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Root Cause Analysis—RCA
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Why things g0 wrong ?
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How do accidents happen?
Swiss Cheese Model

Latent Failures
Service Delivery Problems
‘Accidents waiting to happen’
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How do accidents happen?

Performance influencing factors
Contributing factors
‘stuff happens’

®
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How do accidents happen?

Active failures

Care delivery problems
& ‘someone made a mistake........
= ‘E
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Controls and defences
Barriers
...and no-one stopped them’

Safety Incident



Swiss Cheese theory exercise

Latent Failures
Service Delivery Problems
‘Accidents waiting to happen’

Performance influencing factors
Contributing factors

‘stuff happens’
Active failures

] ) Care delivery problems

Controls
Barriers

Patient Safety
Incident
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» Contributory, influencing or causal factors ,are things
that contributed to the incident.
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Symptom of the problem.
“The Weed”

Above the surface
(obvious)

The Underlying Causes
“The Root”
Below the surface
(not obvious)
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The User-friendly Root Cause Method
To Solve Complex, Multi-faceted Problems
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What happened?
How it happened ?
Why it happened ?
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Basic elements of a good RCA investigation

WHAT HOW it WHY it
happened happened happened
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Adverse
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Um, you're probably right, Tl just turn this anesthesiaupabit . ..

Adverse events are inevitable — not learning
from them is unforgivable (Beth Lilja)



S ey Mo Judoes g1y iyl 3

Root causes analysis process
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» 3-4 persons
» Independence
» Insightinto clinical area
» Multidisciplinary
» Investigation skills

» One of which should be in incident investigation
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“To address this mistake we must use root-cause
analysis. I’lt begin by saying it’s not my fault.”
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Gathering & Mapping Information
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All accidents must
be reported.
. .. explain exactly
-, what happened
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Factb
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Fact 3
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Fact
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Adverse
Event
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Basic elements of a good RCA investigation
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3 C:\RCAToolkit\courselindex. htm - Microsoft Internet Explorer provided by National Patient Safety Agency : E|[X|
7\ ' ) National Patient Safety Agency
Exploring Incidents - Improving Safety 2 tioN

Task Factors

Contributory factors - NPSA framework
The key part of the analysis i1s to identify the contributory factars lving behind each
CFF has categaries and components relating to exploring incidents, Click each category o ﬁJ\;mDre.

[Fatient) EMWHUHD[ Task )émmunlcath%[?ﬂ‘af‘) _TE'Sk factors are grouped
into three types:

\ Guidelines and
Palicies
Decision making

/' / / / aids
Problem or Task design

issue to be

\ \ explored
\ Example: The algorithm for
% managing respiratory arrest

e

had a vital component
} } missing.

Education & || Equipment & Working Organisational &
Training Resources Conditions Strategic

Click Mext to continue
(574) exit (B3) menu ! (?) D) sack 6 of 17 Next ()

¥ : c - A= S F .
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A C:\RCAToolkit\courseliindex. htm - Microsoft Internet Explorer provided by National Patient Safety Agency :”E'El
' q - -"‘-._ L [m

: . \ National Patient Safety Agency
Exploring Incidents - Improving Safety Analysing Information

Contributory factors - NPSA framework Communication
The key part of the analysis is to identify the contributory factors lying behind each pr Factors

[Fatient) Endlvidua)[ Task )Eammunlcathg[?:;:f‘) Communications factaors
\ are grouped into three

CFF has cateqgories and components relating to exploring incidents. Click each categor

types:

+« Yerbal
e Written

/' / / / » MNon-verbal.
Problem or

issue to be _
\. \ ‘ explored Example: Relatives

interpret GP's instructions
| - to patient wrongly due to
o limited understanding of
language.

Education & || Equipment & Working Organisational &
Training Resources Conditions Strategic

Click Mext to continue
[ xl Exit

s .
1y Start 3 Microsoft PowerP... = £ 3 Internet Explorer
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Exploring Incidents - impraviﬁé Safety

Contributory factors - NPSA framework

Team & social
factors

The key part of the analysis i1s to identify the contributory factars lving behind each probl
CFF has categaries and components relating to exploring incidents, Click each category o

[.ﬂn\t) () gy f—|ry

A I

issue to be

\"-,I \ explored

| ) )

Education & || Equipment & Working Organisational &
Training Resources Conditions Strategic

[ _XI Exit :: : Menu

~F .
] "-' start [€] 3 Microsoft PowerP... + 7 3 Internet xplorer

Team and social factors
are grouped inta three
types:

e Role congruence

s Leadership
Support and
cultural factors,

Example: Multi-disciplinary
team rarely met and the
weekly Directorate meeting
was for doctors only,

Click Mext to continue
D) eack 6 of 17 Next (C)
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3 C:\RCAToolkit\courseliindex. htm - Microsoft Internet Explorer provided by Mational Patient Safety Agency =[O %]
T\ ' National Patient Safety Agency
Exploring Incidents - Improving Safety Analysing Information

Contributory factcurs_ - NPSA framewurk | Equipment & resources

The key part of the analysis i1s to identify the contributory factars lving beh
CFF has categaries and components relating to exploring incidents, Click ea faCtOrS

[Fatient) Endluiduaa[ Task )Ermmunlcath%[?ﬂaf‘) Equipme resources
factors areNgfouped inta

five types:

Equipment and
supplies

‘al // // /f // // Problem or ;’r'ftf; r?ti;rﬂla}f

issue to be S
y) \ ‘\\ \ | pelin

Example: A patient’s

oxygen levels dropped
causing respiratory arrest.

Education & | Equipment & Wnrlilng Organisational & The alarm on the menitor
Training Resources Conditions Strategic was faulty.

Click Mext to continue

(574) exit : 3) Menu & (£) D) sack 6 of 17 Next '-b-}
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3 C:\RCAToolkit\courseliindex. htm - Microsoft Internet Explorer provided by National Patient Safety Agency =[O %]

ncy

Working Conditions

Exploring Incidents - ll'ﬂprﬂviﬁg Safety factors

Contributory factors - NPSA framework
The key part of the analysis i1s to identify the contributory factars lving behind each problem. MPSA's
CFF has categaries and components relating to exploring incidents, Click each category to find out more.

[Fatient) Endluiduaa[ Task )Ermmunlcath%[?ﬂar‘) Warking ':':'”'-__“ti':'r'S factars
are grouped inta four

types:

*» Administrative
+ Design of physical

HH| ’// / // // // Problem or . gi{;;%;n:nt

issue to be

y) VY \\ |

Example: Previous medical
} records were not available

for clinical staff to plan
treatment and care for an

Education & || Equipment & Wnrlilng Organisational & EMEnyersgd au:lm_|55||:|r_|, ,
Training Resources Conditions Strategic therefore delaying clinical

decisions and treatment.

Click Mext to continue

[ xl Exit : :' Menu 3 E vh Back 5 of 17 Next '*}

r'.'-' start |§| 3 Microsaoft PowerP, .. . 3 Internet Explorer = G N ‘*Iﬁl,l 13:41
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<3 C:\RCAToolkit\courseliindex. htm - Microsoft Internet Explorer provided by National Patient Safety Agency : E|[X|

ency

Organisational &
Strategic factors

Contributory factors - NPSA framework i/?

Exploring Incidents - impraviﬁé Safety

The key part of the analysis i1s to identify the contributory factars lving behind each problems MPSA's
CFF has categaories and components relating to exploring incidents, Click each category to find out more.

[Fatient) Endluiduaa[ Task )Ermmunlcath%[?ﬂaf‘) _ThESE factors are grouped
into five types:

\ s (Organisational
structure
+ Policy, standards,

/- / / / goals
Problem or Externally imported

issue to be

L Safety culture
I'\ e Priaorities

e

cresy would not [ift 20
[Educatlnn &j Equipment &j[ Working j[ﬂrganisaﬂnnal EJ stone cardiac patient as it

} } Example: The ambulance

Training Resources Conditions Strategic would put them at risk,

Click Mext to continue

(57%) et E8) menu : (?) (&) pine. D) Back 6 of 17 Next (T
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T start [€] 3 Microsoft PowerP... + 7 3 Internet xplorer s B g g {_',.l 1342
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Root Causes of 1918 Sentinel Events 95 - 02

Percentof events

Comnumication [
Orientation/training
Patient assessment |-

Availabilicy of info |
Staffing levels

Physical environment |

Continuum of care

Competency [

Procedural compliance [

Alarmsystems |

Organisation culture |
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Pt had neuro
surgery

Pt informed
nurse no
change since
recovery

Care handed Care handed

over to ward over to night
staff

Agency Nurs
orientation
sheet not
completed

Ward busy Only 2 of 6
and acute staff
permanent

Delayed
Procedure

Deterioration for removal
in condition of

haematoma

Deteriorating
neuro
observations not
reported or acted
upon

Nurse inexperienced
and unfamiliar with
obs sheet and
terminology therefore
did not alert anyone to
deterioration
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WHY? He thought that the day

staff had been aware of
condition since return form WHY? Because on
theatre

observation chart “N” had been
recorded throughout

WHY? Because lan iS th/

letter for “normal” but he

assumed it meant “numb”\
WHY? Because there was no
key on the neurological
/ observation chart
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Barrier Analysis
or Safeguard Analysis

SAFEGUARDS
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Controls
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target
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Another method

» One method is using three criteria to determine if
each cause is a root cause or a secondary or
contributing cause:

1. The problem would not have occurred had the
cause not been present,

2. The problem will not recur due to the same casual
factor if the cause is corrected or eliminated,

3. Correction or elimination of the cause will prevent
recurrence of similar conditions.

> Answer Yes= root cause
Answer No = contributing cause
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Barriers
Controls

Defences

Unsuspecting
target
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Stove A

o Stove B



Push or Pull, Right or left?

How did you know?










Solution can be simple |
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Implementing Solutions

» Show that change makes a difference

» “ Active” Learning —incorporates changes into the way
all staff work at all levels

Demonstrate effective leadership
Sustainableto survive once the crisis is over

v VvV Vv

Draw on the experience of staff, patients and the public
» Risk assess and evaluate



Implementing Solutions

= Considerthe Impact
= Share the Solution

Consultation




Solution Implementation

-Use Organizationl Structure
-Liaise with Risk Manager
-Risk Assess Solutions

- Review & Monitor

Risk
Management




Solution Implementation

» Analyse benefit of the solution
» Ensure benefit outweighs cost:

Financially
Organizationally
Acceptability
Cost
Benefit
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Incident date
Incident location
| Incident type
Brief description
Person directly involved
Name / date
User/staff or other
Legal status
Other information

Other people directly involved

Care team

care coordinator
Consultant Physician
other members
Family /carers

-/ Name &relationship

Investigation team
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Source evidences
appendices
Round table
date
people present
Contributory factors and root causes

Patient factors

eIndividual factors

eTask factors

eCommunication factors

eTeam & Social factors

eEducation & Trainingfactors
eEquipmentand Resource factors
*\Working Condition factors
eOrganisational & management factors
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