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Navajo Nation 



Chinle Service Unit 

• Comprehensive health care 
and public health services 

• Serves over 30,000 people, 
mostly Navajo 

• One hospital, 2 health 
centers 

• Almost 1000 employees 

• Operating budget of >$90 
million 

Chinle Service Unit 

Pinon Health Center 

Tsaile Health Center 



Improvement Milestones 

• Chinle Hospital Outpatient Project (CHOP) – 1996-2001 

• Tapestry of Wellness – 2000 

• Culturally based improvement model – 2003 

• Improving Patient Care (IPC) – 2007 

• Bluebirds formed – 2009 (IPC2) 

• Balanced Scorecard – 2010 

• Joined Triple Aim in 2012 

 

 



IHI Triple AIM 

The IHI Triple Aim is a framework developed by the Institute 
for Healthcare Improvement that describes an approach to 
optimizing health system performance.  

Accomplished by pursuing the three dimensions: 

• Improving the patient experience of care (including 
quality and satisfaction); 

• Improving the health of populations; and 

• Reducing the per capita cost of health care. 

 
The Triple Aim framework was developed by the Institute for Healthcare Improvement in Cambridge, 
Massachusetts (www.ihi.org) 



Concept Design  

IHI’s innovation team developed a concept design and 
described an initial set of components of a system that 
would fulfill the IHI Triple Aim.  

• Focus on individuals and families 

• Redesign of primary care services and structures 

• Population health management 

• Cost control platform 

• System integration and execution 

The Triple Aim framework was developed by the Institute for Healthcare Improvement in Cambridge, 
Massachusetts (www.ihi.org) 



The Triple Aim Collaborative 

• IPC-like collaborative process with learning sessions, 
online meetings, change packages and measures 

• Other sites from across the country and the world 

• Work done through improvement teams using the 
model for improvement with tests of change and 
measures 

The Triple Aim framework was developed by the Institute for Healthcare Improvement in Cambridge, 
Massachusetts (www.ihi.org) 



CSU Improvement Governance 

• Incorporated Triple Aim concepts into 
strategic plan 

• Aligned strategic measures and Triple Aim 
measures 

• Approved participation in Triple Aim 
collaborative as strategic initiative 

• Progress reported quarterly to executive 
committee 
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CSU Improvement Leadership 

Bluebirds  

• Team of senior and mid-level leaders  

• Supported by Quality Management 

• Meets weekly 

• Online meetings so all locations can easily 
participate 

• Hosts monthly internal improvement 
collaborative 



The Bluebird Aim: 

The Bluebirds aim to effectively guide, 

promote, support and communicate 

improvement work throughout Chinle 

Service Unit using the Tapestry of 

Wellness. 
 



How Do The Bluebirds Guide? 

Modeling and Coaching 
Improvement Practices

Developing Partnerships 

Building the Capacity of 
Improvement Teams 

Communicating Improvement 
Accomplishments 
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CSU Improvement Teams 

• Across all divisions in organization 

• Multidisciplinary 

• Meet at least monthly 

• Defined leaders, members and meeting times 

• Use the model for improvement with change 
ideas, action plans, tests of changes and 
measures of success 
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CSU Performance Improvement Cycle 

Doorway 
Ahiłna’anish doo Ałhaa’ácohwiinidzin 

Commitment and Accountability 
 
       

North 

Sihasin 

Reflecting 



CSU Population Level Measures 



Our Triple Aim Population 



Portfolio of Projects 



Our Triple Aim Portfolio 

• Improving Patient Care Medical Home – focuses on establishing a 
medical home with primary care access and continuity 

• Diabetes/Healthy Heart Initiative – focuses on improving diabetic care 
using health coaches to provide intensive care coordination and self 
management support   

• HEN (PfP Hospital Engagement Network) – focuses on improving 
quality and safety of inpatient care and reducing readmissions 

• Community Health Councils – supports formation of community health 
improvement councils in the three regions of the Chinle Service Unit to 
improve the health of the population using the Community Health 
Improvement Process (CHIP) Model.  



Joogii (Oriole) Pediatric Clinic 
Improvement Team 

• Formed in 2008 as part of IPC2 

• Meets twice monthly 

• Nurses, providers, MSA, CNA, medical 
assistants, PHN, Community Nutrition, CAC, 
and others 

• Triple Aim connection – One of 5 teams in 
IPC Medical Home 



Joogii Aim Statement 

• Orioles (Joogii) bring happiness and harmony 
to Chinle Service Unit by providing excellent 
care to our community children. Specifically, 
we will test changes in our clinic and public 
health efforts to improve healthcare 
experience of all children and families.  

 



Change Ideas Tested and Spread 

• Formed multidisciplinary care teams with team rooms and 
coordinated scheduling 

• Advanced access 

• Care coordination 

• Clinic flow and efficiency 

• Parent involvement in improvement team 

• Communication with families: Newsletters, brochures 

• Clinical improvement projects: immunizations, asthma care, 
developmental screening, nutrition education 
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Joogii Team Picture 



Adult Care Unit Chi’íshiibeezhii (Chickadee) 
Improvement Team 

• Formed in 2013 

• IHS Hospital Consortium 

• Meets monthly 

• Includes nursing, providers, 
pharmacy, diabetes, PHN, 
and more 

• Triple Aim connection –One 
of 5 teams in Chinle Hospital 
Engagement Network  



ACU Chi’íshiibeezhii Team 
Aim Statement 

The purpose of the Adult Care Unit Chickadee Team is to 
develop strategies to assure the safety and improvement of 
the culturally sensitive quality care we provide to our Native 
American population, while increasing third party 
revenue/CMS reimbursement.   

We will achieve this by: 1) Decreasing/preventing 
readmissions < 30 days, 2) Improving patient safety by 
decreasing/omitting all patient falls, 3) Improving urinary 
catheter care/documentation, thus preventing CAUTIs, and 4) 
Improving our customer service. 



Change Ideas and Tests 

• Reducing readmissions 

– Investigating drivers 

• Reducing falls 

– 7P’s hourly rounds, personal alarms, yellow slippers 

• Decreasing incomplete/delinquent charts 

• Improving patient satisfaction 

– Starting by improving response rate and data quality 



Chinle Hospital Readmissions 



Understanding Readmissions 

• Chart review of 105 readmissions from Feb 
2013-April 2014 

• Causes of readmissions:  
– Need for palliative care – 38% 

– Polypharmacy – 33% 

– Psychological issues – 20% 

• Problem diagnoses: 
– Skin and soft tissue infection – 25 

– Diabetes - 12 

– Congestive heart failure – 11 

– Known terminal illness - 35 



Chickadee Next Steps 

• Implement care process models for diabetes, 
CHF, cellulitis 

• Polypharmacy- test medication reconciliation 
at discharge 

• Palliative Care – strategic initiative approved 
for feasibility study of local hospice and 
palliative care services 

 



Challenges 

• Competing priorities 

• “Extra work”  

• Proliferation of measures 

• Limited capacity, skills and experience 

• Leadership turnover 



Meeting the challenges 

 Senior leader involvement 
 Long term view 
 Aligning measures  
 Aligning projects 
 Sponsoring teams 
 Building capacity 

 Data extraction staff 
 Internal collaborative 
 IHI Open School 

 Communication  
 Internal collaborative 
 Newsletter for staff and 

community 
 CEO emails 



THANKS! 
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