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Muc tiéu: Danh gia hiéu qua nang cao chat lugng cham séc bénh nhan va giam sai 16i trong cong tac
diéu dudng sau khi ap dung mé hinh quan ly tinh gon tai Khoa Cap ctu, Bénh vién Trung uong Quan doi
108. Béi tuong va phuong phdp: Cai tién va tinh gon quy trinh cap ctiu bénh nhan theo chu trinh DMAIC
(Define, Measure, Analyse, Improve, Control), chia lam 5 budc: Xac dinh, do luong, phan tich, cai tién,
kiém soat. Du an dugc tién hanh thanh 2 giai doan, giai doan I: TU thang 10/2018 dén thang 4/2019 tai
Khoa Cap cuu - Bénh vién TWQD 108, giai doan Il ti thang 6/2019 dén thang 12/2019. Két qud: Sau can
thiép, ty lé tuan thu cac quy trinh diéu dudng cao hon trudc can thiép, ky thuat thay bang cat chi vét
thuong (tang 10,9%) va ky thuat cho ngudi bénh u6ng thudc (tang 7,3%), ky thuat hat dom (tang 7,3%),
ty 1é cham dung thuéc, dung sai tén biét dugc, dung sai liéu thuéc gidm sau can thiép, cham tiép nhan
bénh nhan tir khu phan loai gidm 5,8% (tUr 7,5% xudng con 1,7%), ty 1é sai sot trong gidam dinh bao hiém
gidm 5,8%. Két luan: Sau khi trién khai giai doan 2 cia mé hinh quan ly tinh gon, ty 1& tuan tha quy trinh
cham séc cua diéu dudng tang, sai 16i gidm.

Tirkhéa: M6 hinh quan ly tinh gon, giam sai 16i.

Summary

Objective: To evaluate the effectiveness of improving the quality of patient care and reducing errors
in after applying the lean management model at the Emergency Department, 108 Military Central
Hospital. Subject and method: Improving and streamlining the patient emergency process according to
DMAIC cycle, divided into 5 steps: Identifying, measuring, analyzing, improving, controlling. The project
is conducted in 2 phases, phase I: From October 2018 to April 2019 at the Emergency Department - 108
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Military Central Hospital, phase Il from June 2019 to December 2019. Result: After the intervention, the
compliance rate of nursing procedures was higher than before the intervention, technique for changing
bandages (10.9%) and the technique for taking medicine for patients (7.3%), technique for suction of
phlegm (7.3%), the rate of delayed drug use, wrong name of brand name, wrong dose of drug decreased
after intervention, the proportion of patients received later from the triage decreased by 5.8% (from
7.5% to 1.7%), the rate of errors in insurance assessment decreased by 5.8%. Conclusion: After
implementing the second phase of the Lean management model, the nursing process compliance rate

increased, and errors decreased.

Keywords: Lean management model, reduce errors.

1.Datvan dé

Bénh vién TWQD 108 da va dang cé nhiéu giai
phédp trong viéc nang cao chat lugng kham chiia
bénh va da thu dugc nhiéu két qua tét trong kham
chira bénh nhu cai tién quy trinh cung Ung dich vu
kham chla bénh, d6i mai thai dé va phong cach
phuc vu cla nhan vién y té; nang cao chat lugng
dich vu xét nghiém; phat trién y hoc chuyén sau;
Ung dung cong nghé cao trong kham chra bénh...
Nhiéu gidi phap dé cai thién chat lugng kham chiia
bénh nhu: Ap dung cac phuong phap bao ddm chat
lugng dua trén chuan héa quy trinh chuyén moén; su
dung nhém chat lugng, cac cong cu chat lugng, xay
dung hé théng chat lugng theo ISO 9001:2015, tiéu
chuan xét nghiém TCVN ISO 15189:2014, bo tiéu
chuan qudc té JCI (Joint Commission International),
mdé hinh Six sigma, mé hinh tinh gon Lean
Manufacturing... dang dugc nghién cu va ap dung
¢6 hiéu qua tai bénh vién. Dy an quan ly tinh gon tai
Khoa Cép ctiu, Bénh vién TWQD 108 dugc tién hanh
tur 10/2018 dén thang 4/2019 v6i muc tiéu: “Giam
thai gian chd, nang cao su hai long ctia ngudi bénh
va ngudi nha ngudi bénh tai khoa cap ctru bénh vién
TUQD 108" da dat dugc hiéu qua dang khich 1é. Véi
két qua gidam thai gian chd cap ctu ndi chung la
33,6% (tUr 112,7 phut xudng 74,8 phut), gidm thoi
gian chd mé cdp clu 35,5% (tUr 134,4 phat xudng
87,6 phut). Gidam thai gian chd can thiép mach/tiéu
soi huyét 11,2% (ti 55,2 phut xuéng con 49 phut).
Giam thoi gian cho vao vién 41% (tu 118,3 phat
xuéng 69,8 phut), tang ti l1é hai long cta bénh nhan
va ngudi nha bénh nhan. Giai doan 2 cla du an dugc
tién hanh tu thang 6/2019 dén thang 12/2019. Trén
CO s tiép tuc phat huy cac két qua da dat dugc clia

giai doan 1, ching t6i tién hanh dé tai nham muc
tiéu: Ddnh gid hiéu qua mé hinh quan ly tinh gon Lean
trong ndng cao chdt lugng chdm soc va giam sai 16i
cla cbng tdc diéu dudng tai Khoa Cdp ctu, Bénh vién
Trung uong Qudn d6i 108.

2. Déi tugng va phuong phap

2.1. Déi tuong

GOm ngudi bénh, than nhan ngudi bénh kham
chia bénh tai Khoa Cap cuu, Bénh vién TWQD 108
turthang 6/2019 dén thang 12/2019.

Tiéu chudn lua chon bénh nhén

Tudi trén 16.

Dén cap ctu dugc can thiép mach va hoac tiéu
soi huyét cap ctru hodc phau thuat cap clu, hoac
nhap khoa lam sang diéu tri.

Céac bénh nhan dugc chia lam 2 nhém:

Nhém 1: Giai doan sau giai doan 1 dy an Lean,
lya chon ngdu nhién bénh nhan tir ngay 01 dén 31
thang 5/2019 dén khi dl s6 lugng bénh nhan trong
moi ky thuat danh gia.

Nhém 2: Giai doan sau giai doan 2 duy an Lean,
lya chon ngdu nhién bénh nhan tir ngay 01 dén 31
thang 12/2019 dén khi d0 s6 lugng bénh nhan trong
moi ky thuat danh gia.

Tiéu chuan loai ra khéi nghién ciu: Bénh nhan
tir vong trong qua trinh diéu tri.

2.2. Phuong phdp
2.2.1. Thiét ké nghién ctru

Phuong phap nghién ctu tién ctu can thiép cé
so sanh trudc - sau.
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2.2.2. Phuong phdp ddnh gid

Déanh gid tuan tha quy trinh ky thuat diéu
duéng theo huéng dan thuc hanh 55 ky thuat diéu
dudng ca ban cta Bé Y t€. Diém danh gia tuan tha
méi ti€u muc dugc quy déi vé thang diém 10 theo
cOng thuc sau:

DPiém dat (theo thang 10 diém) = (Diém dat thuc
té/ Diém cao nhat tiéu muc)*10.

2.2.3. Tiéu chudn ddnh gid

Pat: Téng diém dat > 8/10 va tat ca ndi dung in
dam dat diém 10.

Khéng dat: Mot trong cac ndi dung in dam
khong dat diém 10 va/hodc tong diém < 8/10 diém.

2.2.4. Phuong thirc tién hanh

Theo chu trinh DMAIC, chia lam 5 giai doan:

Define (Xac dinh): Giai doan xac dinh va lua
chon du an, muc tiéu du an.

Measure (Do ludng): Giai doan do ludng, thu
thap di liéu dé xac dinh hién trang, khoanh vung
cac khu vuc can uu tién.

Analyse (Phan tich): Giai doan phan tich va xac
dinh nguyén nhan géc ré va cac giai phap cai tién.

Improve (Cai tién): Giai doan cai tién va ap dung
cac gidi phap cai tién.

Control (Kiém soat): Giai doan duy tri va kiém soét.

Trong du an nay, chidng t6i tom lugc thanh 3
budc chinh, gém:

Budc 1: Khdo sat va danh gia thuc trang quan
ly chat lugng kham chira bénh theo céac chi s6
nghién cdu.

Budc 2: Tién hanh cac bién phap cai tién nang
cao chat lugng cap cliu, cham soc, diéu tri. Gom co:

Xdy dung cdc tiéu chudn chuyén mén, hanh chinh:

Chuén hoa cong viéc (Standard work): Xay dung
va ap dung cac quy trinh lam viéc chuén, hudng dan
thuc hién dugc quy dinh va truyén dat r6 rang dén
muc chi tiét nham tranh su thi€u nhat quan va tu
suy dién vé cach thuc hién céng viéc.

Xay dung quy trinh thao tac chuan: Xay dung
van ban huéng dan, chi ré cach tién hanh cong viéc
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cu thé trong céng tac diéu dudng, nham bao dam
cac hoat déng dién ra mét cach théng nhat. Gom co:

Quy trinh hanh chinh: Thé hién sy phdi hop
hoat déng cdac vi tri lam viéc trong khoa, gita cac
phong/khoa trong bénh vién.

Quy trinh chuyén mén ky thuat: La tai liéu
huéng dan vé thuc hanh chuyén moén ky thuat cho
tiing chuyén nganh, bao gém cac hoat déng/cac
budc theo trinh ty dp dung trén bénh nhan véi muc
tiéu cai thién suc khde, chan doan hay diéu tri.

Nhan vién dugc phan céng, phéi hop cong viéc
ré rang, khong chéng chéo Ién nhau.

Dao tao nhan vién bang hinh thic ngan han va
dai han.

Nghién cdu khoa hoc, tham dy héi nghi khoa
hoc, bdo cdo khoa hoc tai cac hoi nghi.

T6 chuc Hoi nghi khoa hoc chuyén nganh.

Xay dung va trién khai hé théng ngdn ngtra 16i:

Ngan ngua 16i (Error proofing): Cac quy trinh va
trang thiét bi dugc thiét ké dé loai bé kha nang xay
ra |6i. Diéu nay gilp ngan nglia “tai nan dang chg
xay ra”. Cong cu choéng sai 16i st dung cho mbi hoat
dong hay mot qua trinh bao gom viéc phat hién,
nhan dang va thiét 1ap su kiém tra va ngan ngua l6i.
Xay dung hé théng chéng sai 16i dua trén nguyén ly
“lam dudng ngay tur dau” gém cac hoat déng sau:

Chuén hoa cac hoat déng ban giao bénh nhan
cla nhan vién van chuyén tuyén trudc véi nhan vién
khoa Cap cuu, ban giao khi giao ca clia bac si va diéu
duéng, ban giao bénh nhan ti khoa cap ctu cho
phong mé va cac khoa lam sang.

Nhan dién va dan nhan phan loai bénh nhan
ngay tu khu phan loai.

Xay dung va trién khai dan nhan chai dich truyén,
nhan bom tiém dién, nhan thuéc hay nham lan.

Nhap thuéc va in nhat trinh dung thuéc truc
ti€ép t may tinh.

S dung phiéu cham soc dién tr cho diéu dudng.

Nghién ctiu xay dung va tling budc chuan hoa
quy trinh kham va chan doan, x(r tri cap cdu.

Giam dinh bao hiém 2 lan: Khi tiép don va khi
bac si kham bénh.
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S6 liéu dugc trinh bay dudi dang s6 trung binh
+ dé léch chudn hoac ty & phan tram.
XU ly s6 liéu bang phan mém SPSS 22.0 (IBM

Budc 3. Thu thap sé liéu, phan tich, danh gia
két qua.

2.3. Phuong phdp thu nhép va xa' ly sé liéu

Inc, USA).

Thu thap, phan tich va danh gia cac chi s6
nghién ctu theo cac chi s6 trudc va khi cai tién.

3.Két qua
Bang 1. Dac diém vé tudi, gidi cia bénh nhan nghién cuu
. Trudc can thié Sau can thié
Pic diém *P *P p
) (n; = 346) (n2=352)
(X £SD) 552+ 14,7 56,1+ 16,2 >0,05
Tuéi Nho nhat 16 16 -
Lén nhat 88 89 -
Nam gidi (n, %) 191 (55,2%) 203 (57,6%) >0,05

Nhdn xét: Khong cé su khac biét vé tudi va gidi gitta 2 nhom trudce du én va sau du an.

Bang 2. So sanh ty 1é tuan tha quy trinh ky thuat cham séc truéc va sau khi cai tién

. Trudc can thiép Sau can thiép
Quy trinh v o oy A, N e 1A p
50 lugng/tong so (ty 1€ %) | s6 lugng/tong so (ty 1€ %)
Ky thuat cho ngudi bénh uéng thuéc 176/220 (80%) 192/221 (87,3%) <0,05
Ky thuat tiém truyén 256/295 (86,7%) 271/290 (93,5%) <0,05
Ky thuat truyén mau 36/38 (94,7%) 37/38 (97,4%) >0,05
Ky thuat hut dom 50/68 (73,5%) 63/78 (80,8%) <0,05
Ky thuat thay bang, cat chi vét thuong 115/151 (76,2%) 135/155 (87,1%) <0,05

Nhdn xét: Sau can thiép, ty 1é tuan tha cac quy trinh diéu duéng cao hon trudc can thiép, su thay déi rd
rét nhat la & ky thuat thay bang cat chi vét thuong (tang 10,9%) va ky thuat cho ngusi bénh uéng thuéc

(tang 7,3%), ky thuat hut dom (tang 7,3%).

Bang 3. Sai 16i khi dung thuéc

e Trudc can thié Sau can thié

NOi dung (n =300) " (n=301) ’ P
Cham dung thudc 32(10,6%) 10 (3,3%) <0,05
Ty lé dung sai tén biét dugc 26 (8,6%) 5(1,7%) <0,05
Ty lé dung sai tén hoat chat 0 0 -
Ty lé dung sai dudng 0 0 -
Ty lé dung sai liéu 10 (3,3%) 1(0,3%) <0,05
Ty lé dung sai bénh nhan 0 0 -
Ty lé dung sai thai diém 6(2,0) 0 >0,05

Nhdn xét: Sau can thiép, ty 1é chdm dung thuéc, dung sai tén biét dugc, dung sai liéu thudc gidam hon so

V@i trudc can thiép, su khac biét c6 y nghia théng ké véi p<0,05.
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Bang 4. Sai 16i khi ban giao bénh nhan

Noéi dung

Trudc can thiép
s6 lugng/téng sé

Sau can thiép
s6 lugng/téng sé p

(ty 1€ %)

(ty 18 %)

Chua tiép nhan bénh nhan tu khu phan loai 26/346 (7,5%) 6/352 (1,7%) <0,05
Chua dung thudc khi bénh nhan c6 chi dinh 11/300 (3,7%) 2/301 (0,7%) <0,05
Chua lam xét nghiém khi bénh nhan cé chi dinh 31/346 (9,0%) 3/352 (0,9%) <0,05
Khong theo doéi du theo chi dinh ctia bac si 20/346 (5,8%) 3/352 (0,9%) <0,05
Khéng ban giao 10/346 (2,9%) 1/352 (0,3%) <0,05

Nhan xét: Ty & sai 16i khi ban giao bénh nhan gap nhiéu nhat la chua tiép nhan bénh nhan tir khu phan
loai, sau can thiép da giam 5,8% (tU 7,5% xudng con 1,7%). Cac sai 16i khac trong ban giao bénh nhan déu

giam sau can thiép.

Bang 5. Cac sai 16i khac

e Trudc can thié Sau can thié
NOi dung (n =346) 'p (n=352) P P
Cung cap thong tin sai cho bénh nhan 11(3,2) 3(0,9%) <0,05
Sai sét trong giam dinh bao hiémy té 21 (6,1%) 1(0,3%) <0,05
Sai s6t mang tinh hé théng 0 0 -

Nhdn xét: Khéng co sai s6t mang tinh hé théng,
ty 1& sai sot trong giam dinh bao hiém y té va cung
cap théng tin cho bénh nhan giam sau can thiép.

4.Ban luan

Viéc ap dung Lean trong quén ly chat lugng
bénh vién c6 thé coi Ia mét gidi phap cai tién tét
trong xu thé cai tién khéng ngling dé nang cao chat
luong phuc vu bénh nhan va da dugc nhiéu co séy
té trén thé gidi ap dung [3], [4], [5], [6]. Sau can thiép
cdi tién & Khoa Cap clu - Bénh vién Trung uong
quan doéi 108, van dé an toan ngudi bénh da duoc
cdi thién roé nét. Tuy két qua can thiép clia ching toi
sau giai doan 2 cla du an Lean trén déi tuong
nghién ctu dat & muc kha cao nhung van con moét
ty 1& khong nhoé vé viéc khong tuan tha ky thuat
cham séc (cao nhat la ky thuat hat dom 19,2%, ky
thuat cho ngudi bénh dung thuéc 12,7%, do dé can
phai duy tri hiéu qua cta cac bién phap can thiép,
nhan rong hiéu qua va cing c¢é vai trd quan trong
clia cac yéu to anh hudng dén muc dé tuan tha quy
trinh ky thuat cham séc, gép phan nang cao chat
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lugng kham chira bénh tai khoa. Két qua sau can
thiép clia chiing t6i cho thdy ty & tuan th quy trinh
ky thuat tiém truyén cao hon so véi nghién cliu cua
tac gid Lé Thi Kim Oanh (2012) [1] la 54,7%; Lam
Quoéc Tudn (2015) [2], ty & dat tuan tha ky thuat
tiém bap la 62,0% va tiém tinh mach la 59,6%. Phan
tich cac yéu t6, tac nhan anh hudng dén viéc tuan
tha quy trinh ky thuat cham séc clia nhan vién y té,
ching t6i nhan thdy yéu t6 moi trudng da cé anh
hudng dén viéc tuan thu quy trinh cham soc cla cac
diéu dudng nhu: Mat thai gian chudn bi dung cu
cham soc, bé tri phuong tién cham soc khong hop
ly. Ching t6i da ap dung cong cu 5S cung vé&i dy an
Lean d€ tao su thong thoang cho noi lam viéc, d&
mat thdi gian cho viéc tim kiém vat tu, ho so, cling
nhu tranh sy nham 1an, sai sét, cac thiét bi vat tu hoat
déng trong maéi trudng phu hop vdi tiéu chuan chat
lugng an toan. Chinh vi vay, st dung cong cu 5S va
tiéu chuan hoa cong viéc, dé cai thién moi trudng lam
viéc mét cach khoa hoc, va gidm thai gian tim kiém
cla nhan vién y té, cung véi dé la cac quy trinh cham
séc dugc xay dung rd rang, cu thé va dé thuc hién doi
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vGi ngudi diéu dudng, nén da han ché thuc hién sai
quy trinh ky thuat cham s6c ctia nhan vién y té.

Nhu vay, du an Lean giai doan 2 tai Khoa Cap
clu da dat dugc mot s6 cai thién dang ké trong
giadm sai 16i, nang cao chat lugng cham séc va diéu
tri bénh nhan, 1a ca s dé tién hanh cai tién sau hon
trong cac giai doan tiép theo ctia du an.

5. Két ludn

Sau khi trién khai giai doan 2 ctia mé hinh quén
ly tinh gon, ty 1é tuan thd quy trinh cham séc cua
diéu dudng tang, sai 16i giam.
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