
Boston University School of Social Work
Center for Innovation in Social Work & Health

CoIIN to Advance Care for Children 
with Medical Complexity

Webinar: Team Sharing and Fishbone Diagrams
May 21, 12:30-2:00pm EST

This project is supported by the Health Resources and Services Administration (HRSA) of the U.S. Department of Health and 
Human Services (HHS) under grant number #UJ6MC31113: Health Care Delivery System Innovations for Children with Medical 
Complexity ($2,700,000 annually).  This information or content and conclusions are those of the authors and should not be 
construed as the official position or policy of, nor should any endorsement be inferred, by HRSA, HHS or the U.S. government.
Anna Maria Padlan, HRSA/MCHB Project Officer



2



Housekeeping & Hellos
• This call is being recorded 

• Make sure to mute your phone when you are not 
speaking 

o Press the “mute” button on your handheld or press *6 to mute and *6 
again to unmute

• Please do not put us on hold 

• If using phone audio, please take a minute now to link 
your phone with your computer 

• Participation is essential

• Chat box
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Webinar Objectives
• Share team updates and learn from one another

• Introduce the fishbone diagram and 5 whys as tools to 
help teams uncover root causes

• Provide team time to apply new tools 
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CMC CoINN Project Updates
• National Advisory Committee webinar held this past 

Friday, May 18th

• Summarized state team project status reports (thank you!)
• Discussed outcome measurement

• State team FAQs (and some answers…)

• Additional questions?
• Please type into chat box!
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Team Updates
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Project Formation
• The Massachusetts Team is focusing on improving the 

experience of children and families as CMC undergo 
surgical procedures

• We have chosen this focus because the clinical team has 
believes that there are definite improvements that can be 
made in the coordination of activities around surgical care

• Also the clinical team feels that often families do not have 
adequate opportunity to be true partners in making 
decisions regarding whether and when surgery should be 
performed 



Validation
• With the help of our Improvement Coach, we have been 

sharpening our AIM statement to precisely define the 
area(s) of difficulty for the CMC

• At our recent all team meeting with parent and 
multidisciplinary team members, the parents gave strong 
positive validation that the surgical process is often 
confusing and that they would welcome interventions that 
increased their partnership in decision making



Forward Movement
• AND the parent members expanded the clinicians’ 

understanding of which aspects of receiving surgical care 
were particularly troubling. They pointed out that often 
they encounter difficulty with being prepared for what is 
going to happen with the surgery and they said that post-
discharge is often like most confusing for them.

• As a result, we are expanding our inquiry and plans for 
improvement to the entire SURGICAL EXPERIENCE, not 
just the isolated surgical event. 



FISH DIAGRAM PROBLEM
• Parents of Children with Medical Complexity report that 

they are not adequately engaged in partnership with 
providers during their children’s surgical experiences.  
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DEFINITION, DELIVERABLES & SCOPE
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TEAM MEMBERS & ROLES
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STAKEHOLDERS 
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What WI is most Proud of



What WI is most Proud of:
1. Established Bi-Weekly meetings since January 2018
2. Project Charter completed.
3. Overall Collaborative Aim Statement created:

1.The overall goal of our children with medical complexity 
(CMC) CoIIN team is to improve the quality of life for our 
state’s CMC, the wellbeing of their families, and the 
cost-effectiveness of their care. We will do this by a) 
using a Shared plan of care, b) developing and using an 
Anticipatory Guidance Tool (AGT).

1.We AIM to:
1.85% of WI CCP participants have a Shared Plan of Care (SPoC) 

with 3 essential elements (medical summary, family strengths 
and preferences and negotiated actions) updated at least every 
6 months.

2.85% of WI CCP participants receive annual health benefits 
screening and referral using an anticipatory guidance tool (AGT)

4. Set date for day long retreat with all team members
5. Created an engaged team with Title V partners, support 

from our DHS partners and most importantly our two family 
representatives.



Understanding	the	Root	Cause:	Fishbone	
Diagrams	and	5	Whys

Mary Webster, MSN, RN, CCM
Senior Program Director
Population Health Improvement Partners

Kerri Deloso, MHA, CLSSBB
Program Director
Population Health Improvement Partners



E	Learning	Review

• Your	take	aways	from	the	E	Learning	module?

• Do	you	have	your	problem	statement/idea	ready?
• Examples	include:

• Patient’s	getting	incomplete	discharge	paperwork
• No	shows	in	the	clinic
• Lack	of	a	standard	referral	process	to	specialists

• We	will	be	allowing	for	time	for	your	teams	to	practice	the	Fishbone	
with	your	problem	statement



Understand	the	Root	Cause

•What	it	is?
o A	visual	display	that	allows	teams	to	organize	

information	and	identify	multiple causes	of	a	
problem

•Why	use	it?
o Provides	structure	during	brainstorming
o Enables	team	to	think	through	all	potential	

causes
o Creates	a	snapshot	of	the	team’s	collective	

knowledge
o Breaks	problem	into	smaller	pieces
o Focuses	on	causes	rather	than	symptoms
o Helps	prioritize	and	focus	on	specific	areas

Fishbone	Diagram



Understand	the	Root	Cause

Fishbone	Diagram

Cause

Cause

Cause
Cause

Cause

Cause
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Cause

Cause
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PeoplePlace/Technology

Procedures

Problem

Methods

Machine

Materials

Man/People

Root	Cause



Understand	the	Root	Cause

Fishbone	Example:	Care	Coordination



Understand	the	Root	Cause

Machine
No cross 
access servers

No SINGLE  
client database

Slow and 
inconsistent 
technology

Methods
No policies for 
intra-agency 
referrals or 
referral follow 
up

Unsure how to 
handle 
referrals to 
some 
programs

Materials
Assessment forms 
lack check box for 
depression screen

No printed staff 
directory for quick 
access

Staff directory 
does not include 
program

People
Case overload and 
low staff may 
hinder referrals 
from some 
programs

Lack knowledge 
of other internal 
programs

RCA:	Communication	across	programs	
re.	depression	screening/general	referrals/etc.



Understand	the	Root	Cause

Fishbone	Diagram:	How	to	Construct	It?



Understand	the	Root	Cause

What	it	is?
• A	question	asking	method	
• Used	to	quickly	determine	the	root	cause	of	a	problem

5	Whys



Understand	the	Root	Cause

1.	Provider’s	office	doesn’t	alert	the	school	nurse	
of	their	care	plan

2.	The	provider’s	office	isn’t	aware	the	child	
has	a	school	nurse	w/in	his	school

3.		The	paperwork	at	the	providers	office	
doesn’t	ask	if	the	child	has	a	school	nurse

Fishbone	and	5	Whys	Example



Understand	the	Root	Cause

• Identify	a	problem

• Brainstorm	potential	causes	by	creating	a	fishbone	diagram

• Don’t	forget	to	dig	deeper	using	the	5	Whys,	when	needed

• Begin	prioritizing	potential	causes,	as	time	permits

• Be	prepared	to	report	out

Let’s	Try	It!



BREAK	OUT	TIME

This Photo by Unknown Author is licensed under CC BY-NC-SA
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State	Team	Breakout	Instructions
• When	prompted,	please	click	JOIN
• Participating	in	the	Breakout	Room:	Once	you've	joined	the	breakout	
room,	you	will	have	full	controls.	You	can:

• Mute/Unmute to	speak
• Participants - view	the	Participants	list
• Share	screen – state	team	lead	will	share	their	screen	to	show	&	edit	
fishbone	diagram	for	each	team

• Chat - type	messages	to	the	other	participants	in	your	breakout	room
• Annotate – Any	Participant	can	annotate	the	displayed	file
• Ask	for	Help - will	notify	the	meeting	host	that	you	need	assistance	and	they	
will	be	asked	to	join	your	breakout	room.

• When	the	host	ends	the	breakout	rooms,	you	will	be	notified	and	
given	the	option	to	return	to	the	main	room	immediately,	or	in	60	
seconds.



FISHBONE	Exercise	Debrief

This Photo by Unknown Author is licensed under CC BY



Wrap Up and Next Steps
• Continue to work on your Fishbone/5 Whys if 

necessary

• Continue your team meetings and coach calls

• Sending out list of aims/team composition 

• Monthly e-mails re: progress and asks

• Sharing upcoming events (through 2018)
• Next webinar 9/17
• Next in-person learning sessions 9/26-9/27
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CMC CoINN Upcoming Events
40
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We need your feedback!
• Webinar Evaluation – please participate!

o Link:  https://www.surveymonkey.com/r/7THLKHX
o See chat box to click directly on the link

o Short & sweet: Only 1 page, 5 questions
o Carpe Diem!

• CONTACT US anytime!
o PHIP coach: Project implementation questions
o BU: Administrative questions
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THANK	YOU!

Understand the Root Cause – References
•Tague,	N.		The	Quality	Toolbox.		Milwaukee,	WI;		American	Society	for	Quality;	2005.		
•Public	Health	Foundation.		The	Public	Health	Memory	Jogger	II:	A	Pocket	Guide	of	Tools	for	
Continuous	Improvement	and	Effective	Planning. GOAL/QPC;	2007.

Sherry Leonard
sleonard@improvepartners.org

Mary Webster
mwebster@improvepartners.org

Kerri Ward
kdeloso@improvepartners.org


