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A Collaborative Approach to Reducing Patient 
Deterioration 

 
The Advancing Quality Alliance (AQuA) developed a collaborative approach to support 
organisations to improve their early recognition of the deteriorating patient. The programme  
combined theory, practical application and group discussions to support learning.  

The programme was delivered across three days over nine months; coaching teams in the 
application and delivery of Quality Improvement (QI) approaches to improve the early 
detection of deteriorating patients. Teams identified a particular aspect of deterioration they 
wished to explore worked and learned together. Each participating team developed a core 
skill set to understand and influence behaviours and approaches applicable in daily practices 
to support improvements. 

At the end of the programme there were seven examples of safety improvement ideas on 
the deteriorating patient shared.     
 

Background: 

Patients who are admitted to hospital believe that they are entering a place of safety, where 
they have a right to receive the best possible care. Patients and their families and carers 
should feel confident that, if their condition worsens, they are in the best place for prompt 
and effective treatment.1 Yet this is not always the case, patients deteriorate and at times 
this is not recognised or acted on quickly enough. It is not uncommon for hospitalised 
patients to exhibit early warning signs before deteriorating. The key to optimal outcomes is 
recognition of these warning signs followed by an appropriate and timely response. 
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 https://www.nice.org.uk/guidance/cg50/chapter/Introduction 
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Aims: 
 

 To reduce harm to patients in hospital through early recognition and  response 

to deterioration  

 To provide a network for organisations to develop and share processes to 

recognise and respond to patient deterioration 

 To promote the regional use of QI tools and techniques to redesign processes, 

measure improvement  and deliver sustained change 

 

 

https://www.nice.org.uk/guidance/cg50/chapter/Introduction


                                                                          
 

 

27/03/2019 

Actions: 

Action One: Identify Opportunities for Improvement  

Teams applied to participate in the collaborative programme with an identified area of 
deterioration they want to explore and improve. The programme required the team to include 
core clinical staff, a Senior Sponsor and to release the time for staff to develop and deliver 
plans. In order to participate in the programme, teams needed to be willing to measure care 
within their services and agree what success would look like.  Teams were provided with 
help to identify what and how to do this throughout the programme. 

Action Two: Devise an Action Plan 

Action plans are a key component of successful project management, helping summarise 
how objectives will be achieved and by when. Action planning involved breaking down each 
objective into detailed tasks; this has two purposes: 

1. Ensures that all areas of required action have been taken into account; 

2. Breaks the achievement process down into manageable chunks 

Groups were asked to define all necessary actions and assign responsibility to individuals for 
delivering these actions within agreed timescales. 

 Steps to produce an action plan: 

 
 Establish your current position, by asking questions such as 'Where are we now?' 

 Define your objectives by asking 'Where do we want to get to?' 

 Establish the steps to achieve each objective by asking 'What do we need to do to 

get to our desired position?' 

 Decide 'Who is required to achieve the action, and what is the target date?' 

 

Action Three: Develop an Aim Statement and Driver Diagram 

During the first collaborative session, participants were supported to develop aim statements 
to address their identified improvement 
opportunities. An aim of any improvement project 
should be time specific, measurable and define a 
specific population. The teams used the Aims Tool 
to develop their aims statements.  

Achieving agreement on the aim of a project was 
critical for the participating teams to stay focused 
and deliver improvement.  The aim statement forms 
the basis for the team driver diagram which they use / adapt throughout the life of the 
programme. 

A driver diagram is a simple way of organising visually the actions that will help teams to 
focus on what necessary changes need to be made to achieve their aim (see Appendix 1).  

 

  

The Aims Tool: 
 

1. State the aim clearly  
2. Include numerical goals 
3. Set stretch goals 
4. Avoid aim drift 
5. Be prepared to refocus the aim 
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Action Four: Planning for Improvement     

The collaborative was designed to support participating teams to plan and deliver their 

improvement aim using a 30/60/90 day approach between sessions. Teams were each 

required to complete and submit their plans in a one-page template (see Appendix 2).  

These plans were completed at Day One and Day Two of the collaborative learning sessions 

to ensure teams were focused on what they needed to achieve over the 90 day period until 

the next collaborative.  

Action Five: Measurement  

In Day One and Day Two of the collaborative, teams were encouraged and supported to 

monitor their improvements through a variety of available tools. As each team aimed to 

deliver on a different aspect of deterioration the sharing of the results generates discussions 

and additional ideas. 

Action Six: Sharing and Spread  

In Day Three of the collaborative, teams were expected to present the results of their 
deteriorating patient improvement work.  This presented an opportuinity to consolidate and 
share learning across the teams and was a useful mechanism to share learning.  All seven 
particpating teams presented. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Results shared on Day 3: 
 

 Successful reduction in patient harm through implementation of the NEWS2 

assessment tool 

 Reduction in transfers to ITU, demonstrated through early escalation of deteriorating 

patient 

 Improved communications between health care disciplines in relation to the 

deteriorating patient 

 Local systems devised to support early recognition to deteriorating patients  

 

  

Learning: 

 Structured collaborative approaches stimulate critical thinking, clarify thought and 

support team-based approaches to problem solving while maintaining individual 

accountability 

 Involvement in a structured programme enabled teams to secure time away from 

clinical setting to plan and deliver improvement 

 Developing an understanding of QI methodology and its application in the clinical 

workspace is supported by sharing best practice 

 A system wide approach using the collaborative framework enables sharing and 

spread of improvement 
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Further Information: 
 
This case study has been produced by the Advancing Quality Alliance on behalf of Health 
Education England. 
 
For further information about the content  
contact  
 
 
Advancing Quality 
 
advancing.quality@nhs.net 
 
www.aquanw.nhs.uk 

mailto:advancing.quality@nhs.net
http://www.aquanw.nhs.uk/


                                                                          
 

 

27/03/2019 

Appendix 1: 
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Appendix 2: Organisational action plan 

 
 
 

 

1. Our high impact actions 2. One action that we commit to delivering or testing in the next 90 days: 

3. Why is it important? 4. Changes  required to help achieve the action 
in 90 days 

5. Who’s involved and who could be involved: 6.How do we know we’ve made a difference? (measures) 

Actions in next 30 days: Actions in next 60 days: Actions in next 90 days: Help required: 

Organisation Name Programme Lead: 

Aim  


