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Why Clinical Microsystems?

Outcomes – Improve the health of 
the population
Quality – Improve the patient 
experience of care

Cost – Reduce the per capita cost 
of healthcare
Resiliency – Improve the well-
being of the care team
Equity – Provide an equal 
opportunity to achieve full health 
potential 
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• Information presented in the following slides is based on research findings and 
programming developed by Marjorie M. Godfrey, PHD, MS, BSN, FAAN. 

• © 2023 University of New Hampshire. Used with permission from Godfrey Group.
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Team Coaching Model
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• The 20/80 Finding (Marjorie Godfrey, PhD Thesis)
• Only 20% of the support needed by frontline staff to provide care and make improvements is 

“technical”:
• Improvement tools/methods
• Data

• 80% of the support needed includes “human” aspects of change: 
• Relationships
• Communication
• Encouragement
• Feedback
• Clarification of change goals
• Reframing the context  

Presenter
Presentation Notes
The Team Coaching Model combines the art and science of quality improvement.
Frontline staff don’t only need to know about QI methodology, tools, and data analysis – also need to understand the “human” aspects of change that can support or resist improvement efforts.
If we don’t address the human dynamics present in our frontline teams, it becomes very unlikely that QI activities will be successful. By focusing on both the art and science of quality improvement, we can provide teams with not only the tools and methodology to carry out QI work, but also help them work through the interpersonal dynamics necessary to support effective teamwork.  



Team Coaching Model (continued)
• The Team Coaching Model is an organized 

framework based on clinical microsystem 
theory, culture, communication, and 
mental models

• Team coaches customize their coaching to 
meet teams and individuals “where 
they’re at”

• Work to strengthen relationships among 
interdisciplinary team members

• Help teams move through the process 
improvement spiral and understand the 
various steps of the change process that 
are essential to meaningful and lasting 
change
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Presenter
Presentation Notes
Team Coaching Model is an organized process that’s based on clinical microsystem thinking at its core. 
A Clinical Microsystems is a small, functional, frontline unit that consists of a small group of people working together on a regular basis to meet the healthcare needs of individual patients. The concept of clinical microsystems is built on the premise that the people who do the work know how the work can be improved. It’s also built on the concept that the outcomes of the entire organization as a whole can be no better than the outcomes of all the microsystems that make up the organization
When we talk about the team coaching model, we’re not talking about a rigid formula or series of actions that a coach uses to lead a team, but rather, the coach customizes their coaching style and approach to “meet the team where they’re at.” It’s important to understand the team’s history, experience, and knowledge of quality improvement work, and to understand what dynamics are at play amongst the team members. 



Process Improvement Spiral
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Presenter
Presentation Notes
There are a lot of different parts to this image, but most of the steps are really just designed to ensure that team members take time reflecting on their daily work, identifying what is important to them to work on, articulating that in terms of global and specific aims, and design an improvement project that is organized and manageable. 



Why is HMS Implementing this Model?
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• Find better ways of meeting the specific needs of each patient
• Make the work experience of staff meaningful and joyous by learning to work as an 

interdisciplinary team
• Increase each staff person’s capability to improve his or her work processes and to 

contribute to the betterment of the system as a whole

Presenter
Presentation Notes
First and foremost, we always want to find the best ways of meeting the specific needs of each patient. This goes back to the patient-centered philosophy of our organization.
We believe that by implementing clinical microsystems at HMS we’ll be helping to develop a more collaborative and empowered culture that is more meaningful and joyous to be a part of. 
We don’t want QI at HMS to be an isolated department that directs quality improvement for the organization from an administrative level, but rather, we want quality improvement to happen throughout our frontline teams that experience what works and what doesn’t work on a daily basis.

Achieving these aims will require creating the conditions for learning, improvement, and accountability at all levels of HMS. It will also require that the linkages between microsystems at HMS be seamless, timely, efficient, and thoroughly reliable. 



What Are the Benefits to the Organization?
• Carrying out multiple QI projects throughout the organization simultaneously
• Frontline ownership of process changes

• Reduction of silos
• Professional development and greater employee retention 
• Improved processes and systems

• Improved clinical quality performance
• Team coaches and teams learn to “manage up”
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Presenter
Presentation Notes
Learning to manage up in an organization – keep leaders informed about progress, challenges, and results



The Coaching Experience – Silver City CHC 
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• Team made up of the following staff from the same clinic:
• Provider
• MA
• Patient Specialist
• Claims Scrubber
• Mental Health Therapist

• Voluntold! 
• Initially, low level of experience with QI work
• Good relationships among team members

Presenter
Presentation Notes
Team Coaching Program involves working with an interdisciplinary team to learn while coaching 
Members were voluntold, so they were recommended by leadership and asked to join the team. 
Team members had minimal experience doing quality improvement work, but already had strong relationships among team members.



The Coaching Experience - Silver City CHC 
(continued)
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• First PDSA: Improving the registration paperwork process
• Tested new process: 

• Mailed paperwork out to patients before their appointments
• Paperwork reminder call 

• Improved paperwork completion by 41.1%
• Interdisciplinary team gained experience going through a formal QI process

• Increased capacity to do QI work
• Empowered staff to make changes in their processes
• Team members learned more about a process completed every day by members of 

their team

Presenter
Presentation Notes
Before we even began the PDSA, we first carried out a process known as the 5Ps, which stands for Purpose, Patients, Professionals, Practices, and Patterns
This helped the team identify what they wanted to work on. 
They chose a global theme of improving the registration process, and then narrowed that down into a specific aim of improving paperwork completion prior to the scheduled appointment time by 25%. 
The team then went on to fill out our standard HMS PDSA form. This was the first time most (if not all) team members had gone through this type of systematic improvement project. 
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• Second PDSA: Improving BP control in patients with HTN
• Testing a campaign through the Electronic Medical Record
• HTN patients with a high BP reading and no follow-up appointment included in campaign
• Trying to improve: 

• Follow-up rate
• BP medication management/compliance
• Use of CPTII codes
• UDS measure performance 

• Ongoing project, but initial results demonstrate the power of EMR-based 
campaigns

The Coaching Experience - Silver City CHC 
(continued)

Presenter
Presentation Notes
The team began preparing for the next PDSA project as their first project was coming to a close. This second project is focused on improving blood pressure control in patients with hypertension. 
The team is piloting a messaging campaign using our EMR (eClinical Works) to contact patients whose most recent BP reading was elevated and have no follow-up appointment scheduled. Essentially, they want to get these patients actively engaged in the management of their hypertension through medication management and lifestyle changes. 
In addition to trying to get patients to return to the clinic for follow-up, the team is also trying to ensure proper use of CPTII codes for blood pressure readings and improve UDS measure performance. 
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• Team made up of the following staff from the same clinic: 
• Provider
• 2 Medical Assistants
• Dietitian 
• Patient Specialist
• Claims Scrubber
• Referral Clerk

• Initially, low level of experience 
    with QI work, myself included

The Coaching Experience - Silver City Med 
Square
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• First PDSA: Improving Diabetic Patient outcomes through an 
interdisciplinary approach

• Tested new process:
• Dietitian to complete pre-visit calls reminding patient of apt vs warm handoffs from medical 

provider when able
• Provide scheduling privileges for medical staff to reach out directly to schedule patients for 

appointments vs operations staff
• % of the sample population that had an improved hgba1c was 38.89%
• Interdisciplinary team gained experience going through a formal QI process
• Increased capacity to do QI work
• Team members learned more about a process completed every day by members of their team
• Significant impact was made with medical staff having access to scheduling privileges

The Coaching Experience - Silver City Med 
Square (Continued)
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• Second PDSA: Improving Colorectal Cancer Screening 
• Testing a campaign through the Electronic Medical Record
• Patients who are due for colorectal cancer screening and have not completed 

FOBTIA or other acceptable methods for screening including colonoscopy
• Trying to improve: 

• Follow-up rate
• Decrease the risk of colorectal cancer by improving adherence to screening guidelines
• Improve UDS measure performance 

• Early stages of this campaign

The Coaching Experience - Silver City Med 
Square (Continued)
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• “Working within the clinical microsystems team provides a unique opportunity for 
members from multiple departments to share their experience and expertise, 
expanding our understanding of the inner workings of clinic flow. This allows for 
critical evaluation of processes, followed by systematic trials of changes that, if 
successful, can be implemented organization-wide.” – Physician Assistant

• “Being part of the Microsystems Team has made my opinion as a patient advocate to 
improve customer service and the improvement of patient care feel valued.” – 
Medical Assistant

• “I really enjoy being part of the team. I feel we all work great together to ensure the 
project we are working on will help our patients and employees.” – Patient Specialist

Team Member Testimonials

Presenter
Presentation Notes
As you read through these testimonials from diverse team members, you’ll notice some common themes that emerge:
Appreciation of team mentality
Better inter-departmental understanding
Better understanding of how people fit within the “bigger picture” of the organization’s mission
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• “It is a system with an outstanding quality of work and outstanding quantity of work 
that demonstrates ‘team player’ behavior along with individual success being 
imperative to the group. [Team members are] cordial and willing to work together, set 
priorities, and adjust!” – Nurse Practitioner

• “Being part of the Microsystem Team has given me a different perspective on all 
departments that are involved in the meetings. I feel that it will continue to grow our 
knowledge and see what role we are all part of to make a difference for HMS.” – 
Patient Specialist

• “What I like most about the Microsystem Team is that we are all from different 
departments coming together to make HMS better for our community. I like how we 
can all come together and talk about the different issues our departments are going 
through and we all can either relate to the issue or come up with a solution as a team 
without any arguments.” – Claims Scrubber

Team Member Testimonials (continued)

Presenter
Presentation Notes
As you read through these testimonials from diverse team members, you’ll notice some common themes that emerge:
Appreciation of team mentality. Team members mention the collegiality and collaborative atmosphere
Better inter-departmental understanding and improved communication and relationships
Better understanding of how people fit within the “bigger picture” of the organization’s mission
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• “I’ve enjoyed working together as a group, seeing the process from start 
to finish, and how it all comes together with everyone doing their part. 
I’ve enjoyed getting to see how everyone plays a role in helping patients 
learn and manage their healthcare/diabetes.” – Claims Scrubber

• “I enjoyed the interdisciplinary interaction. It is good to see what other 
disciplines struggle with to provide good patient care.” – Dietitian

• “I’ve enjoyed coming together as a team to improve patient care.” – 
Medical Assistant 

Team Member Testimonials (continued)

Presenter
Presentation Notes
As you read through these testimonials from diverse team members, you’ll notice some common themes that emerge:
Appreciation of team mentality. Team members mention the collegiality and collaborative atmosphere
Better inter-departmental understanding and improved communication and relationships
Better understanding of how people fit within the “bigger picture” of the organization’s mission



Team Coaching Program
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• Six-month, highly interactive, experiential virtual/in-person program through the 
University of New Hampshire

• Fall program begins September 7, 2023, and ends on January 11, 2024.
• In-person session from 10/3-10/6 in Silver City, New Mexico

• Over 15% off for those attending the NMPCA Annual Conference!
• (Use code: 3000-TCP-F23 by JUNE 30, 2023)

• Scan the QR code or visit https://clinicalmicrosystem.org/ to register

Presenter
Presentation Notes
Learn theories, principles, frameworks, and constructs of team coaching to help interprofessional improvement teams achieve improvement goals
Guide teams to ensure the achievement of goals
Clarification of goals/processes
Reframing challenges and situations
Setting expectations
Constructive feedback
Keeping teams on track
Addressing barriers to team effectiveness
Effective team meeting design
Fall Program involves four, virtual sessions that are each 3 ½ hours long, and one 4-day in-person session in Silver City, New Mexico


https://clinicalmicrosystem.org/


Questions?
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• Thank you!
• Please feel free to reach out to us:

• Dan Otero, dotero@hmsnm.org
• Tiffany Maxey, tkinter@hmsnm.org
• Ethan Novikoff, enovikoff@hmsnm.org

Presenter
Presentation Notes
Guide teams to ensure the achievement of goals
Clarification of goals/processes
Reframing challenges and situations
Setting expectations
Constructive feedback
Keeping teams on track
Addressing barriers to team effectiveness
Effective team meeting design
Fall Program involves four, virtual sessions that are each 3 ½ hours long, and one 4-day in-person session in Silver City, New Mexico
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