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Objectives of the session

* Understand key quality improvement tools (YH¥ JI0TAT
3URION I THS)

* Learn practical application of RCA, 5 Why, Brainstorming, PICK
Chart (IRAIT & @GR  3Iq9aET H@, 5 4,

gefaefieldn, ¥ )

* How to apply tools for NQAS implementation at Primary Health
Facilities (TTAUTHSR TATELT Hﬁ‘iﬂ}ﬁ gl Tedarguuy i ATed I
¥ foIT 3URIOT Hay CIEIERY




Quality Tools under NQAS at Primary Healthcare Facilities

(TUAF FERLT G # TAqUed & ded oradl 3HIT)

« 5 WHYs (5 F1?)
* Brainstorming (Taaden)

* Fish Bone Diagram (T2l sl STITH)

e PICK Chart




Why to use Quality Tools? (J[OTadT IYHIOT HT ITANT FIT FI?)

« To Identify and Solve Problems Effectively (HHEIT3T &l THTAT &7 & Ygdlelal
3R & Hld & o)

* To Improve Patlent Safety and Care Quality (131 L&l IR SEHTT Fr JMER]
H gUR &t & felv)

« To Visualize Complex Processes Clearly (STTcdl gihIT3 I TISC ®T F W
& o)




Why to use Quality Tools? (J[OTadT IYHIOT HT ITANT FIT FI?)

» To Prioritize Actions Efficiently (TshaT31T hl f@lﬁdlq“élch YT THRAT Sl &
form)

* To Promote Team-Based Problem-Solving (STH-3TETd THTAT-TATET I
SGIaT ol & felu)

* To Enable Data-Driven Decision Making (SeT-GdTfold o o @ 9877w
& foI)




Purpose of tools

Fishbone Problem Identify all possible causes
5 WHYs Problem Identify root cause
Brainstorming Root cause (or problem) Generate solutions

PICK Chart Solutions Prioritize solutions for action




5 WHYs (5 F417?)

5 WHY is a Quality Tool used to identify the root cause of a problem by asking
“Why?” repeatedly (around five times) until the underlying cause is found.

5 "Fr?" fhdl HAEAT & Hol $ROT H Ygdld i & [T T I[oraa
5H°h{UI FT 3UAT FAT FIT ST STel g% & 3afafed SRoT 8T &
ST 8, dd de "Fi?" TR-aR (9189 91 §R) |

* Focusses on identifying the root cause.




How to perform 5 WHYs? (5 WHYs &8 #3?)

Define problem — Form team — Ask “Why?” repeatedly — Find root
cause — Take action — Monitor

BIH OH > HAEIT &l IRATNT A > TR-GR "F?" 6 > He
$WT&%’—>W’I§W—>W




Fishbone Diagram (fherale 313@)




Fishbone Diagram (f2r@ld 31A)

A Fishbone Diagram, also called the
[shikawa Diagram or Cause-and-Effect
Diagram, is a visual tool wused to
systematically identify and analyze the
potential causes of a specific problem.

It looks like a fish skeleton:
* The head representing the problem and

* The bones representing categories of
potential causes.

* Focussed on potential cause of a problem

CAUSES

EFFECT

Effect



Fishbone Diagram (f2r@ld 31A)

o« el 3R, 98 Siehrar 3@ a1
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Components in Fishbone Diagram (fFerele 3@ & "es)

 Head: States the problem you
want to analyze.

 Spine (horizontal line):
Connects the problem to the
bones.

 Bones (diagonal lines): Major
categories of causes (e.g.,
People, Process, Equipment,

Environment, Materials,
Measurements).
e Smaller bones: Sub-causes

under each category.

CAUSE

: Methods / Manpower /
[ matenals J[ Processes J[ People J

Secondary
cause

Machines / Mother Nature /
( Equipment J[ Environment J[MeasurementsJ

EFFECT

Problem




Components in Fishbone Diagram (Rberaler 3@ # wewh)
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Define
the
Problem
Write a

clear,
specific
problem
statemen

t.

Draw
the
Diagram
Draw the
spine
and the
fishbone
structure
with the
problem
at the
head

Brainsto
rm
Causes
List

causes
under
each
category.

Identify
Categori

es
Select
major

» categorie

s (e.g.,
People,
Process,

Equipme
nt).

Deep
Dive

with

WHYs
Ask

“Why?”
repeated]
y to find
root

causes.

How to use Fishbone Diagram (fherdlsT 3IRW)

Review
with
Team
Discuss
and
identify
which
causes
are
significa
nt.

Plan
Actions
Use
findings
to
develop
targeted
improve
ments.




Brainstorming (TdaRTa2n)

* Brainstorming is a group technique used to generate a large number
of ideas for solving a problem quickly or identifying the causes.

- [TIRIAA Th THE doheileh g TRl 3UARET Tohdl THEAT ohl
STodr A BT T & ToIT 93 TEAT F IR 3 T F o0

e ST &

* Focused on root cause to identify possible solutions




How to do Brainstorming (faaRTa?r)

Define the Root Cause Clearly (Simple,
clear statement)

Set Ground Rules (No criticism, Encourage
all ideas, Build on others’ ideas, Aim for

quantity). /
Collect Ideas Freely (Let everyone share, F‘I

Write visibly on board) *

Group and Discuss Ideas (Clarify and "
combine similar ideas) @

Prioritize for Action (Use PICK Chart or (bv
team voting to select ideas for —
implementation)




How to do Brainstorming (fa=Rraer)

1. GHATAT Hf T §9 & gRAT™T Y
(ATeT, TASC h)

, 8 C :

TRt X AT HY, AT & ﬁv?&g)l

3. [9URl &I Tadd &7 F Fhcar Y (Gl
Sl HIST &l ¢, s W T &7
ford)

4, gHE 3R faORt 9T == H (AT
faaRT & Tase AR gAfSa #I)

5. $RAlS & v grafAsdr ¢ (Fraleade &
faT f9uRY &1 93 & & fav A&
gre IT 1A IfeaT T 39T )




PICK Chart (= a1¢)

Ease of
Implementatio
n = How
simple it is to
execute the
solution with
available
resources,
skills, and
systems at
AAM-SHC.

Ease of Implementation

(Hard — Easy)

Impact (Low — High)

HIGH Impact

Impact = The expected magnitude of
improvement in the problem if the
solution is implemented.

LOW Impact




PICK Chart (R% dT¢)

PICK stands for: PICK ohT RNE3) %’:

* Possible: Low impact, . Hﬁﬁ' oH HHTd, oIl
easy to implement Fd H 3T

« Implement: High impact, W 3Td Y4Id,
easy to implement e &l H 3T

* Challenge: High impact, *d 3_r—r HHAT, eIl
hard to implement e 33 CATT

* Kill: Low impact, hard to ¢+ HACHT FCAT: JHTd,
implement CIEERGIED %n:r TS

Focused on possible solutions




Why to use PICK Chart (A& I1¢ &T 3TAWRT FAT HI)

Helps prioritize ideas based  GHTT & MR R {GanrT Hi
on impact and ease quickly. TATASAT S 3R el |
AT el H HGE AT g
Ensures efficient use of : 5
resources and time. ) 3R THI HT FA
39T FlARTT 3
Encourages team consensus . FAE T & AT T Fr
on actions to take. TEATY & Neafed #ar &
Moves teams from o THAT &I [AO-AYT & FRas
brainstorming to actionable Y FHGHAl Sl 3T o AT g

steps.




Steps to use PICK Chart (A% =T¢ HT 3TANT FL & TN

Define the Problem: State the issue clearly (e.g., Low follow up rate for
Hypertension).

Brainstorm Ideas: List all possible solutions without filtering.

Draw the PICK Chart:

Place Ideas in Quadrants: Assess each idea’s impact and ease, then place
accordingly:
* Prioritize Actions:
Focus on “Implement” ideas first, plan for “Challenge,” use “Possible” for
quick wins, and drop “Kill.”

Assign & Monitor: Assign responsibilities, set timelines, and track progress.



Story: Improving Hypertension Follow-
Up at AAM-SHC

At AAM-SHC Rampur, Uttar Pradesh, the CHO
noticed that only 40% of identified
hypertension patients were coming for regular
follow-up and medication refills during
community-based care.

* This affected BP control, and many patients
ended up with complications needing referral.




5 WHYs

“Why are hypertension patients not coming for follow-
up?"

Why 1: Because they feel fine and don’t see the need.

Why 2: Because they lack awareness about the silent risk of
high BP.

Why 3: Because counselling during screening was
insufficient.

Why 4: Because there is high patient load, so counselling
time is limited.

Why 5: Because there is no systematic health education plan
for NCDs.

Root Cause Identified:
Inadequate awareness and unavailability of systematic
health education plan.




Fishbone Diagram/Cause effect Diagram/Ishikawa

After brainstorming the problem “Low follow-up rate for
hypertension patients” team has identified below mention
causes..

Root Cause: “Inadequate awareness and unavailability of a
systematic health education plan.”

* Patients unaware, family members unaware, Unskilled HR
* No systematic reminders, irregular counselling
* BP machine sometimes not available during outreach

« Patients prefer private clinics near market, Distance to AAM-
SHC

* No IEC material on hypertension

* No follow-up register maintained, No tracking of missed
patients

CAUSE EFFECT

Methods / Manpower I
Jaterls J( Processes People

Problem
Secondary
cause
rima
cause

Machines / other Nature /
( Equipment Emn ronment J[Measurements




BP machine not available

No Systematic reminders,
Irregular counselling

People/Man
Patients unaware

Family members unaware
Unskilled HR

Mother Nature/Environment

« Patients prefer private

clinics near market,
e Distance to AAM-SHC

* No follow-up register
maintained
* No tracking of missed
patients

Low follow-up
rate for
hypertension
patients

Material

* No IEC material on
hypertension




s WN

Brainstorming

List of ideas suggested by group after Brainstorming

1.
2.
Root Cause: Inadequate awareness and
unavailability of systematic health education 3
plan.
Set Ground Rules 4
Collect Ideas Freely
Group and Discuss Ideas 5
Prioritize for Action
6.
7.
8.

Schedule systematic NCD health education during
VHND sessions

Display posters on BP control and follow-up in
SHC and community areas

. Develop and distribute local-language IEC leaflets

on hypertension.

. Involve family members during counselling to

encourage follow-up.

. Establish peer support groups for hypertension

patients in the community.

Implement digital follow-up tracking using mobile
apps/tablets. .

Hire external counsellors solely for hypertension
follow-up

Install advanced BP kiosks requiring maintenance
with uncertain use.




PICK Chart

Impact (Low — High)

HIGH Impact LOW Impact

Ease of Implementation
(Hard — Easy)

CHALLENGE




Place the ideas in PICK Chart based on Ease of implementation and its impact (FTdeddeT

AT 3R 38 YHT & MR W [GaRt & @ are &7 @)

_ Possible

Develop and distribute local-language
IEC leaflets on hypertension

Schedule systematic NCD health
education during VHND sessions.

Involve family members during

Display posters on BP control and counselling to encourage follow-up..

follow-up in SHC and community areas

Establish peer support groups for
hypertension management in the
community.

Installing a digital BP kiosk with
complex features

Ease of Implementation
(Hard — Easy)

Implement a simple digital follow-

up tracking system using mobile Hiring external dietitians
apps/tablets. exclusively for BP counselling

Challenge -

Impact (High— Low)




Access Link for the video resource for the session:
https://www.youtube.com/watch?v=NFdg3tnv-ko

THANK YOU

Quality & Patient Safety Division
National Health Systems Resource Centre
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