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Redesign in an Australian Hospital

Discipline: health services management and quality improvement   ·   Setting: a metropolitan public hospital emergency department   
·   Focus: reducing access block and improving timely care   ·   Frame: a structured improvement project with measured outcomes
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2 Agenda

• Problem and policy context

• Aim and improvement questions

• Method and measures

• Baseline, interventions and outcomes

• Recommendations and spread
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3 Background

• Access block delays care and raises clinical risk

• The four-hour target frames timely emergency care nationally

• Crowding is linked to worse outcomes and staff strain

• Oversight sits within national safety and quality standards (ACSQHC)
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4 Aim and Questions

• Aim: improve four-hour performance from 62 to 80 per cent within nine months

• Where are the main delays in the patient journey?

• Which interventions most improve flow?

• Are gains sustained without harming quality?
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5 Method

• The Model for Improvement with sequential plan-do-study-act cycles

• Process mapping of the full patient journey

• Data drawn from the department information system over 12 months

• Statistical process control charts to track change over time
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6 Results, Baseline

• Baseline four-hour compliance of 62 per cent

• Median length of stay of 5 hours 20 minutes

• Did-not-wait rate of 6.8 per cent

• Main delays: senior review and inpatient bed access
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7 Results, Interventions

• Senior early assessment at triage for complex patients

• Streaming of low-acuity presentations to a fast-track area

• Criteria-led discharge to speed safe departures

• Coordinated inpatient bed access with ward teams
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8 Results, Outcomes

• Four-hour compliance improved from 62 to 78 per cent

• Median length of stay fell by 48 minutes

• The did-not-wait rate dropped to 3.9 per cent

• Balancing measure: 72-hour re-presentation was unchanged
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9 Discussion

• Front-loading senior decisions had the largest single effect

• Bed access required whole-of-hospital engagement

• Sustaining gains depends on embedded daily flow routines

• Single-site results may not transfer directly to other settings
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10 Recommendations

• Embed senior early assessment as standard practice

• Institute daily hospital-wide flow huddles

• Maintain control charts for ongoing monitoring

• Pilot the model in a second department before wider spread
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11 Conclusion

• A structured redesign improved emergency flow measurably

• Timeliness improved without compromising safety

• Whole-of-hospital involvement was essential

• Sustained monitoring will protect the gains
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