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ABSTRACT: Context: Since reports on patient safety were
issued by the Institute of Medicine, a number of
interventions have been recommended and standards
designed to improve hospital patient safety, including the
Leapfrog, evidence-based safety standards. These standards
are based on research conducted largely in urban hospitals,
and it may not be possible to generalize them to rural
hospitals. Purpose: The absence of rural-relevant patient
safety standards and interventions may diminish purchaser
and public perceptions of rural hospitals, further
undermining the financial stability of rural hospitals. This
study sought to assess the current evidence concerning
rural hospital patient safety and to identify a set of rural-
relevant patient safety interventions that the majority of
small rural hospitals could readily implement and that rural
hospitals, purchasers, consumers, and others would find
relevant and useful. These interventions should help rural
hospitals prioritize patient safety efforts. Methods: As
background, we reviewed literature; interviewed
representatives of provider, payer, consumer, and
governmental groups in 8 states; and calculated patient
safety indicator rates in rural hospitals using the Agency for
Healthcare Research and Quality’s Health Care Cost and
Utilization Project National Inpatient Sample. Based on the
research literature and patient safety recommendations from
national organizations, we developed a list of potentially
important patient safety areas for rural hospitals. The rural
relevance of these safety interventions was evaluated by

a national expert panel in terms of the frequency of the
problem, ability to implement, and the internal and external
value to rural providers, purchasers, and consumers.
Findings: The limited available research suggests that
patient safety events and medical errors may be less likely to
occur in rural than in urban hospitals. We identified 9 areas
of patient safety and 26 priority patient safety interventions
relevant to rural hospitals. Conclusions: Many of the
identified areas of patient safety and interventions are
relevant to all types of hospitals, not just rural hospitals.
However, some areas, such as transfers, are especially
relevant to rural hospitals. The challenges of implementing
some interventions, such as 247 pharmacy coverage, are
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significant given workforce supply and financial problems

faced by many small rural hospitals. The results of this study
provide an important platform for further work to test the

validity and effectiveness of these interventions.

he relevance of patient safety standards and
systems developed in urban settings for
rural hospitals has not been established.'
Since the Institute of Medicine’s publication
of To Err is Human® and Crossing the
Quality Chasm,” a plethora of interventions have been
recommended and standards designed to improve
hospital patient safety. The National Quality Forum
(NQF), the Agency for Healthcare Research and Quality
(AHRQ), the Joint Commission on Accreditation of
Healthcare Organizations (JCAHO), and others have
each proposed patient safety standards. In addition,
health care purchasers, notably the Leapfrog Group,
have pressed for hospital safety improvements.”
Leapfrog initially adopted 3 evidence-based safety
standards (ie, leaps) for hospitals entering into contracts
with Leapfrog members. It has since rolled out a fourth
leap. The strategy of purchasers such as Leapfrog has
been to set safety standards and publicly identify those
hospitals that meet them. In addition to encouraging
compliance with safety standards through public
disclosure, some purchasers are seeking to provide
financial incentives to hospitals that meet safety
standards. Eventually, information on safety standards
could be used to drive consumer choice of hospitals that
meet specific standards.

But what should those standards be for rural
hospitals? The evidence on which these standards are
based comes largely from research conducted in large,
urban, mostly teaching hospitals; yet we know that the
organizational and service mix characteristics that
contribute to medical errors and shape the conditions
for success or failure of hospital patient safety
initiatives® are distinctly different in urban and rural
hospitals.®” Consequently, it may not be appropriate to
generalize urban-derived research findings about
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medical errors and patient safety interventions to rural
hospitals. Recognizing this, Leapfrog has exempted
rural hospitals from their first 3 leaps (the fourth leap
requires hospitals to adopt the NQF's 26 health care
safety practices and does not exempt rural facilities),
leaving the challenge for rural hospitals, researchers,
and others to build the evidence base on which to
develop standards and interventions appropriate to
rural hospital characteristics and circumstances.

The absence of rural-relevant patient safety
standards and interventions may have important
consequences for rural hospitals. Exemption from
urban-based standards such as those promulgated by
Leapfrog in its first 3 leaps diminishes purchasers’
incentives to direct consumers to rural hospitals.
Moreover, public perceptions of safety in rural facilities
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may suffer, which may further undermine the financial
stability of these critical rural health care resources.

The project reported here assessed the evidence base
for rural hospital patient safety and, based largely on
existing, evidence-based interventions and standards,
identified a set of rural-relevant patient safety
interventions that the majority of small rural hospitals
could readily implement and that rural hospitals,
purchasers, consumers, and others would find relevant
and useful. The project was designed to help rural
hospitals prioritize their patient safety efforts to address
safety problems related to medication errors, infections,
and other core patient safety areas. Helping rural
hospitals to refine their focus is particularly important in
light of the plethora of prescriptive safety information
that may or may not be relevant to rural facilities and the
limited resources rural hospitals have for determining
and selecting appropriate safety interventions.

Background

Patient safety practices are processes or structures
“whose application reduces the probability of adverse
events resulting from exposure to the health care system
across a range of diseases and procedures.”5P>%) Ag
background for this project, we conducted a literature
review to address 2 questions: (1) What is known about
patient safety and medical error rates in rural hospitals?
and (2) What patient safety practices have been
implemented in rural hospitals?

Regarding the first question, the available research
is too limited to provide a definitive answer on any
rural-urban differences in hospital medical errors or
patient safety. The literature that exists suggests that
patient safety events and medical errors may be less
likely in rural than in urban hospitals. In a study of
patient safety rates that used the AHRQ Patient Safety
Indicators (PSIs) and the Hospital Cost and Utilization
Project National Inpatient Sample (NIS),”'® Romano
and colleagues found that rural hospitals had lower
risk-adjusted rates of potential safety-related events
than urban hospitals for 14 of the 19 PSIs studied."
Rural hospitals had higher incidences for just 5 PSIs:
anesthesia reactions and complications, accidental
puncture and laceration, postoperative hip fracture,
abdomino-pelvic wound dehiscence, and birth trauma.
An earlier study of New York State hospitals found
similar results, with rural hospitals having significantly
lower adverse event rates than New York City and
urban upstate New York hospitals after controlling for
age and severity of illness.'?

The remaining studies examined the relationship
between hospital volume and patient outcomes for
volume-sensitive procedures.’*"> A large percentage
of rural hospitals were characterized as low-volume
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for many of the procedures, including angioplasty,
pancreatic cancer surgery, esophageal cancer surgery,
and cerebral aneurysm surgery.'> Two of the studies'>'*
found that low-volume hospitals had poorer outcomes,
which was consistent with previous research, whereas
a third study" failed to find a consistent effect of
volume on outcomes. Unfortunately, methodological
limitations make it difficult to draw firm conclusions
regarding the relationship between volume and
outcomes in rural hospitals.

Hospital size does not influence whether rural
hospitals offer inpatient or outpatient surgery or have
emergency departments or certain diagnostic services.
However, for other services, small rural hospitals (<50
beds) differ substantially from large rural hospitals (100
or more beds). Small rural hospitals are much less
likely than large rural hospitals to provide obstetrical
services, angioplasty, or cardiac catheterization, as well
as a number of diagnostic services, including magnetic
resonance imaging, diagnostic radio-isotope, single
photon emission computed tomography, and
extracorporeal shock-wave lithotripsy. Given that the
types of services that rural hospitals provide vary
significantly, hospital size may have a significant effect
on the types of patient safety problems that small or
large rural hospitals are likely to encounter. Preliminary
findings from an analysis of PSI rates for rural hospitals
by bed size found that compared with medium-sized
rural hospitals (50-99 beds), small rural hospitals (<50
beds) had significantly lower rates (P<<.01) for
postoperative hip fracture and postoperative
hemorrhage or hematoma.'® In addition, compared with
large rural hospitals (100 or more beds), small rural
hospitals had lower rates for iatrogenic pneumothorax,
infection due to medical care, and postoperative
hemorrhage or hematoma. Finally, medium-sized rural
hospitals (50-99 beds) had lower rates of postoperative
respiratory failure than large rural hospitals. There were
no differences in PSI rates among rural hospitals by bed
size for the remaining 15 PSIs studied. These analyses
suggest that patient safety issues encountered by rural
hospitals and the relevant standards and interventions
used to address them may differ for small, medium,
and large rural hospitals.

As with patient safety and medical error rates, the
literature provides few formal studies of patient safety
interventions in rural hospitals. In general, however, the
published literature offers little guidance about
interventions that work in rural hospitals. The studies
are limited by their vague descriptions of the
interventions, the lack of formal research designs, and
the fact that 3 of the 5 articles describe interventions
carried out in Australia,"”"” which may limit their
ability to be generalized to the United States. Two of the
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5 studies focused on medication errors in the United
States. Silver and Antonow collaborated with teams of
hospital professionals in 13 rural hospitals to develop
and evaluate interventions to reduce medication error
rates.” As a result of a wide variety of adopted
interventions, hospitals reduced their rates of
medication errors, especially in transcription and
verification. To assist hospitals in assessing their
medication systems for potential medication errors, the
Institute for Safe Medication Practices developed a
self-assessment tool with key elements of safe
medication use, which hospitals could then use to
profile their medication practices and compare
themselves with other hospitals.*" Although not based
on a formal study, urban hospitals self-reported fewer
potential problems with medication systems that might
result in medication errors than rural hospitals. Rural
hospitals and smaller hospitals (<100 beds) had similar
potential problems.

Approach

In addition to the literature review and analysis of
the Annual Survey of Hospitals** and the AHRQ Health
Care Cost and Utilization Program NIS' data on the
scope of services and potential safety-related events in
rural hospitals discussed earlier, this study involved 3
core strategies: (1) a review of the literature on patient
safety recommendations promulgated by key national
organizations, including the JCAHO, NQF, AHRQ, and
the Leapfrog Group; (2) a telephone interview survey of
provider, payer, consumer, and governmental groups in
8 states to identify patient safety initiatives involving
rural hospitals that may not have been promulgated by
one of these national organizations; and (3) the
identification of a set of priority rural hospital patient
safety interventions by a national expert panel.

Expert Panel. The research team assembled an
expert panel using an informal nomination process in
which key leaders in rural health, national patient safety
and quality organizations, and funding organizations
were asked for names of potential panelists. A
multidisciplinary, 13-member expert panel was chosen
representing rural physicians, nurses, pharmacists,
hospital administrators, employers with practice or
business ties to rural communities, and representatives
of national patient safety and quality organizations
including AHRQ, the Office of Rural Health Policy,
NQEF, and JCAHO. Panelists participated in one 2-day
meeting, 1 or 2 conference calls to review interventions
in specific patient safety areas, and a final conference
call to review the final list of priority interventions.
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Review of Existing Patient Safety Interventions.
The first step in the identification of rural-relevant patient
safety interventions was to assemble a list of existing,
evidence-based patient safety interventions and
standards that could be evaluated for their relevance to
rural hospitals. Based on the research literature;
recommended patient safety interventions from national
organizations; and the telephone interview survey of
provider, payer, consumer, and governmental groups in
8 states, the research team identified 47 patient safety
interventions with potential application in rural
hospitals. At a 2-day meeting in June 2003, the expert
panel evaluated the results of the literature review, data
analysis, and national patient safety recommendations,
and began to identify and prioritize a list of rural-relevant
patient safety areas and interventions. The panel chose to
focus on interventions in 9 patient safety areas: adverse
drug events, surgical errors, diagnostic errors, infection
control, intensive care units, emergency care, obstetrics,
system-wide patient safety issues, and transfers. The
panel selected 4 criteria for evaluating the rural relevance
of potential safety interventions:

* Does the intervention address events in rural hospitals
that occur frequently and have potentially serious
consequences (eg, potential for significant harm)?

* Can the intervention be implemented in the near term
in many rural hospitals?

* Does the intervention have internal value for
providers, management, and board leadership?

* Does the intervention have external value for
purchasers and consumers?

A series of 4 conferences calls were held in July 2003
involving research team members and 3 to 4 members of
the expert panel with expertise and interest in a
particular patient safety area to further define and
prioritize specific interventions. Discussions focused on
refining the assessment of the rural relevance of the
potential patient safety interventions and identifying
challenges to implementing the interventions. Several
interventions were eliminated because the panel
determined that they were not relevant to most rural
hospitals (eg, they pertained to specialized procedures
that are not usually performed in small rural hospitals).
The panel also recommended revising the wording of
other interventions to make them more specific. The
panel also developed several interventions in areas
especially important in rural settings and where no
existing interventions had been identified (eg, transfers
of patients between facilities).

Using the 4 criteria previously identified, expert
panel members were then asked to rate each intervention
on a 1 to 5 scale. Open-ended comments were also
solicited. For each intervention, mean scores were
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calculated for the 4 criteria. During a follow-up
conference call in November 2003, the expert panel
reviewed the mean scores and comments, and discussed
the patient safety interventions, including how the
intervention related to national standards, why it was
particularly relevant to rural hospitals, and what some of
the implementation challenges might be. The research
team used the scores, individual comments, and expert
panel discussion to compile a final list of 26 rural-relevant
patient safety interventions in the 9 safety areas. The list
included interventions with a mean score of 4 or higher on
3 of the 4 criteria. Several interventions with lower scores
were also included because members believed that the
intervention was very important despite implementation
challenges, or because of the availability of additional
national data (eg, JCAHO sentinel event data) indicating
the frequency and seriousness of the problem addressed
by the intervention.

Priority Rural Patient Safety Interventions. This
section discusses 26 priority patient safety interventions
in the 9 safety areas (Table 1) that were identified by
the expert panel and project team, and it briefly
describes issues raised by the panel in their
discussions of the rural relevance of the interventions.

Adverse Drug Events. Ten priority interventions
were selected in the adverse drug events area.

1. Use at least 2 patient identifiers (neither to be the
patient’s room number) whenever taking blood samples
or administering medications or blood products.

The expert panel members agreed that this was
an essential patient safety intervention for all rural
hospitals. They were concerned that rural hospitals
may be less likely to view this intervention as
important because their staff know many of their
patients personally. Because only 58% of rural
hospitals are accredited by JCAHO* and 100%
adoption has not been achieved, panel members
believed it was important to include in the list of
patient safety interventions.

2. Implement 100% use of personal digital assistance
(PDA) devices by prescribers.

The expert panel believed this was a relatively
“low-tech” intervention that all rural hospitals
should be able to adopt with high payoff. The
challenge is getting physicians to use the technology.

3. Provide 24-hour pharmacist coverage through
telepharmacy, sharing the services of a pharmacist,
or similar strategies.

The expert panel identified and rated this
intervention as very important given the frequency
of prescribing errors, but difficult for most rural
hospitals to achieve. The advent of telepharmacy, or
the sharing of pharmacists across facilities and

Fall 2004



Strategies for Rural Hospitals

¢2GC 'ON 396.eL A)ades Jusned
110day 80UAPIAT DAHY ‘4;Gl "ON S2010eId JeS 4ON
62 S "ON 106161 A1oges
JUaljed 10day 20USPINT DYHY ‘szi7 ‘ON [B0D AJajes
JUaIJed [EUOREN $00Z OHYI ‘ozl "ON S2010BId 8JeS 4ON

926 "ON S82108Ud 84eS 4ON :[oued Jadx3

¢S "ON [BOD A194eS Jusiied [euoneN ¢00Z OHYIr

4z6C 'ON S200BId 848S JON 'g;SI04I3
[EQIP3IA JO UOIIUSARIC 8U3 JOJ UORILOD S1I8SNUIBSSEN
'S "ON [BOD AJo4ES JUSNEd [EUONEN SO0Z OHYIM

ozL. "ON S90110B.d 94€S
4ON ‘gzC ‘'ON [e0D A1ajes qusned [euoneN ¢00Z OHYOr

929 "ON S80110B.1d 8485
40N ‘¢zC 'ON |00 AJ3JesS Jusiied [BUOieN £00Z OHYIr

ocMBWWINS BURaaN

‘ABOJOUYD3L UONBWIOJU| YIeaH :Bunasiy

loued Jadx3 DYHY ‘8 'ON 196.eL AJo4es Jusned
Hoday soUspIng DAHY *,z83N31sul A3SJes Juaiied UISUODSIMN

925 "ON S900BId 84ES

JON !g,5J0J1F [EDIPSIN JO UOIUSABIH BU3 JO4 LUOII[eOD
$)39SNYO.SSeI ! ,;83N313SU| AJSJeS JUBIIEd UISUODSIAN

625 'ON S801081d 8485 JON

‘sz "ON 196UeL AJa4es Jualled 1oday 8oUSpIAT DIHY

'gz540.3 [EDIPSIA JO UOUSABI B3 JO4 UOIIE0D
SPaSNYO.SSE ! ,;83N313SU| AJoJeS JUaIed UISUODSIM

ozCl "ON $90110B1d 9485 JON ‘[oued 1iadx3

<zl "ON [e0D A184ES JUBNEJ [EUONEN $00Z OHYIM

'S13X00|g-B18Q Yam sausied ysu-ybiy 4o Jusiiean
anoejAydoud apInoId PUB JUBLUSSESSE 83 JUSUNJIOP
"AJ9BINS BULIND JUBAS JBIPJED DILUBYDS! 81NJE UB JO NSl
104 AJaBuns aniosje BuloBispun Jusned yoes sjenjeny
(S3UIIBPING JejILUIS J0) AJaBINS
UosJIad BUOIA ‘2INPad0Id BUOIM "8IS BUOIA BUnUaASId
104 [02030.d [eSIBAIUN OHYO( 8Y3 Juswisjdw|
"SUOEDIPAW PUB
S3SOUBRIP JIaY) puelsIepuUNn sjusned Jey) ainsse
07 $8558004d YIM 30UBIIdLIOD JOJUOW PUE Juswajdw|
"uoIezZIUBBIO 3Y) Ul Pasn
sdwind uolsnjul snouaAeJUl ISSB|eUR P3[0J3u0d-1usiled

pue asn-|eJauab ||e Uo UoDa104d MOJ4-88U4 8Insug *

(sa11ddns eisayisaue,/UI00d Bupesado

Ul BUIPNDUI) SHUN 2Jed Juaied Aue Ul ¥003S JOOj Se
3|ge|leA. 10U 8J8 3SN SNOUSARIIUI 810490 UORN|IP 8.4INbaJ
18U (%6°0< SPLIOJYD WNIPOS PUB “WINIDED ‘81e4ns
winissuBew ‘s1eydsoyd wnIsseaod ‘aplojyd wnisselod)

$93A]0J109]9 JO SWIOS PILJIUBOUOD JO S[elA Jey3 8insu

"80Ue[dW0D JOJIUOW PUE ‘SISPJO JO
UOIIBLIIOJUI BNUP 4O UOIEIUNLWILLIOD |B 04 SUOEeUBISSP

9S0p PUE SUONEINSICQE POZIPJEPUE]S AJUO BsM

JapJ0 8yl BUIAIBDa)
uosJad ay) Ag JopJo 839|dWod 8Y] 4O ,M0eg-peal,
UOIBDIA SaJINDaJ 18] SJSPJO BUOYda[a) JO [BCIBA

BUIE) J0J $S8004d B JO UoneIUBWR|dWI %00L aASIYdY

"SJUSAS BNJP 3sJaApe [enusiod
J04 BULIOJIUOW BUIPNIOUI ‘suonedIpaw uondiosald
|le 40 Buisuadsip sy Ul A1a4es Jusned aziWIxew o)

BUIUSS.DS [EDIUID 104 31eMI4OS JaINALIOD 3|qe|ieA. azInN

"SUOIRN|OS BJNIXILUPE SNOUSABJIUI 4O Uonesedald

83 J0J ss8004d pabeurw-Jsioewleyd e aziinn

591637115 JBJILUIS JO “Isieweyd e Bulieys ‘Adeweyds|s)

ybnoJY) 86.ISA0D IsioewlIeyd JNoY-tZ SpIALd
's1aqlosald AQ S301A8p YA 4O 8sn %001 Juswiaidw]

"s3onpoud pooiq
JO suoIeDIPaW BulBISIUILIPE JO s3jdwes poo|q
BUIE] JOASUSUM (JQWINU WOOJ Sausned syl

30 0] JaLlau) sialguspl Jusned z 1ses| e asn

cl

a2 A}aJes/siolls |ealbing
0ol

6

8

L

9

q

1%

¢

c

L SjUBAS BNUP SSJaAPY

$30JN0S pale|ay

SUOIUBAIaIU| [BIUSIOd

ey AJo4es jualied

suoljuanialu| Ayajes juaijed |ejldsoH |edny Ajliolid

Vol. 20, No. 4

318

The Journal of Rural Health



Strategies for Rural Hospitals

joued uadx3

926 'ON S30130B.d 94eS
4ON ‘,[e0D A19JeS Jusied [euoieN ¢00Z OHYIr ‘[aued J4adx3

6z, "ON 396.eL 110day 80UspIAT DIHY

,29IN31SU| AJ2JeS Judied UISUOISIM

|oued 1iadx3

<SISDBWLIBYd WSISAS Ud|eaH

104 A32100S UBDLIBLIY !, UOIIUSASIH PUE [0J3U0D 85eaSIq

104 S43UB) !,cSUONEZIUBBIQ JuBWBACIWI ANEND

o4 20110B.d 4O 2d00S U3/ ‘oL T "ON S8010eId 84eS 4ON
'¢c(£00C) NG ‘gL 'L "ON J96.JeL U0day S0USPIAT DAHY

6zCl "ON 126.eL JU0dsy 80USPIAT DAHY ‘7L 'ON
[e0d A3a4eS Jusiled ¥00C OHVOI ‘g,GC "ON S8010eld
8Jes 4ON *, UolUBABId pUe |03U0) 8sess|q J0J sIsua)

6cGS 'ON 396.eL AJ2Jes jusijed 140day 8oUspIAT DIHY

joued uadx3

‘(QuUaLIsBeueWw

AemuJie Jood ‘B3) UOREINSUOD SWI-|Bal 4O

51S11B103dS JOLI0 PUB S1ISdX3 BLUNEJ) 01 SUI| Pays|ae1ss

-24d UY3IMm pasn A[JUa)SISUOD PUE B|qISsadde Ajlpea aJe

(eluowinaud JoJ S2IOIgIUEe PUB ‘S1USPIDUI JB[NJSEAOIPIED

104 AdeJayy Bnup ‘ewnes) Jo4 s|020304d PazipJepue)s
'69) $|00010.4d 24ed JusLWIedsp AoUSBIaWS 18yl aJnsul

"9J8D s,3usned & Ul PSAJOAUI SUBIDIUID 82IS-HO

pUE 831S-UO ||e 01 PeINGLISIP aJe elep juaied jusunJad
|le 2INSU3 1By $355900.4d UONEIIUNWILLIOD JusLUS|dW|

"SJUSAS 3SJAPE S0NPaJ 0 SBNIIID.S 84BD U3eay Usasmiaq
sjuaned |1 Ajjeannid Jiodsuen) 0] swieal pazijeads asn

"syusned |1 Ajjeanio 01 aJed

BUIPINCIC SUBIDIUID 83IS-HO PUE [BIO] 3Ulj 03 ABOJOUYDS)
3UIDIPBWSI3] PUE S|00] 1Joddns UOISIIBP 21U0JIDSS 3sN

‘pJeoq [exdsoy

pUB JBOIHO 3AIINIEX3 Jalyo 83 01 Wiyl sulodal

pue SpUaJ] SaUSPI 8L WSIUBYDaW Buillodal e

pUe ‘S80JN0SaJ JUBIDIYNS ‘ANNIqISUOASaS JBSD YIM ‘Alajes

Jusned aAoJdwi 0 SBIUNIIOAdO S¥23S pUE SoUE||IBAINS
SSPNOUI J8Y) WEJB0Id [0J3U0D UOID84Ul Ue Justuaidu

‘AJaBuns 2160j0W|eyIYdo pue 21Padoylio pue

‘Awiojoapuadde ‘AWI0IDBISISAY ‘AJOAIISP UBSIES3) SE UoNs

$01186JNS JUBAS|2J-[BJNJ JO4 SUOND34UI [BIIBINS JUSASId 0

sixelAydoud |eiqoJoiwiinue 4o Bulwi pue asn aieldoadde

BU3 UO (SaUIiBpING JejILUIS J0) SaullapIng ,s1sioeulleyd
WI2IsAS-Ua|eaH 40 A12100S UBDLISLY 8y3 Jusuaidu

"8.ed Juaned BUIPIACJC UByM YIBUS| [IeU pue ‘s|ieuabul}

[BIDLILIE JO 8SN 31 ‘UOIEUILUEIUOIZP PUB BUIySem

puUBY SSaIPPE YDIYM ‘(SaUllopInG Jejiwis J0) sBumas

2JeD YajesH Ul 8UBIBAH PUBH J04 auljapIing UoRUSA3Id
pue |0J3U0) 35easIg JO4 SI8IUsD Byl JusLs|dLl

"AJBSSB08U UBYM UONREDIUNLIWIOD 21U0JI08|8 BuIsn

(L10Q J0) X3|dLLIOD JO BARISUSS-aWI) aJe 18yl sydelBolpel
4O BUIPESJ PUODJSS B UIBIGO 03 $8558004d Juawiajdw|

"90UE||dLW0D JUBWINJ0P

pUE UOIJEPas SNOIDSUOD-SNOUSABIUI
40 asn BuIpJeBal $|000104d pazipJepuels Juawsidw

ve

‘0¢

6l

‘8l

L

9l

Sl

vl

¢l

2Jed AouabJawig

71UN 848D SAISUIU|

|0J3U0D UORDa4U|

510413 J1soubelq

S$204N0S P3jeey

SUORULAIRIU| [EI3US]0d

eaJly AyaJes jusied
panui3uod

Fall 2004

319

Coburn, Wakefield, Casey, Moscovice, Payne and Loux



Strategies for Rural Hospitals

oz6 "ON S82110BUd 8BS
40N ‘|00 AJajes Jusied [euoieN 00 OHYIr

sclt "ON 19618l
AJa4eS Juaijed 11oday 3oUspIAT DYHY ‘[oued 1adx3

[oued 1adx3

6cSPJEPUEIS AJOJES UOIEIIPaI008 OHYOr

[oued J4adx3

(60| 8|qISSa008.

INoy-yz & ‘B3) sIaplnodd aied ||e 03 a|gejiere

AllpEaJ SI UOIIBLIIOJUI [BDIUID JUBUIRISd |8 18Uyl 8JNsud 0]
BuUIodal JaJsuel) PUe LIYs paziplepuels Juawaldw] "9z
(Ajjioey bujsinu pajiiys 03 8ande “6o) A3lj1oed jeiny Uiyim

"sJajsuely aUINjoA

-ybiy pue (BwineJ) WalsAsnNW pue JeipJed
‘69) 3sl-UBIY o4 5|000304d Jajsuel) PazIpJepuels asn 'S
SaIIII0BS 8JED 3INJE USBMISq SJaJsuell

"syusned Jsi-ybly Burliassues)

pue BULII248) PUE {(U10q J0) SIsljenads [e1euoau Jo

|eeuad ‘ssiierads 2139340 Yam BunNsuod ‘sjusied

YSl-MO| BUOWIE SS8UISIP [BUISIBW PUB ‘SSaUISIP [B184

'$59160.d 01 a.n|ie4 BuIBRUBW PUE BUILS3JIS 04 $|00030.d
POZIPJEPUE]S UM SDUBIdULIOD JOJUOW PpUe Juswajdw] ¢z

'SJ0JIS 8JMIN JUaA3Id 01 PajenIul

SWeIBoId 8yl PUB ‘si0lie 0 asuodsal ay) ‘slolld

$9SSNISIP 18yl Juodal [enuue Ue pue ‘SisAjleue asneo

1004 104 $|02030.4d 3pN(RUI PINOYS WS1SAS 8L "SI0JIS

01 BuIpUOdsal pue Buodal Jo4 WSISAS B SSpNjoul pue

‘s50A0|dWS 404 SBAINEIIUI [BUOIEINPS AJa4es Juaned

SoPIN0Jd ‘SBAIIDBIGO B|geINSEaL S18s Jey) Wetboud Ajajes
Jusied aAIsUBYSIdWOD B Juaws|dwi pue dojensq ‘sz

‘pJoddns a4 peoueApe d1elpad pue ‘Joddns

31| BUINEJY PAOUBAPE 110ddNS 84| JBIPJED PadUBAPE

‘53] 4e3s Buisinu pue suepisiyd Juswiedsp
AousBJawia 104 UOIEDIYNISD pue Bululel) paoueApe alinbay "¢

SJajsuell

5011131500

soNss| AJa4es Juaned apIm-LSISAS

$90JN0S Pajelay

SUOIIUaAIIUI [BnUSI0d

ealy A1a4es Jualed
panuijuo)

Vol. 20, No. 4

320

The Journal of Rural Health



similar strategies, may bring 24/7 access to phar-
macist review of orders within easier financial reach
for rural hospitals in the future.

. Utilize a pharmacist-managed process for the prepara-
tion of intravenous admixture solutions.

The expert panel considered this intervention to
be very important, but like intervention No. 3, it will
be difficult for many rural hospitals to implement
because of pharmacy workforce shortages and
associated costs.

. Utilize available computer software for clinical screening
to maximize patient safety in the dispensing of all
prescription medications, including monitoring for
potential adverse drug events.

The expert panel identified this intervention as
an important future target for rural hospitals. It
believed that, despite the cost of some pharmacy-
related information technology, there are now
lower-cost products available on the market that
rural hospitals can afford and should adopt. It is
also likely that the introduction of new technologies
will lower costs in the future.

. Achieve 100% implementation of a process for taking
verbal or telephone orders that requires verification
“read-back” of the complete order by the person receiving
the order.

The expert panel judged this intervention to be
both very important and financially feasible. Im-
plementation challenges are largely behavioral and
cultural, and should be manageable in most rural
hospitals.

. Use only standardized abbreviations and dose desig-
nations for all communication of drug information or
orders, and monitor compliance.

The expert panel considered this to be an
essential, low-cost, and feasible intervention. The
challenge noted is in achieving the behavior and
cultural change needed to assure 100% compliance.
. Ensure that vials of concentrated forms of electrolytes
(potassium chloride, potassium phosphate, magnesium
sulfate, calcium, and sodium chloride >0.9%) that
require dilution before intravenous use are not available
as floor stock in any patient care units (including in
operating room/anesthesia supplies).

The expert panel considered this to be an
essential, low-cost, and feasible intervention that
hospitals should already have implemented, but
many have not.

. Ensure free-flow protection on all general-use and
patient-controlled analgesia intravenous infusion pumps
used in the organization.

The expert panel identified this intervention as
potentially more difficult to implement for smaller
rural hospitals, but nevertheless essential because of
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10.

the significant potential for reducing errors and
saving lives.

Implement and monitor compliance with processes to
assure that patients understand their diagnoses and
medications.

The expert panel considered this intervention
to be something that all rural hospitals should be
doing. The panel noted that information technol-
ogy challenges exist in ensuring and monitoring
documentation and enforcement as well as
challenges in changing behavior and culture.

Surgical Errors and Safety. Three priority

interventions were selected in the surgery-related area.

11.

12.

13.

Implement the JCAHO Universal Protocol for
Preventing Wrong Site, Wrong Procedure, Wrong
Person Surgery (or similar guidelines). Expert panel
members agreed that these practice standards should
apply to all rural hospitals that perform surgery.
American Hospital Association data indicate that the
vast majority (92%) of rural community hospitals
perform inpatient surgery, and 95% report doing any
surgery, including on an outpatient basis.””> Panel
members recognized that this intervention is a [CAHO
standard that all accredited hospitals should already be
meeting, but noted that many small rural hospitals are
not accredited by JCAHO. In addition, multiple
surgeons rotate through many small rural hospitals,
making it especially important that the hospitals have
standard surgery protocols.
Evaluate each patient undergoing elective surgery for
risk of an acute ischemic cardiac event during surgery,
document the assessment, and provide prophylactic
treatment for high-risk patients with beta-blockers.

The expert panel noted the high risk for
mortality in patients who have an acute ischemic
cardiac event during surgery. They concluded that
rural providers may be underestimating the rate of
at-risk patients, and that educational efforts are
needed to promote this safety intervention.
Implement standardized protocols regarding the use of
intravenous conscious sedation and
document compliance.

The expert panel recommended this
intervention as a patient safety issue that is
especially important in rural settings.

Diagnostic Errors. The expert panel identified a sin-

gle intervention related to Diagnostic Errors.

14.

Implement processes to obtain a second reading of

radiographs that are time-sensitive or complex (or both)

using electronic communication when necessary.
Panelists identified the potential for
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compromises in patient safety when radiologists are
unavailable for immediate consultation on complex
cases. This concern was primarily related to care
rendered in emergency departments by primary
care providers without the ability to consult
radiologists on a real-time basis.

Infection Control. Three priority interventions were

selected in the infection control area.

15.

16.

17.

Implement the Centers for Disease Control and
Prevention Guideline for Hand Hygiene in Health Care
Settings (or similar guidelines), which address hand
washing and decontamination, the use of artificial
fingernails, and nail length when providing patient care.

Expert panel members agreed that the hand
hygiene guidelines are relevant for all rural hospitals
because they pertain to all health care professionals
involved in direct patient care. The panel agreed that
challenges to implementing the intervention in rural
hospitals are similar to those facing urban hospitals,
(eg, nurses’ time constraints).

Implement the American Society of Health-System
Pharmacists” guidelines (or similar guidelines) on the
appropriate use and timing of antimicrobial prophylaxis
to prevent surgical infections for rural-relevant surger-
ies such as Cesarean delivery, hysterectomy, appendec-
tomy, and orthopedic and ophthalmologic surgery.

The expert panel identified the use of
antimicrobial prophylaxis prior to surgery as a
high-priority intervention for all rural hospitals that
perform surgery. They stressed the importance of
providing rural surgeons with clear evidence that
the use of prophylactic antibiotics prevents surgical
infections, as well as specifics about how the
antibiotics should be used. Expert panel members
discussed the difficulty of tracking postoperative
infections, given the short lengths of stay for most
patients in small rural facilities. They recommended
that rural hospital infection control staff regularly
provide physicians with a list of discharged
patients, and ask the physicians whether any of the
patients developed infections postdischarge. The
panel suggested that tracking postdischarge infec-
tions may be an area in which rural hospitals can
engage more easily in quality improvement efforts
because the smaller number of physicians and
patients make surveillance and data collection
easier.

Implement an infection control program that includes
surveillance and seeks opportunities to improve patient
safety, with clear responsibility, sufficient resources, and
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a reporting mechanism that identifies trends and reports
them to the chief executive officer and hospital board.

Expert panel members noted that all rural
hospitals have infection control programs, but in many
cases the staff person responsible for infection control
has multiple other responsibilities. Panelists stressed
the importance of involving hospital management and
board members to ensure that sufficient resources are
allocated to infection control efforts.

Intensive Care Unit. The expert panel identified

a single intervention in the area of intensive care.

18. Use electronic decision-support tools and telemedicine

technology to link local and off-site clinicians providing
care to critically ill patients.

The expert panel noted that the definition of an
intensive care unit (ICU) varies across rural hospitals,
with some small rural hospitals having limited
inpatient critical care services available such as beds
designated for cardiac monitoring, whereas others
have distinct ICU units. Panelists expressed support
for regional ICU care when hospitals have limited
specialty expertise on site. Furthermore, whereas
health care clinicians tend to specialize in urban
hospitals (eg, orthopedics, cancer care), panelists
recognized the challenge of maintaining competence
when nursing and medical staff may manage few
complex patients and, unlike their urban
counterparts, often do not specialize in one particular
area. Maintaining skills that are infrequently used
was identified as a challenge for hospital staff. While
specialists such as intensive care providers are
unavailable on site, technology can facilitate the
application of this expertise to support care rendered
in local rural hospitals. The need for assuring
appropriate on-site personnel, and treatment- and
monitoring-related technology was highlighted.

Emergency Care. The expert panel identified 4

priority interventions in the area of emergency care.

19. Use specialized teams to transport critically ill patients

between health care facilities to reduce adverse events.

Expert panel members assigned considerable
significance to this intervention but also noted the
challenge in implementation because of the un-
availability of advanced life support ambulances in
many rural areas.

20. Implement communication processes that ensure all

pertinent patient data are distributed to all on-site and off-
site clinicians involved in a patient’s care.

Panelists believed that all pertinent patient in-
formation both within and outside of rural hospitals
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21.

22.

should be standardized and available in real time.
Absent deliberate efforts to assure such standardiza-
tion and availability, informal and incomplete com-
munication may occur. The nature of communication
was also discussed. Some panelists described the
communications problems created when urban-
based clinicians are condescending toward their rural
counterparts when discussing patients.

Ensure that emergency department care protocols (eg,
standardized protocols for trauma, drug therapy for
cardiovascular incidents, and antibiotics for pneumonia)
are readily accessible and consistently used with pre-
established links to trauma experts and other specialists
for real-time consultation (eg, poor airway management).

Expert panel members stressed the importance
of keeping protocols updated and ensuring that
they are readily accessible for consistent application
in emergency departments. Protocols can be kept
current more easily if electronic copies are available
on a computer network throughout the hospital.
However, many rural hospitals do not currently
have this type of information technology capacity.
In these cases, low-technology options such as
color-coded, laminated copies of protocols should
be kept readily accessible.

Require advanced training and certification for
emergency department physicians and nursing staff
(eg, advanced cardiac life support, advanced trauma
life support, and pediatric advanced life support).

The panel identified simulation and other
means of ensuring ongoing competency in
managing critical patients as a significant challenge
for rural providers. Maintaining clinical
competence, especially with low-volume events (eg,
trauma) was viewed as a common challenge across
many rural emergency care settings.

System-wide Patient Safety Issues. The expert

panel identified a single priority intervention in the area
of system-wide patient safety issues.

23.

Develop and implement a comprehensive patient safety
program that sets measurable objectives, provides
patient safety educational initiatives for employees, and
includes a system for reporting and responding to errors.
The system should include protocols for root cause
analysis, and an annual report discussing errors, the
response to errors, and the programs initiated to prevent
future errors.

Expert panel members recommended that all
rural hospitals promote a culture of safety and
develop and implement a comprehensive patient
safety program. They stressed the importance of
having a mechanism for the hospital board to
receive, on a regular basis, patient safety
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information that shows benchmarks and trends
over time.

Obstetrics. The expert panel developed a single

priority intervention for obstetrics.

24.

Implement and monitor compliance with standardized
protocols for screening and managing failure to
progress, fetal distress, maternal distress among
low-risk patients; consulting with obstetric, perinatal or
neonatal specialists (or both); and referring and
transferring high-risk patients.

The expert panel identified this intervention as
critical in light of the importance of obstetrics to rural
hospital care (more than two thirds of rural hospitals
perform deliveries).” This intervention reflects the
panel’s recommendation that rural hospitals
implement protocols for assessment, referral, and
transfer of all high-risk obstetrical patients. It also
targets management of low-risk obstetrical patients
who develop specific complications such as fetal or
maternal distress.

Transfers. The expert panel identified 2 priority

interventions in the area of patient transfers.

25.

26.

Transfers between acute care facilities: Use standardized
transfer protocols for high-risk (eg, cardiac and
multisystem trauma) and high-volume transfers.

According to expert panel members, high
potential for errors exists in transfers between
facilities; both from rural to urban as well as
returning urban-to-rural hospital transfers. For
example, communications among multispecialists at
urban facilities are not always conveyed back to the
referring rural physician. Formalizing interfacility
transfer protocols was viewed as extremely
important.

Transfers within a rural facility (eg, acute to skilled
nursing facility): implement standardized shift and
transfer reporting to ensure that all pertinent clinical
information is readily available to all care providers
(eg, a 24-hour accessible log).

Within facilities, panel members saw a need for
streamlined, simplified, and standardized
documentation both between shifts and across
hospital units. For example, core information
available across units would include medications,
laboratory results, etc.

Summary and Next Steps

Researchers and public policymakers have paid

relatively little attention to rural patient safety issues.*

While a few research studies have focused on specific
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rural safety concerns, there has been no systematic
exploration of how to approach patient safety in rural
hospitals. This project sought to identify a set of
practical, high-priority patient safety interventions that
reflect the organizational and service characteristics and
circumstances of rural hospitals.

Using a multistep process, with input from national
experts in patient safety and front-line rural providers,
a review of the literature, and an analysis of relevant
national hospital data sets, we identified 9 areas of
patient safety that are relevant to rural hospitals:
adverse drug events, surgical errors, diagnostic errors,
infection control, intensive care units, emergency care,
obstetrics, system-wide patient safety issues, and
transfers. We identified and prioritized 26 patient safety
interventions that are relevant to rural hospitals and
important to external and internal stakeholders. The
majority of these interventions can be readily
implemented in most rural hospitals to significantly
decrease medical errors and thus contribute to the
efforts of rural hospitals seeking to prioritize their
patient safety initiatives and resources.

In addition to identifying priority patient safety
interventions, several key project findings can be used
to inform the work of stakeholder groups interested in
rural hospital patient safety, including policymakers,
purchasers, and national organizations, as well as rural
researchers. First, many of the identified areas of patient
safety and interventions are relevant to all types of
hospitals, not just rural hospitals; however, some, such
as transfers, are especially relevant to rural hospitals.
Other interventions, such as pharmacy coverage, will
need to be made operational in different ways in small
rural hospitals, given their available resources and
organizational structure.

Second, rural hospitals differ substantially in the
types of services offered and in the types of patient
safety issues that are of greatest concern. For example,
some rural hospitals have limited intensive care
services. Consequently, linkages with specialists off-site,
using telemedicine technology, may be particularly
important to assure the delivery of safe care locally.
Third, there is variation in the capacity of rural hospitals
to monitor patient safety and to finance, organize, and
implement interventions to improve safety.
Understanding the characteristics of rural hospital
capacity is critical to determining how to implement
and sustain patient safety efforts at the institutional
level. For example, at least in the near term, the
application of certain information technologies is
problematic for many rural hospitals, so incremental
approaches should be considered that focus on
identifying evidence-based low- or no-technology
changes to strengthen rural hospital safety efforts.
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Fourth, close analysis of linkages with other
hospitals, and related information and patient handoffs
between rural and urban facilities is especially
important. The interface between personnel at different
facilities, including use of specialized care teams, the
application of standardized protocols, and transfer of
complete and relevant information all require significant
attention in order to minimize the potential for error and
ensure seamless transfers. Even strategies that
incorporate respectful and supportive communications
between clinicians at different sites are an important
focus area for rural hospitals in order to ensure full
dialogue about patient needs and related care.

Next Steps. This project prompts a number of
considerations important to stakeholders who are
working to improve patient safety in rural hospitals. As
new patient safety standards are promulgated, efforts
must be made to evaluate their relevance and
applicability to rural hospitals, given that organizational,
staffing, financing, and other characteristics distinguish
small rural hospitals from urban hospitals in very
significant ways. Related to this, patient safety standards
generated through both public and private efforts
should be explicitly assessed against criteria that
establish the rural relevance of the standard before
attempts are made to apply such standards in small rural
hospital settings.

Many national organizations as well as the federal
government are increasingly focused on disseminating
established safety standards across care facilities.
However, work remains to be done in further refining
and establishing the evidence for a set of rural-relevant
safety interventions prior to reorienting efforts toward
dissemination of currently available interventions.
Although the majority of the priority interventions
identified in this study have a strong evidence base,
several do not. Moreover, testing of all of these
interventions is necessary in order to determine those
interventions that result in significant rural hospital
safety improvements. The results of this study can serve
as a platform for further work. Currently, we are
validating the patient safety areas and related
interventions identified in this study with
administrators and staff responsible for patient safety in
30 geographically dispersed, small rural hospitals with
bed size ranging up to 50 staffed patient beds. The
information obtained will be used to select a small set of
highly relevant safety interventions from the 26
identified to demonstrate their application and utility in
a sample of rural hospitals.

As an evidence base is established for the set of
appropriate interventions, through this and other
efforts, state regulators and federal policymakers must
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consider how rural facilities can best access both
financial support and human resources expertise to
implement and sustain the interventions. For example,
establishing monitoring systems to collect and analyze
rural safety data and determine improvement strategies
requires significant knowledge in the science of quality
improvement. Ensuring that rural hospitals have the
necessary skill and knowledge requires that rural
patient safety is a top priority of entities such as quality
improvement organizations and AHRQ, which have
efforts under way to improve patient safety. Public and
privately offered quality improvement educational
efforts need to consider the unique circumstances of
rural providers (eg, inability to leave rural facilities for
significant periods of time because of cost and inability
to cover staff absences) and use new approaches for
engaging these providers in order to assure

rural participation.

As national efforts to support the development of
reporting systems across states are further refined and
implemented, both the resource implications and
technical challenges facing rural hospitals in
participating in such reporting systems need to be
assessed. Participation in reporting efforts by all
facilities should be the goal in order to achieve
nationwide safety improvements and inform consumer
choice in terms of where they seek care. State hospital
associations can be an important vehicle for engaging
and disseminating information across clusters of local
rural hospitals in order to maximize the reach of new
information, expectations, and resources.

Finally, while the evidence base for selected safety
areas and interventions is growing, much of it has been
developed in the context of urban health system
environments and reflects care processes, personnel, and
organizational structures that are typical of large health
care systems. As efforts to drive quality performance
through payment strategies continue to evolve, both
public and private purchasers should be mindful that
a “one safety-intervention set fits all hospitals” approach
will poorly align interventions capable of substantially
decreasing rural hospital medical errors.
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