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ABSTRACT: Comtimwous quality smprovensent (CQ1) represents 3
management iechmgue where ihe hasic approoch o nsanaging gual
ity comsasts of setting o standard for o work process. measuring v -
wrsom i the work rocess in relstion s the standard, and then im-
plementing prograins W decrease varistion and improve enid resalts
Everyome providing a service becomes involved both in under.
standing how gquality is measared amld n discussing how 0 improve
gmality . A weam approach s adopted and instead of focrsing on poor
gustliry outcommes and how 1o avoid them, the team hecomes -
violved m sefling comtinususly mproving standards for beser per-
Tormanece and in !'|r|q1ir|g wavs to meet those standands, The objec.
tive is 10 mect or excoed COMsIMCT OF deT e oLl ivns

Rebevant reluted concepts such as survey research, peeds deter-
minadion and oulcomes mnalysis, snd the importance of o mission
salemenl are discussed wsing a medical examiner system as an
enample

KEYWORDS: forensic soienoe, cominsois quality anprovement,
dleath imvestigation systems, nevds assessmont, survey rescarch,
vt analy s, sopdstarticontinae echnmge

The concept of continuous quality improvement (CQ1) is one
which has been applied in business for many vears. Although the
concepd was initially described principally by Amernican authoss
(1-3). the Japanese were its carliest main aisheers, sd their suc-
cess resulied in the LS, business community implementing the
ideas as a competitive response, Recently. the advent of muanaged
care into the U S, healthcare system has resulied in the application
of many of those same ideas. This paper secks (o apply some of
tharse principles to death investigation systems using a medical ex-
aminer system as a typical example.

Implementation of ool systems begins with a definition of what
is yuality for a particular process, The focus is on the consamer of
the service as the ullimate arbiter of guality.

During the COI provess, everyone involved in providing the ser-
vige is made sware of bow guality is w be measured. and their in-
put is then sought imo how 1o improve quality, Commonly, teams
are assigned 0 vanous areas of the eaterprise. and their function is
o set continuously improving standards for betier performance and
1o Fimad weary s b0 meet those standands.
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Organizational Analysis

A Now chaint illustesting the origins and destination of mforma-
tion processed through a iypical medical examiner office is repre-
semied in Fig. 1.

It can clearly be seen that the medical examiner office is aot an
end point for information. 1t ks part of a system through which in-
formation ows, The ow proceeds from varous agencies into the
office, where it is analvzed, used as a basis for imemal investiga-
o and fact finding. wnd the resuliing product distributed o 2 wide
variety of consumers

In order for this flow of information 1o proceed optimally, the
ohjectives, methodology. and knguage of the inpulting agencies.
the medical examiner office and the FECEIVINgG agencies must he
compatible, Ideally, the fow of information would be scamlessly
imegrated. Any strategic plan designed 1o achieve this must 1ake
into gceouni not only the human factors, but the information tech-
nology needs of the varnous agencies. One measure of quality
woizhd be the degree to which this human and echnological inte-
gration has been achieved. CQI s one method of monitoring the
progress of this process.

Internal and External Customers

As with any other business, the medical examiner’s office has
both internal and extemal customers. The intemnal customers con-
sist of the individuals employed by the office, and the extemal cus-
toiners are those o whom the office supplies a service. Interal cus-
fomers of a medical examinerfcoroner office would include
pathologists, dewth investigators, administrative and clenical per-
somnel. forensic scientists, and morgue attendants, External cus-
tomers would consist of families, funeral service personnel, law en-
forcement agencies, insurance companies, health care profes-
siomals, et Note that the office itself is an external customer of the
agencies that supply it with information,

Mission Statement

As early as possible in the proceedings the office should develop
and publicize a mission statement. The mission statement and its
poals largely dictate the magor tasks o be corried om and the kinds
of echnologies and human resources 1o be employed.

The mission statement and its associated goals should be devel-
oped with input from both managemeni and employees and they
have both an internal and an external purpose. Externally. they as-
sislin getting outsiders 1o understand the highly complex nsture of
ihe office. They communicate what the office is all about 1o those
who uiilize its services or in some other way have contact with the
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Strategic Plan

The CO1 program should form only a purt of the office’s strate
gic plan, The direction of the strategic plan is dictated by the mis-

i s temsent angd should s o an "\Fl'.lrllk'hl vispon of the office’s
role i society s outlined in the mission aatement. 11 should indi-
cate how the office intends 1o condue eIl im s closen arenas by
stating specific ubje es. and indicate the functional mewrs by
which those objectives will be sccomplished. One of the objectives
should relate to contmol of quality, to be secomphished through

ool
Integration of Nevds

In esrder for the system o operste most effectively, ie. in onder
for guality 1o be optimal, it is essential that each componeni be
aware of and attempt 1o satisfy the needs of esch of the others.
Froum thas, it can clearly be seen that no one of the components of
The system can adegquately judge the guality of the services it s pro-
viding. Determination of guality canmol be determined sobely by in-
ternal review. At best, such a system would address only one group
of customers, 1.¢.. the internal group. In order to judge quality. it 15
necessary 1o receive additimal mpet from the external eustomer
groupis). In addition. it s increasingly il fo resdige the ne-
cessity to ke into account the information lechnology implica-
tions of strutegic decisions regarding gquality messurement and
control across the entire system.

The first step in the process of setting up & CO progrom ( Tablke
1) therefore consists of the identification of all significant intermal
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TABLE |—Sreym i estailichiog o comtimmours quafiiy mprovemment
1 CM i prvngram

I Iedemtify imemal amd exiernal costomers
2. Perfomm meeds sssessment

Y, Form jewms and idesiify issues

¥, Develop wlutinns throagh wams

35 lm|'u|-|m-n| ST

. Momitor amd anslyre cutoones.

sl external customer groaps. The fow chan in Fig. | gives anex
ample of typical designations. The second step consisis of con
le1|np 2 newnlds assessment

MNewtls Assessment

This is a form of rescirch in which dita are collecied Tor esti-
mating the noeds of a group of orgamzation i4). The aim is 10 de
termine if the ohjectives of a program ane meeting the peeds of the
nalivichmals or organizations whi sre sipposed w0 benefit from i, In
the cose of o medical examiner office. there are maltiple groaps re-
ceiving services from the office, and their needs sre clearly Far from
homopenous. The noeds of the coun system can readily be pre-
sumetd 1o be different from those of the funeral imdustry. and both
of thewr newds, in . e different from those of the agency re-
spomsible for m wing the office’s budget, for example. Flexi-
hility of approach i key o successfully serving such a diverse
eroup of cuslomerns (3).

There are numeroes methods, not mstually exclusive, for per
Forming necdks assessment. One of these w the “key mlformant” ap-
proach, which collects informuation concerming the needs of & group
o iy iduals whe e presunmed Lo be ma key positon (o keow
those needs, such as agency diveciors, disir
financial oflicers. Questio
means of collection

A second approach i the “survey method™ i which the dota are
collected from o comple of the wrget populmion whose needs are
being assessel, There ks o atlemp W guestion only people who are
in positions of authority or presumed o be knowledgable. Any

he group muy be asked o give his'her opinion.

A third method is 1w rely on an “indicators approach.™ This
methaod relies on inferences made from statistics already available
in reports o reconds. Exasmination of those reconds over a period of
vears may. for enample. reveal o patiem in which law enforcement
apencies are incressingly requesting the performance of & partc:
lar type of procedune, and requesting another previously populie
st with decreasing frequency. This may be used as o indicator of
current trends in needs. and sl tme and resource allocation
shontld be adjusted accordingly.

ROy s, o \:l"lllﬂ_!
naires of intervicws are popular as a

Tdentifving Dsswies

The thind step in developing U0 consists of iden!
the areas mlentified by needs assewsment

VN Issues i

Face-to-Face Meetings

The importance of face-wo-lace mectings cannot be overcmpha-
sl Their format must be os nonconfrontational as possible. and
should be preceded by o beast one of the forms of needs survey

Their initial function 15 o0 clarify the issues as a preliminary 1o
formming permanent teams and developing and monitoring sobu-
nons. As with all forms of research. survey research is subject o a
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variety of biases thai may affect its results, and every effort must be
made o discover and compensate for those before initiating any
program of change. The outcome of this initial meeting will form a
baseline for measuring improvement fdeterioration in the areas de-
termined 10 be relevant 1o control of quality.

The meetings shoubd be between one team from the imemal cus-
somers of the office and one from cich of the extemal customers in
urn | mot all s once! ), An effective format for esch team is one “key
informant™ together with other imerested individuals from the
same agency. Formation of teams is 4 very imponant siep in estisb.
lishing an aimesphere in which the employees feel that they have a
genubne say in the management of the sysiem.

Facilitating the Meetings

In an effor 1o reduce confromation and tension during the meet-
ings. the “chaimman” should act as a facilitator, not an advocate, It
should not be forgotien that people implemented the: carment poli-
cies and procedures, even if the focus of the COI is on the policies
wind procedures themselves, and as a result those people may 1end
o think that they, or their work, are being evaluated. They muy fieel
that their job or reputation is ai sake,

Assuring effective communication is key. One method of doing
this is a “stop, star, continue” fechnigue in which the teams are
asked in mrm which sctivities of the other group they woubd like the
Sroup 1o siop. sIar, of continse.

One team is asked 0 begin with an issue that they are nol happy
with and would like the other 1o “stop,” as revealed by the survey in-
stments, After they have stated their grievance, the secomd group
shouild not be asked o provide a response, but 1o provide their ver-
sion of what they think the issue is. The first group should then be
asked if that version of the issue is acourste. In this way. the groups
oome 1o 4 clear understanding of the issue before debating it.

Following discussion of that issec the second group is then asked
o an issue regarding something the first group is doing that they
wistihd like them to stop doing and the same segquence is followed
o emsure the issue is clearly defined. In this way. cach team in tum
outlines an issue of conduct that they wish stopped, an agreement
15 reached on the nature of the issue, and o discussion takes plce
regarding solutions For its resoluion.

Following a discussion of ssees reganding conduct thal one or
the other group would like stopped, the groups should each in um
discuss things they would like the other 1o “start”™ doing with the (a-
cilitator following the same sequence os above.

Finally, the groups are asked in fum io staie things they would
like the other to “comtinue™ doing. b is important i follow this se-
quence ol “slop, stirt, confinue” since the intention is thai the meei-
ing shoubd finish on a positive note. In ihis way, the groups leam of
actions and attitudes thai have a positive/negative effect both on
quality a8 it is perceived both internally and externally. and on re-
lations between their respective agencies.

Developing Solutions

This is the fourth siep in the COI process. From the needs as-
sesement and face-to-face meetings, cach pair of weams should
reach agreement on the issues and conduct which specifically de-
fine the quakity of work produced by the imeraction of their ne-
spective agencies, incleding the issues which promotedretind effec-
tive working relationships, and the proposed solutions,

The implementation and monitoring of thase solutions form the
fifth and saxth steps in the process and provide the base mcasure for
a bong-term CQI program,

The solutions may include recommendations for additional
training. staffing. or equipment. inchuding information sysiems, in
addition 10 quantitative and cuenlitntive measures of quality.

hptoomies Analysis

This is the fimal step in the COI progrm. The purpose of this
Torm of analvsis is o find how well the program is working. Shoabd
it be conti Do curment = need 1o be modified or even
abandoned? Do the costs of implementing the program outweigh
the benefits? Both the program itself and its resulis need 1o be scr-
timized, For example, when the decedent’s age criterion for mands-
tory autopsy procedore was decressed from 55 w 50 yeors of age,
was there o significant improvement in the sccurcy of the couse of
death centification for the age proup between 50 and 557 Evalup-
tions take place on an agreed schedule, such as every six months.
The same: fiormat used for the mitial necds assessment is followsd,
subject wr agreed-on modifications, and consists of some form of
survey research instrument, followed by face-to-face meetings.
O wdditional femure moy be a requirement for a cost/benefit
analysis.

It is essential o continee wsing technigues such as the “stop,
start, continue” technigque, with it ponconfrontational theme and
its focus on the positive.

i 5

Deming ( 3) cited 14 points that must be followed 10 successfully
implement OO One of those is 0 cease relying on inspection/ac-
creditation 1o schieve guality,

The United States encompasses cultures as diverse as those of
Momtanz, Now York, and Alabsma. In common with other regions
of the workd, this includes areas whach are so parochial in nature
that a “foreigner” miy simply be someone from an adjscent county.
Career prospects, socil status, apd income are all locally derived
and ned dependent on national acoreditation. Nationl scerediting
agencies ik the power o subordinate those bocal customs and in-
stitutions. Naturally, the office must comply with all applicable
federal, suse, and kocal regulitions. Other than that, national stan-
dards must be adapied for local use based on needs assessment and
ongoing consulimion, The office s regquired 1o preserve goodwill
and wy retain the asseni and cooperion of local interests, Problems
will gencrally arise in three cstegories: orgunizational, political,
and personal working relmtionships. Accreditation deals most ef-
fectively with organizational issues thai can be made tangible and
guantified. CO1 must address those types of issues. However, is-
sues of politics amd personal relationshaps are of an imtangible,
qpualitative nature and OO0 as contermplated in this paper is primars-
ily designed to provide a method of resolving those types of issues.
OO provides a method of dealing with quulitstive issues relating
i hurman relations and human resource management.

It 15 well documented that there is considerable vanation in med-
ical praciice patierns across the country (61 This has been ai-
trhuted 10 varioas altinsdes such as “practice siyle” (7). conlu-
ston/disagreement as 1o what the “commect” procedire should be (8),
o the influence of particular ing schools (6. In shor, practice
variation is a normal fact of life, and genuine differences of opin-
o oy exist as o what is or is not "quality,”

The office should stress community benefits and community
panicipation W ensure a positive image in local political circles, In
oy s society, a greal number of parents ane becoming increas-
ingly concemed g society”s influence o the anitudes and
comduct of their children. Drugs and violence in schools are a com-




mon topic of concern. Participation in drug awarenessfanger iman-
agement progriams al school and assuming a postune of leadership
in the campaign 10 increase drag awareness and discournge drug
e andd violenoe ane strategies that ane likely 1o pay dividends in the
eves of socially conscious parents and politicians,

Courtroom presentaiion is another common arca where a need
for improvement is likely 1o be identified. There are both guantita-
tive and gqualitative issues, The forensic stall may believe with per-
fect justification that they have done an outstanding job of deter-
mining the “facts™ and of marshaling their opinions, but the effect
of this will be substamtially offset by a report style that uses obscure
language or a complicated format. or that is presented by an indi-
vidual with poor body language and verbal skills. and a penerally
unprofessional appearance. No commercial business whose activi-
ties involved its employees regularty appearing in public, often un-
der intense media scrutiny, would permit those employees 1o do so
without regular, intense iraining m repor preparaiion, Communica-
tion skills, and appropriate personal grooming. Yet, traiming and
COL in those vital arcas are virually nonexistent in death mvesti-
galion systenms.

Cross-training of employees is a common need. Poor public re-
lathons bs the certain result if @ call 10 the office results in the Trus-
trating tale that the single individual responsible for that issue is on
vacation for two weeks.

It is essential 1o sress the necessity for courtesy and considera-
tion m all employee traming sessions. Appearances do count, and
meatness and cleanliness ane mandutory. For the office w0 maintain
a positive image in the community, it is vital o reduce the number
of negative experiences encountered by the varioss customer
Eroups,

As an illustration, the following results are from a study con-
ducted for the White House Office of Consumer AfTairs (105

* The average business never hears from 96% of its unhappy
Customers.,

* The average customer who has a problem with an organization
tells @ or 10 people about it. Thirteen percent of people who
have u problem with an organization recount the incident w
more than 20 people,

= Individuals who have complained w0 an organizaton and had
their complaints satisfactonly resolved iell an average of five
people sbout the reatment they received.

Training should encompass dealing with the bereaved and de-
vieloping the sbility (o propect empathy for the severely distressed.
Critical 1w long-term change is the perception thal management
supports the desired outcomes. Key personnel (who may be the
“key informants” in cach team) in both the intemal and external
customier groups should act as role models and demonstrate their
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commitment and support by their actions. In particular, they musi
et o personal example of being responsive o people, and this be-
gins wath the imternal customiers, e, their own emplovees. The at-
titude of those internal customers (0 external customers of the
agency is likely w reflect their own experiences in their own office.
Do managers listen o complaints or ideus, do employees parici-
pate in decision making. are there regular meetings 1o discuss em-
ployee carcer issues, do managers supply their subordinates with
information in a limely manner? Sincere recognition of achieve-
meni should be ongoing and might include commending an em-
plovee for special empathy demonstrated lowand a bereaved nela-
tive, open discussions s meetings, or discussions with other
managers, elc. Arranging for the pubbcation of articles in the me-
dia profiling outstanding employees can be a source of improved
morale and pride of workmanship.

Finally, CQI provides o continuous source of reference. It
crosses over electoral downfalls, retirements, and promotions. In
many regions of the United States. individuals may be elected or
appointed as coroners who are experienced administrusions or law
enforcement officers but who have literally no experience in death
imvestigation systems. For them. a COI program provides an instant
sowrce of inviluable information, COB should provide continuty of
quality. The system is intended 1o exist independent of the person-
nel who are taking pan in it al any particular vme. In addibon, since
the system invodves the panticipation of mubtiple agencies, it is dif-
facult fior a single participating agency to disrupt it without preju-
dicing its relationships with those other agencies whiose coopera-
ton may be required in other political or badgeting arenas, These
factors would tend 10 make the CQI program self-perpetuating
once estiblished.

References

1. Juran M. Manageral breakthrough. New York: MoGiraw- Hill, 1%,

Cronlvy PB. Clinlity 15 free. New York: New Amencan Library, 1979

Deming WE. Ot of crisis. Cambwdge, MA: MIT-CAES, 19886,

Polit 1. Hungler B. Nursing research: principies and methods. Sth ed )P

Lapincet Co.. Philadelphia, 1995

Shorell SM. Kalumy AD. Health care mansgement: organizational de-

sapm aind behavior. Snd od, New York: Delmar Publishers, 15994,

6 Folland 5, Stano M. Small irea varations: i crtical neview. Medical Core

Riewiew 19560 Wimter: 37:419-85_

Wennberg JE. Ginelson A A small area appsosch 1o the sl yvas of health

system performunce. THHS. Publication no. (HEA) 801401 2 Wsbang-

o, [0 LS. Chovernment Printing CHTice, Asgusa 19810

%, Wennberg JE. Bames BA, Zubkoff M. Professional uncertainry and the
roblem of sopplicr induced dermand. Soc Scr Med 1982 016:811

9. Albrecht O, Femke, B Service in America, Homewood, IL: Dow.Jones
lrwin, 1985

do e

-

-4

Aubdithomal information snd repeint regueas
D James 1. Dibefan

[Bow, 11003

Ciraeiss Walley CA 95045




	p94
	p95
	p96
	p97



