”
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