
1

TQM and TQM and 
Patient Patient SafetySafety

Experiences from SwedenExperiences from Sweden
Tokyo the 26th of Tokyo the 26th of MarchMarch 20052005

Michael BergströmMichael Bergström
Project Director, MD
Global Global KnowledgeKnowledge ExplorerExplorer Change AgentChange Agent

Health Care DivisionHealth Care Division
Swedish Association of Swedish Association of LocalLocal AuthoritiesAuthorities and and 

RegionsRegions



2

ThanksThanks for the invitation!for the invitation!

Photo: Michael Bergström, Sweden
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My perspective…My perspective…
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The Swedish Association of The Swedish Association of LocalLocal
AuthoritiesAuthorities and Regions (SALAR)and Regions (SALAR)

The Swedish Association of Local The Swedish Association of Local 
Authorities and Regions is an association Authorities and Regions is an association 
for municipalities, county councils and for municipalities, county councils and 
regions in Sweden, whose activities are regions in Sweden, whose activities are 
founded in local and regional democracy.founded in local and regional democracy.

Health and Social Care DivisionHealth and Social Care Division
DepDep of Improvementof Improvement
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Health Care in SwedenHealth Care in Sweden

9 millions in 1700 km x 400 km (20/9 millions in 1700 km x 400 km (20/sqsq km)km)
18 18 countycounty councilscouncils + 3 regions + 3 regions –– HealthcareHealthcare
290 290 MunicipalitiesMunicipalities –– Social Social carecare, Care for the , Care for the elderlyelderly
Public & Private (small) Public & Private (small) sectorsector
900 Health Care Centers, 80 General (merging) and 900 Health Care Centers, 80 General (merging) and 
8 Regional Hospitals8 Regional Hospitals
EqualEqual carecare and and availabilityavailability for allfor all
OldestOldest inhabinhab > 65 > 65 yearsyears in the world (17,3%)in the world (17,3%)
LowestLowest infant infant mortalitymortality (0,40%)(together(0,40%)(together
with with IcelandIceland, Japan, Finland & , Japan, Finland & 
Norway)Norway)
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Challenges makes Challenges makes prioritiespriorities

DemographicDemographic changeschanges –– tensionstensions
Improved access in health care Improved access in health care –– new new 
care guaranteecare guarantee
Improved health Improved health –– reduced absence reduced absence 
due to sickdue to sick--leaveleave
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Quality Quality effortsefforts in the in the 
Swedish Health Care Swedish Health Care sincesince 19901990

Quality Quality CirclesCircles

Medical Medical AuditAudit, Clinical , Clinical 
AuditAudit

National Quality National Quality 
RegistriesRegistries (>50)(>50)

QDL QDL –– Quality Quality 
Development, Development, LeadershipLeadership
--The Swedish Health Care The Swedish Health Care 
Quality AwardQuality Award

Clinical Clinical ValueValue CompassCompass

Breakthrough seriesBreakthrough series
LeadershipLeadership networksnetworks
BalancedBalanced ScoreScore CardCard
Idealized design of Idealized design of 
Clinical Offices PracticesClinical Offices Practices
PursuingPursuing PerfectionPerfection
University Collaboration University Collaboration 
for Improvement for Improvement 
KnowledgeKnowledge
Patient Patient SafetySafety
Transformation…Transformation…
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The stairs of improvement
and renewal

Dep. for Improvement- our model

Create
awareness of 
the problems

Demonstrate
improvement

Leading 
improvement
of the system

Transforming
systems

Development 
and spread of 
methods for 
improvement
Show results

Support 
leaders

Qualitative effort
Renewed
mission
New principles
for leading
Reformed
infrastructure

Gaps?
Opportunities?
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Actions for improvement!
ExamplesExamples from from workwork in Swedenin Sweden

1.1. BreakthroughBreakthrough Series Series 

2.2. Patient Patient SafetySafety

3.3. QualityQuality RegistriesRegistries

4.4. Getting Getting improvementimprovement intointo the the 
educationeducation for for futurefuture healthhealth carecare
professionalsprofessionals

5.5. TransformingTransforming systemssystems
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1.The 1.The BreakthroughBreakthrough SeriesSeries
(Genombrott)(Genombrott)

To To closeclose the gap between the gap between whatwhat wewe knowknow
and and whatwhat wewe dodo
A A collaborativecollaborative for teams for teams motivatedmotivated to to 
improveimprove on an on an agreedagreed topictopic from from 
organisations with organisations with leadershipleadership supportsupport
A series of A series of learninglearning seminarsseminars wherewhere
evidencedevidenced ideasideas and and improvementimprovement modelmodel
are are providedprovided

((learntlearnt from from InstituteInstitute for for HealthcareHealthcare ImprovementImprovement IHI in USA)IHI in USA)
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BreakthroughBreakthrough Series in SwedenSeries in Sweden

National topics focused in collaboratives since 1997
ReducingReducing Waits and Waits and DelaysDelays
Better diabetes Better diabetes carecare
Better Better carecare in the in the endend of lifeof life
Better Better flowflow
Better Better carecare for patients with for patients with dementiadementia
SaferSafer carecare
Better Better carecare for cancer patientsfor cancer patients
PreventingPreventing hospital hospital acquiredacquired infectionsinfections ((ongoingongoing))

LessonsLessons: Good : Good resultsresults, , trainingtraining of of projectleadersprojectleaders to to runrun
manymany collaborativescollaboratives acceleratesaccelerates improvementimprovement..
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Nations Nations usingusing BTS in EuropeBTS in Europe

SwedenSweden
NorwayNorway
DenmarkDenmark
UKUK
The The NetherlandsNetherlands
RussiaRussia
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2. Patient 2. Patient SafetySafety
isis rising on the agendarising on the agenda

AcknowledgementAcknowledgement to to 

Carina Svensson, SALARCarina Svensson, SALAR
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OurOur directiondirection

To go from incident To go from incident reportingreporting systems systems 
to designing for to designing for safetysafety and prevention of and prevention of 
system system failuresfailures
Patient Patient safetysafety is a system is a system propertyproperty
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Actions for patient safety…

ProvidingProviding factsfacts
PromotingPromoting spreadspread of of 
information and information and knowledgeknowledge
ConductingConducting and and supportingsupporting
learninglearning projectsprojects
InfluencingInfluencing attitudesattitudes and and 
behavioursbehaviours
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ProvidingProviding factsfacts

WeWe learnlearn from studies in USA, England, from studies in USA, England, 
Canada, Australia and Canada, Australia and DenmarkDenmark that patient that patient 
safetysafety is a is a substantialsubstantial problem. problem. 

Swedish Swedish scientificscientific studies are studies are underwayunderway. . 
ExamplesExamples; ; PhD student Karin PhD student Karin PukkPukk at the Karolinska at the Karolinska InstituteInstitute and and 
SynnoveSynnove OdegaardOdegaard

National Conferences National Conferences 
2nd 2nd conferenceconference in Sep 2005in Sep 2005
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A trypical year…

21 000 Cases to 
the Patient Board

9000 Injuries are reported to LÖF
3 377 HSAN-cases 1059 Lex Maria

161

1000 reports to the Swedish 
Medical Insurance

Intern/local/regional reporting of deviations
Risks

No injuries  Injuries

Events
Side-effects

Complications

26 million doctors visits in 
clinical practices,1,4 miljoner care-

episodes

200 million patient contacts
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Promoting spread of 
information and knowledge

CoursesCourses in in cooperationcooperation with the with the 
Universities of Linköping and Universities of Linköping and 
MälardalenMälardalen
ArrangingArranging conferencesconferences
ElectiveElective coursescourses at the Karolinska at the Karolinska 
InstituteInstitute for for futurefuture healthhealth carecare
professionalsprofessionals on patient on patient safetysafety
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ConductingConducting and and supportingsupporting
learninglearning projectsprojects

A A safersafer carecare collaborativecollaborative (Säker vård)(Säker vård)

MeasuresMeasures of a of a cultureculture of of safetysafety

””CareCare--relatedrelated infectionsinfections shallshall be be 
stoppedstopped””
(VRISS)  a BTS (VRISS)  a BTS -- projectproject
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InfluencingInfluencing attitudesattitudes and and behavioursbehaviours

Patient Patient SafetySafety
is a is a basicbasic part of the part of the qualityquality of of carecare
is a is a responsabilityresponsability for for everyoneeveryone –– butbut
especiallyespecially for the for the leadersleaders
seldomseldom gets better gets better throughthrough punishingpunishing an an 
individualindividual personperson
is is createdcreated in the interaction between in the interaction between 
humans, technology and the organisationhumans, technology and the organisation
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3. National Quality Registries
in Sweden

Started by physicians in disciplines
Voluntary participation
Decentralised
Not for national control – for learning

AboutAbout 50 national 50 national qualityquality registriesregistries
Data from Data from individualsindividuals, , aboutabout diagnosisdiagnosis, , 
treatmenttreatment and and outcomeoutcome are are collectedcollected
from from departmentsdepartments
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Good Good ValueValue –– ExampleExample
–– HipHip replacementreplacement

FollowFollow up in up in registriesregistries has has quicklyquickly revealedrevealed less less 
goodgood methodsmethods and and prothesisprothesis
10%  10%  reoperationreoperation raterate in Sweden, 18% in the USA, in Sweden, 18% in the USA, 
15% in Norway,  24% in Finland...15% in Norway,  24% in Finland...
ReducesReduces sufferingsuffering for for thousandsthousands and and thousandsthousands of of 
patients. patients. 
SavedSaved 1,4  miljarder Swedish Kronor (200 million 1,4  miljarder Swedish Kronor (200 million 
USD) over ten USD) over ten yearsyears

ReducesReduces variation on variation on comparativecomparative basis and the basis and the 
developmentdevelopment is is towardstowards moremore transparencytransparency..
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The recent The recent developmentdevelopment indicatesindicates

Registries are getting more used for 
improvement over time through our support

A A growinggrowing enthusiasmenthusiasm in the in the registriesregistries
A better A better coveragecoverage (of (of participatingparticipating departmentsdepartments
and and practicespractices))
And that the And that the healthhealth carecare leadersleaders are are becomingbecoming
moremore awareaware of the of the importanceimportance of the of the registriesregistries
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Three Three CompetenceCompetence CentersCenters

CombinesCombines registriesregistries with with improvementimprovement support:support:
The Swedish Heart and The Swedish Heart and ArtheryArthery Centre Centre 
Uppsala Centre for Clinical Uppsala Centre for Clinical ReserachReserach (UCR), (UCR), 
UppsalaUppsala
The National Centre for The National Centre for OrthopedicOrthopedic
RegistriesRegistries and Support (and Support (NKO),LundNKO),Lund
EyeNetEyeNet Sweden, KarlskronaSweden, Karlskrona
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4. 4. Getting improvement into the 
education for future

health care professionals
EveryoneEveryone in in healthcarehealthcare needneed to be to be engagedengaged in in 
improvingimproving the the processesprocesses and systemsand systems
It is It is veryvery importantimportant to to provideprovide learninglearning of of improvementimprovement
thinkingthinking and and methodsmethods on all on all levelslevels for for futurefuture healthhealth carecare
professionalsprofessionals
The University Collaboration for The University Collaboration for ImprovementImprovement
KnowledgeKnowledge 20022002--2004 in Sweden; 2004 in Sweden; –– facultyfaculty
developmentdevelopment 4 universities, designing 4 universities, designing coursescourses and and 
assignmentsassignments at at fourfour universities. universities. 
ExampleExample; The Karolinska ; The Karolinska InstituteInstitute
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ResultsResults

MoreMore thanthan 20 20 teachersteachers at 4 universities at 4 universities hadhad
facultyfaculty developmentdevelopment
5 new 5 new coursescourses designeddesigned on QI on QI inclincl. Patient . Patient 
SafetySafety
Extensive testing of Personal Quality Extensive testing of Personal Quality 
ImprovementImprovement WorkbookWorkbook and personal and personal 
projectsprojects
SpreadSpread and and furtherfurther learninglearning in progressin progress
It It takestakes time…time…
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5.Transforming Systems5.Transforming Systems
Olsson J, StenbergOlsson J, Stenberg JJ

Patient

Systems
Jönköping
Kaiser Permanente
IHC, Utah
IHI, Boston
Köpenhamns amt
Västerbottensläns landsting

Nations
Dep of Human & Health 
Services, Washington
Sundhetsstyrelsen, DK
Sundhetsministeriet, DK

Patient & 
caregiver

Microsystems
Jönköping
NHS, U.K

Complex Adaptive Systems, J Sterman, Y Bar-Yam, 
P Senge
Litterature Study MMC, KI
Systems Dynamics MIT
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LessonsLessons learnedlearned from from studystudy of of 
transformingtransforming systemssystems

A very clear patient focus
Patient Safety is prioritized
Align your mission with patient focus
Align your systems for leadership & control
Leaders base their decisions from measurable
results from the frontline
Build new arenas and alliances for 
multiprofessional participation
Use research and collaborate with researchers
Time…



29

ExampleExample : : PursuingPursuing Perfection Perfection 
((creatingcreating the the healthcarehealthcare system of system of tommorrowtommorrow))

�� A joint A joint efforteffort startedstarted 20012001
�� 12 12 healthhealth carecare systems: 6 in USA, 4 in UK, systems: 6 in USA, 4 in UK, 

1 in the 1 in the NetherlandsNetherlands and and 
1 in Sweden 1 in Sweden -- the County Council of the County Council of 
Jönköping in SwedenJönköping in Sweden

�� Jönköping are Jönköping are workingworking on on achievingachieving
worldclassworldclass in 15 in 15 processesprocesses

�� OrganizedOrganized by IHI, Boston, USAby IHI, Boston, USA
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IT
Environm.

Admin
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Transformation
in depth and
width

Adaptation and Spread:
Leadership
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LessonsLessons so far (in my so far (in my viewview))

Total Total leadershipleadership committmentcommittment devoteddevoted
to to aimsaims
Change on all Change on all levelslevels at the same timeat the same time
MeasureMeasure for for improvementimprovement on system on system 
levellevel as as wellwell
Good support with Good support with methodsmethods and and toolstools
is is neededneeded
International International collorationcolloration is is successfulsuccessful
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AttentionAttention is the is the 
currencycurrency of of leadershipleadership

James James ReinertsenReinertsen
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SuccessfulSuccessful improvementimprovement needsneeds

A A clearclear patient patient focusfocus
A A committedcommitted leadershipleadership
ImprovementImprovement supportsupport
MotivatedMotivated staffstaff



34

It is better to It is better to actact your your wayway
intointo new new thinkingthinking,,

thanthan to to thinkthink yourselfyourself intointo
a new actiona new action

Michael BergströmMichael Bergström
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Michael BergströmMichael Bergström, , 

Project Project DirectorDirector
Change Agent, Global Change Agent, Global KnowledgeKnowledge Explorer, MDExplorer, MD

Health Care DivisionHealth Care Division

Swedish Association of Swedish Association of LocalLocal AuthoritiesAuthorities
and Regionsand Regions
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