PrISM™	PROJECT TEAM PROBLEM SOLVING
 	 	
[bookmark: Top]Project Team:   Cabarrus Health Alliance – Reduce P/PF Food Establishment Violations
Timeline:  August 17-21, 2015

SOLVE

What is the Approach?
9. Team Members & Roles 
10. Project Schedule 
11a. Data and Information Collection 
What are your Conclusions?
13. Improvement Hypotheses & Problem Solving Summary
What is the Gap?
1. Starting Point
2. Vision 
3. Current State 
What is the Goal for Improvement?
4. Goal or Target Condition 
5. Customers & Beneficiaries 
6. Benefit 
7. Measures & Targets 
8. Conditions 









SOLVE
TRY, LEARN, INSTALL

Try Solutions; what did you learn?
14. Construct & Execute tests
15.  Document Results
16. Analyze Results & Extract Learning 
How will you make the new way happen?
17.  Plan Rollout & Execute
18.  Measures of Success
Understanding the Problems: 
11b. Current and Future State Process Maps 
12. Cause and Effect Diagram







[bookmark: Starting]























_                                                  SOLVE                                                                      _
1. Starting Point
a. What is the need (e.g. outcome) or gap that caused this project to be considered in the first place?
[bookmark: _GoBack]We want to reduce the number of Priority and Priority Foundation (P/PF) violations during routine food inspections in risk category IV establishments, therefore reducing the number of critical violation follow-ups (CV) and critical violation follow-up visits by the REHS.  By determining the top five P/PF violations over the past four quarterly inspections, we will then determine the root cause of the violations (identify the gap on the establishment side) and determine how to effectively close the gap in the number one P/PF violation that has been documented.  This will in turn decrease the risk of Foodborne Illness in establishments in Cabarrus County, NC.
b. Who is establishing the need?  
Environmental Health Director, Supervisor, and Food & Lodging Staff
c. How is the need being measured and is it possible for this project to make an impact on that measure?  
Digital Health Department (DHD) currently configures the numbers based on the number of risk category IV inspections and the number of P/PF violations that are marked during routine inspections. REHS’s receive an email notifying them of upcoming establishments that require CV follow-ups within the ten day required time frame.  Baseline data is being gathered through a data dump based on the last four quarters on inspections.  We hope to determine if there is a commonality of the root causes of these P/PF violations so that we may address these root causes to decrease the number of violations, which will in turn decrease the number of CV follow-ups and CV follow-up visits.
d. What data or analysis was used to establish that this project will make a key impact? 
The number of P/PF violations for the past year identified by DHD, as well as the number of CV follow-ups and CV follow-up visits made by the REHS in the past year.
e. What scope (e.g. geographic, organization, customer) are you expected to impact?
This will affect the Cabarrus Health Alliance (CHA) Environmental Health Director, Food & Lodging Supervisor and 4 Food & Lodging Staff, residents and visitors who eat at food establishments located in Cabarrus County.
f. What conditions are being placed on this project? (Leadership requirements or boundaries) 
· Time available for Food & Lodging Staff from regularly assigned duties
· Limited food establishment operators that have time to participate in either the event or training
· Lengthening the inspection process as it is now
· Adding more burden to the owner/operators of our establishments

2. Vision (What do you want to achieve in the long range (i.e. 10 years) and without any restrictions?  Generate a picture or description of your ideal condition.  How will it look for the customers, our team, and for the taxpayers/funding sources?)
· To maintain a decreased number of P/PF violations noted during routine inspections
· Decrease the risk of Foodborne Illness (FBI) to residents and visitors of Cabarrus County
· Continued/improved compliance with the NC Food Code Manual and improved sanitation scores

[bookmark: CurrentCondition]3. Current State (Description of how the process and organization is operating now; Quantitative if possible, always factual and based on observation)
	Stakeholder
	Description

	Customers
	· Disruptive to establishment’s day to day activities
· Potential additional expense(s) to correct any P/PF violations either immediately or within required 10 days
· Decrease revenue due to low/lower sanitation scores

	Financial
	· More CV follow-ups and follow-up visits are required due to P/PF violations (staff time)
· Increased travel time to make CV follow-up visits

	Your Team
	· Providing reactive solutions to current violations
· Following up on P/PF violations not corrected during inspections within 10 days

	Society
	· Higher potential risk for Foodborne Illness in Cabarrus County



4. Goal or Target Condition (What is the objective? Which piece of the gap are you addressing?)
TO:   Decrease the number of P/PF violations in risk category IV establishments.

5. Customers and Beneficiaries  (Who benefits from achieving the goal?  What populations are targeted?)
FOR:   
· CHA Environmental Health Food & Lodging Staff
· Owners/General Managers/Employees of food service establishments located in Cabarrus County
· Residents or visitors who eat at establishments in Cabarrus County

6. Benefit  (What are the benefits from achieving the goal?)
SO THAT:   
· Decrease the risk of FBI 
· Improve quality of working relationships with owners/operators and increase on-going knowledge of P/PF violations for PIC  

7. Measures and Targets (STANDARDS (How will you measure success; Measure and Target?  What quantitatively will be achieved?)
	Beneficiaries
	What Measured
	How Measured
	Target

	
	
	
	How Much
	By When
	Actual

	Risk category IV Establishments
	Number of P/PF violations
	Data from DHD
	30% reduction in P/PF violations
	6 months post Kaizen Event
	



8.  Conditions  ((What process or team member requirements or limitations exist?  What do you need to be successful?)
· Participation of CHA and Food & Lodging Owners/Operators
· Cannot change regulations
· Comply with regulation of P/PF not CDI (now points deducted, no longer general commented)
























9. Team Members and Roles  (Who is directly involved and How? Training Needs?)
	Name
	Role
	Work process related interests / concerns
	Project Expectations

	Jim Osborne
	Food & Lodging Supervisor
	Track measurements of success/time spent on project.
Insure that NC Food Code Manual rules are maintained
	Determine root cause of P/PF violations, decrease number of CV follow-ups and CV follow-up visits

	Jennifer Hatley
	QI Leader/Food & Lodging Staff
	Lead Kaizen Event, conduct inspections, report on violations, conduct CV follow-ups and CV follow-up visits/Time away from normal work load
	Insure direction of inspections/education is proactive vs. reactive

	David Troutman
	Environmental Health Director
	Maintain departmental efficiency, develop departmental policies
	

	Mary Barbee
	Food & Lodging Staff
	Conduct inspections, report on violations, conduct CV follow-ups and CV follow-up visits/Time away from normal work load
	

	Carie Irving
	Food & Lodging Staff
	Conduct inspections, report on violations, conduct CV follow-ups and CV follow-up visits/Time away from normal work load
	

	Daniel Squirewell
	Food & Lodging Staff
	Conduct inspections, report on violations, conduct CV follow-ups and CV follow-up visits/Time away from normal work load
	

	Julia Patterson
	Accreditation Director
	Increase agency efficiency, ensure compliance with accreditation requirements
	Successful QI project in EH

	Emma Zelaya
	CC4C Care Manager
	Wildcard/Provide external prospective
	Learn more about EH Food & Lodging Department and gain insight on services provided

	Establishment Owner/operators
· Karen Barbee
· Karren Kwong
· Nikolas Katsanos
· Adam Hart
	Stakeholder/Owner or manager of risk category IV establishment
	Provide insight to root causes from customer prospective
	Insure more compliance with NC Food Code Manual, decrease number of P/PF violations, increase working relationship with Food & Lodging Staff, increase sanitation scores, modify approach from reactive measures to proactive measures in establishment



Training Needs:  Need to provide most team members with an overview of QI, explain Kaizen, and explain how the days of the events will go/what is expected from them



10. Project Schedule  (How will you achieve the result?  What is the basic approach, activities to go about solving the problem?)
BY: 
· June-July:	Collect data & information to understand the current process
· August 17-21, 2015 	Perform Kaizen Event
· Day 1:  Focus the team; Understand the current state
· Day 2:  Continue to understand the current state; Evaluate and Solve the Problem
· Day 3:  Develop solutions (job aids); Test; Learn; Develop training material
· Day 4:  Continue to develop solutions; Test; Learn & train
· Day 5:  Pilot the new process; Learn; Measure results; Communicate results
· August:	Install / Rollout

11a. Data and Information Collection  (What will you collect? Who? When?)
	WHAT
	HOW
What is the data source?
What format is the data?
Data separated by categories or groups?
How accurate is the data? (seasonality, variation)
Who collect data from?
How much data needed, by category?  How much time is needed to collect?
How will data be collected?
How can the data be analyzed?
	WHO
	WHEN

	 What data is needed to know the goal was achieved?

	Numbers of P/PF violations for last 4 quarters
	DHD, Access, Excel spreadsheets, separated by severity (P/PF), violation number, violation code, violation type
	Jim/Jennifer/
Carie
	Pre-Kaizen

	Number of CV follow-ups and CV follow-up visits
	DHD, Access, Excel spreadsheets
	Jim/Jennifer/
Carie

	Pre-Kaizen

	What data is needed to get insight into the problem?

	Numbers of P/PF violations for last 4 quarters
	DHD, Access, Excel spreadsheets, separated by severity (P/PF), violation number, violation code, violation type
	Jim/Jennifer/
Carie
	Pre-Kaizen

	Number of CV follow-ups and CV follow-up visits
	DHD, Access, Excel spreadsheets
	Jim/Jennifer/
Carie
	Pre-Kaizen




















11b. Observe and Document Current Process  (Generate a Process Map)
[image: ]


























Prioritizing Issues / wastes:
[image: ]

12. Conduct Cause and Effect Analysis (Priority issues and solutions from Cause and Effect Analysis)
	Issues/Wastes
	Root Causes

	1. Managers too busy to review report or ask ?s
2. Employees don’t date & Wrong date on items
3. We don’t follow up to see if CDI resulted in long term improvements
4. Just in time preparation
5. Don’t prepare for inspection daily
6. Cold Holding temperatures not maintained
7. Lack of management experience, management control
8. Manager confused with importance of P/PF vs. core violations
	See pics – zoom in to read

























Root cause #1:  Managers too busy to review report or ask ?s
[image: C:\Users\Pam\Pictures\2015\Work\Cabarrus\IMG_1719.JPG]




Root cause #2:  Dating items
[image: C:\Users\Pam\Pictures\2015\Work\Cabarrus\IMG_1718.JPG]




Root cause #3:  We don’t follow up to see if CDI resulted in long term improvements
[image: C:\Users\Pam\Pictures\2015\Work\Cabarrus\IMG_1722.JPG]

Root cause #4:   Just in time preparation, Don’t prepare for inspection daily, Cold Holding temperatures not maintained

s[image: C:\Users\Pam\Pictures\2015\Work\Cabarrus\IMG_1724.JPG]
Prioritizing Solutions: 
[image: ]













13. Improvement Hypothesis (Summary of potential means to achieve goal)
	Issue
	Improvement
	Expected Results

	Most frequently occurring violations
· hot & cold holding temperatures are not maintained 
· Improper data marking & disposition
· Improper identification, storing, and using toxic substances
· Improper cleaning & sanitizing food contact surfaces
	If we…provide How To instructions for all employees
	Then…priority & priority foundation violations will decrease and food safety knowledge in all employees increases so that establishments are always in compliance (daily).

	· Inconsistent follow up to see if CDI resulted in long term improvements

	If we…develop a tool/document to log CDI violations and routinely follow up on CDI items and use strategic inspection planning
	Then…we will see long term decrease of priority & priority foundation violations.

	· Lack of management (PIC) time to review report or ask ?s, control, and understand the importance of P/PF vs. core violations
· Establishment employees preparing for inspections Just in time and not routinely
	If we…engage with PIC and the food handlers during the inspection AND provide targeted P/PF education, Active Management Control responsibilities, AND routine knowledge (Email blasts, website, annual training) 
	Then…CHA & food establishment will have improved working relationships, PICs will take more ownership, and violations will decrease.




































[bookmark: Tests]_                                                  TRY                                                                          _
14. Test Hypotheses (How will you test the potential solutions?)
	Tests
	How
	When
	Who
	Successful if…

	How to instructions by P/PF

	Choose a follow Up visit on Qtr. 1 establishments with CDI P/PF violations 
	Thursday lunch
	Mary, Daniel, Emma
	Guideline handout feedback – Agree/Strong Agree
Verbal feedback provided

	Email follow up
	Choose a follow Up visit on Qtr. 1 establishments with CDI P/PF violations
	Thursday lunch
	
	Learn if establishment would like email

	How to guidelines
	Classroom test with Establishment owners
	Thursday, Friday
	Team
	Guidelines are simple, printable, & accessible



15. Results: paste graph/table of actual trial performance 

9 follow-ups visits
11 surveys completed
AMC:  2 Agree; 9 Strongly Agree
Use of 1 page education:  1 agree; 10 Strongly agree

[bookmark: Learnings]_                                                         LEARN                                                         _
16. Learning   (For the trials, what worked and did not, why and what are you doing as a result? Is the result repeatable?)
[image: C:\Users\Pam\Pictures\2015\Work\Cabarrus\IMG_1774.JPG]

_                                                      INSTALL                                                            _ 17. Installation Plan  (Steps to operationalize the new process and make it stick. Attach new process map below.)   
	What
	Recipient
	Who will provide
	By When

	
	
	
	

	Begin using 1 page tools
	Food Establishments
	Team
	August 24

	Begin CV Follow visits
	Food Establishments
	Team
	August 24

	Complete all 1 page handouts (Spanish, Chinese, & as pdfs)
	Food Establishments
	Team
	Sept 1

	Update Website with tools & resources
	Food Establishments
	Team
	Sept 1

	Email Newsletters – Qtrly

	Food Establishments
	Team
	October –November

	Open food safety training
	Food Establishments
	Team
	November




18. Measure Success  
· Attach graph/table of installed performance measures
· Attach photo of current Continual Improvement System
Revision 04/14		© 2014 Continual Impact LLC
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Prioritize Solutions: 2x2 Ranking Matrix

« Create environment that really + Date Stamping (Put date supplies at point of use, mgr.
showimportance, date everything, use price gun, change
everyday color of date code
+  Use Permit action + Follow up on non-CDI (develop tool to log & follow up, set
+ Change in thinking guidelines for p/pf that must have follow up, go by visit
; " when in the arealstrategic inspection planning)
*  2infractions - fire able offense + Active Manager Control (teach them what this is)
E «  Call place letting them know you will ||+  Improve refationships (Eat where inspect, speak more to
o be follow up that week ZL Zﬁsggsfs keep food safety in the fore-front of all
= + Going by when the scoreis not on the | p/PF Education (understagd the what & why of violations,
° line & when theylare not as busy may training once a year, checffist for mgrs., educate what
g improve relatfitip e s e by 05
o . Provide class re violations +  Email (email last violations & links, email inspection report
+  Make alater appt. to go over grade back to rest. Late, routine communication, email before
() heet next inspection — attach previous violations, ask EH desk
= sheel X . to call restaurants and get emails — create email db.)
o] . Call out policy & enforce it + Reduce# of inspection concentration on high violation
*  Buy-in from all employees establishments
o)) Y : ployee + Training (create How to instructions for high priority
c w Be proactive to clear up issues violations
| - Add EH staff
— <
‘a‘ J R - + Do follow-up to confirm corrections - including positives
p |+ Preventative Maintenance + Can the 1% pare of the inspection sheet be more
every 3-6 months helpful?
— Y d chi + Leave phone # for them to call if 7s
E «  Callin 2™ shift + Recommend Mgr. walk through daily
— +  Ithink more places need to be  [|: Sef inspection sheet
— Ny p + Explain what grade ‘means’ on our website (amount of
w using temp. logs risk taking)
c «  Publicize when corrections + Do we need to education public about what the grade
means? (newspaper, website)
) made —on + Provide labels for sanit
«  Employee inf&ntive + Digital clock with date, pldde it next to calendar
- . + Inspection notes in more detail
%) *  Have materials on hand for + Do follow up to confirm corrections complete
[+ them to buy + Visit documented under item #s so auto populates for
o next inspection
+ Leave phone # for them to call if questions
E + When confused: suggest ‘made by’ date
— «  Staff do not toss at night - Recommend manager to
clean up night shift (dating)
+ Change when during the qtr. inspections are being don
«__Time between gtiry inspections vary
SCALE
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Routine Food Inspection Process (Current)
OUTPUT

Who is Customer: Cat. IV Owner/Operators

Customer Expectations: Decrease # P/PF

violations, increase compliance with Food Code,
| increase sanitation scores

What is Output:

How Much is Supplied:

Frequency:

Overall Lead Time: Lead Time:

Current Performance / Defect Rates:

Information system Flow Computer Systems, Forms / Templates, Procedures / Policies per step

STEP 4:
STEP 1: STEP 2: STEP 3: What starts: Facility should correct STEP 5:
. " N . . CV (P/PF violations) within 10 days .
What starts: REHS schedules What starts: Inspection What starts: Set-up laptop/printer What s done: Situation A What starts: Critical Violation Follow-
inspections What is done: What is done: PR —— - : up Inspection report run
What is done: :; 1. Travel to Facility/Enter Facility :> 1. REHS sets up laptop and printer [/ ; (F;g;irtrse;t;ﬁlstF VK:?:Z?:mail What is done:
1. Determines inspections to be Introduction to PIC 2. Enter inspection into DHD (FH-1) 3' REHS determinesyifverification or 1. REHS/F & L Supervisor run CV
completed daily 2. Prepare for inspection (gather 3. Prints inspection & meets with vi.sit needed follow-up inspection report weekly
2. Research prior inspection in DHD items to be used during inspection) PIC to explain & educate as 4. REHS visits establishment FH-3 2. Look for any missed CV follow-
3. Print previous inspection 3. Inspects establishment with PIC needed (CV Follow-up visit) ups needed
4. Drive to establishment (includes washing hands, performing 4. Provides educational materials as Situation B'p 3. Perform CV FH-3 if needed
risk-based inspection w/PIC) needed - 4. Monitor # CV Follow-ups and
" i - . 1. REHS visit facility to do lack of
Who does it: REHS 4. ldentifies all violations 5. Discusses any CV Follow-up that contact by PIC Follow-up visits
Deliverable: 5. Any P/PF violations, can they/are is needed due to lack in CDI > Deterr);ine compliance Who does it: REHS/F & L
« Cat. IV establishment list they being CDI, during 6. Leave facility 3' 1 violation not cF:)rrected discuss Supervisor
) ono - \ ! .
. ) inspection? o N why and potential ITS Deliverable:
Systems: DHD, printer, thermal paper 6. PIC corrects any P/PF violations Who does it: REHS/PIC « Report: CV Follow-up inspections
that are immediate corrections Deliverable: Copy of inspection Who does it: PIC/REHS + Email from F & L Supervisor
Data: DHD while inspector onsite report, m listing missed follow-ups
Report 9, Inspection priority 7. REHS exits facility kitchen Any educational materials needed Tsitdo@mented in DHD FH-3
Report: Critical Violation Follow-up (printed copies) Data: Laptop, DHD
inspections ho does it: REHS/PIC ystems: Laptop, DHD, printer,
i Wait eliverable: Wait ermal papef ° ° Wait stems: DHD Wait
time: — time: ime: - i ime:
. ime: stems: DHD ime: Jdata: Inspection (FH-1) time: hta: CV Follow-up gntered into time: L -
Work content time: Data: C ¢ . . i | N " | DHD, creates FH-3, either Work content time:
Elapsed time: Dala. Lopy ofprevious inspection - Verification or Visit Elapsed time:
Work content time:
© Continual Impact LLC Elapsed time: Work content time:
© Continual Impact LLC Elapsed time:
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Prioritize Issues: 2x2 Ranking Matrix

Severity of Issue / Impact on Problem

SCALE

‘Somefimes staff cut comers & not properly follow procedures
resulting in violations when primary mgr. is not on duty
Cutture —where some requirements of results not important
culturally

Converting theory into action— make it personal

CV marked —mgr. does not change procedure that resuted
in violation just tries not to get caught again

Don't retain what owner/operator has been told by inspector
Mgr. doesn't demonstrate knowledge during the inspection
Operator wants help wme(rammg but EHS not allowed to
doit

Staff doesn't check for cleffhess

Priority gets lostin report in daily jobs

Businessis failing

Too busy to deal with

Take too many food temps

PIC not delegating

Operators donot know what violations are PIPF

Manager doe not want to talk to inspector

Language barrier

Don't care

Managers too busy to review report or ask ?s

Employees don't date

Wrong date on items

We don't follow up to seeif CDI resulted in long term improvements
Just in time preparation

Don't prepare for inspection daiy

Cold Holding temperatures not maintained

Lack of management experience, management control

Manager confused with importance of PIPF vs. core violations
Differences i training received - serve safe doesn't tell everything nes
Manager tumover & knowledgggnot passed on; Staff tumover & not tr
Don't have power

Correction may not reflect actual change & temporary only
Employees don't care; don't understand why they should care
Culture of not taking is seriously

No time to inspect your work

Don't have labels for all bottles

Tempos. Not taken routinely

Can'tfind / don't have therms.

Don't have right way to date to sty with food (proper procedures)
As long as score s good — we really get attention

Owner focused on public — customer 1%, safety 274

Personal not recording Ph
records daily

Internal QA — consistency of . Not a fire able offense
REHS . . . Manager does not follow with CHA stating
No buy-in government is bad & violations are completed
|nsp_ectors are there to ruin . A lot do not call — up to CHA to go by
business 4 . Operators or staffl basic science education
Rus_h hour L —don’t get that so ing in deeper pan cools
Trying to correctall violations slower
during IDSPECNOH . . . Manager makes corrections according to what
Report is a lot of small writing with is easierto do
words they don’t understan}i + At permit —regulations are not provided
Menu changes create ‘new’ +  Food handlers lack knowledge
issues resulting in PPF violations . Low mental threshold / capacity

SCALE

Issue Frequency

d to know
ned




