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This document is intended to provide health care organizations in Ontario with guidance as to how they can develop a Quality Improvement 
Plan.  While much effort and care has gone into preparing this document, this document should not be relied on as legal advice and 
organizations should consult with their legal, governance and other relevant advisors as appropriate in preparing their quality improvement 
plans. Furthermore, organizations are free to design their own public quality improvement plans using alternative formats and contents, 
provided that they submit a version of their quality improvement plan to Health Quality Ontario (if required) in the format described herein. 
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Overview 
 

Bluewater Health’s Mission, “We create exemplary healthcare experiences with patients and families every 

time” and our Vision, “Exceptional Care, Exceptional People, Exceptional Relationships” compel our constant 

quest for quality. In 2016, we introduced a five-year Strategic Plan, with four strategic priorities: Quality Care, 

Outstanding Performance, Inspired People and Exceptional Relationships. That plan and our annual Quality 

Improvement Plan (QIP) are symbiotic in nature, each enabling and supporting the other. 

The priorities intentionally encircle ‘Emily’ – representing a composite of every patient and family in our care in 

the past, present or future. The strategic plan is presented in Emily’s voice – as provided to us by our Patient 

Experience Partners. We believe everyone, whether bedside or boardroom, contributes to Emily’s experience of 

care. 

The design of our strategic plan is that of a kaleidoscope, intended to illustrate the constant shift and change in 

healthcare to meet new government directions and requirements, and higher expectations for transparency, 

integration, performance and efficiency. The kaleidoscope of care represents the strategic priorities of 

Bluewater Health and how the priorities intersect and overlap. We know that each priority’s quality outcomes is 

dependent on progress in the other priorities.  

 

 

Bluewater Health’s 2016-21 Strategic Plan is available publicly at 

https://www.bluewaterhealth.ca/kaleidoscope-of-care  

https://www.bluewaterhealth.ca/kaleidoscope-of-care
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From experience, we know the development of a QIP ensures we remain on track to meet the high standards 

and expectations of our patients and families, staff, and community. Our 2020-2021 QIP builds on the successes 

and lessons learned from past years, and is evidence of our commitment to providing high quality, safe patient 

care.  

Bluewater Health has developed the 2020-2021 QIP around three key objectives: two mandatory indicators and 

a collaborative QIP measure agreed upon with our Health Quality Partners.   Choosing to focus on the 

mandatory indicators will allow Bluewater Health to focus on a concerted effort to improve in key areas and 

provide a clear direction for organizational priorities. In preparing this year’s plan, the organization’s current 

performance and targets were analyzed and challenged. Targets were linked to current efforts or to influence 

future efforts. We define success by meeting a target, or by collecting meaningful baselines to drive change. The 

embedded initiatives align with the Bluewater Health strategic plan and seek to improve outcomes, improve 

access to care, and to focus on the experience of care and caring. 

 Primary Indicator- Decrease Time to Inpatient Bed, Improving Access for Patients 

Current 

State 

Aim How will we get there? 

14.2 hrs. 13.9 hrs. 

(January – December 2020) 

 Collaborative planning team for improved bed management and 

time to inpatient bed through the collaborative No One Waits 

(NOW) initiative within the hospital 

 Concerted effort on cultural changes within the organization for 

improved access for our patients 

Supporting Indicators Aim 

Reduce Conservable Days 5251 

Patient Experience - Received enough discharge information on 

leaving hospital, or similar question 

Collecting baseline with an 

internal phone survey 

Alternate Level of Care (ALC) 13.6% 

Repeat Unscheduled Visits to Emergency Department (ED) within 30 

days for Mental Health Condition (age 12-25) 

16.1% 

 

Documented assessment of palliative care needs among patients with progressive, life-limiting illness who 
were identified to benefit from palliative care 

 

Current 

State 

Aim   How will we get there? 

Currently 

not 

collected 

Collect baseline 

 

Collaborative work with our Health Quality Partners of Sarnia Lambton to 

develop a systems approach to improving identification of patients with 

life-limiting illnesses that would benefit from accessing palliative care. 
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Foster an environment of reporting for workplace violence incidents 

Current 

State 

Aim   How will we get there? 

Currently 

not 

collected 

Focus on continuing to  

build a reporting 

culture and 

prevention/mitigation 

strategies 

Our goal is to promote reporting, and reduce violent events by de-

escalation strategies, training and individualized care planning for complex 

patients. 

 

 

Our QIP is also linked to:  

 Hospital Service Accountability Agreement 

 P4R, the Ministry’s Pay-For-Results program to achieve Emergency Department targets 

 Accreditation Canada 

 Canadian Patient Safety Institute recommendations 

 Safer Healthcare NOW 

 Registered Nurses’ Association of Ontario Best Practice Guidelines 

 Ministry of Health and Long-Term Care Action Plan for Health Care 

 Ontario Health Standards 

 

Throughout the QIP planning process we identified challenges inherent in the current healthcare context:  

1. Hospital base funding has decreased in relation to the increase in operating costs and inflation. 

2. Single year and late timing for communication of funding envelope results in limited predictability for 

planning and implementation.  

3. Ministry of Health and Long‐Term Care directed roles and responsibilities, which are outside the control of 

Bluewater Health, may have an impact on our ability to achieve optimal performance.  
 
 

Quality Improvement Achievements from the Past Year 
 

Access and transitions- No One Waits (NOW) 

Bluewater Health embarked on a collaborative hospital initiative to improve access to services by improving all 

transitions in the hospital including time to inpatient bed. NOW, or No One Waits, means we will ensure our 

patients reach the next step in their care journey in a timely manner while still receiving safe, quality care. Our 

goal is that each transition will take place within two hours. There are multiple improvement initiatives 

underway throughout Bluewater Health that contribute to NOW. In 2019, the focus on the NOW project was 

creating efficiencies in the system which included streamlining admissions, transfers, and discharge processes as 

well as looking at how physician practices can support transitions and improve efficiency and flow. Initiative 
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goals were not only to improve our overall metric but also strive to ensure exceptional relationships with 

patients and families. Quality improvements have included the implementation of a Collaborative Model of Care 

(CMoC) as well as Patient Oriented Discharge Summaries (PODS) as a pilot project on the Inpatient 

Rehabilitation Unit with the goal of expanding this work across the hospital. The inpatient rehabilitation unit 

implemented the Collaborative Model of Care in February 2019.  This initiative aligning with the NOW initiative 

included designing a model of care delivery to match patient care needs and maintain staffing levels to meet the 

demand.  The CMoC occurs when multiple health workers from different professional backgrounds provide 

comprehensive health services by working with patients, their families, care givers and communities to deliver 

the highest quality of care across settings.  All members of the team are accountable for the care of the patients 

within the team and there is a culture of helping.  Discharge planning is started on admission, working towards 

the accomplishment of goals identified by patients and their families within the estimated date of discharge.   

 

In the last 12 months, because of the collaborative work within the NOW project, Bluewater Health has 

improved the 90th percentile of Time to Inpatient Bed from 20.3 hours to 14.2 hours. The focus in the upcoming 

year will be twofold: Eliminate Conservable Bed Days; and Establish a Flex Culture. Continuous improvements in 

the NOW project will improve access for our patients and improve quality outcomes. Improved patient flow 

through the hospital improves access for all and helps to mitigate hallway medicine. 

 

Mental Health and Addiction Services 

The Mental Health and Addiction Services program successfully implemented a standardized, evidence-based 

practice assessment tool that ensures all initial assessments are completed according to a standardized 

assessment process that specifically focuses on risk and acute symptoms, and additional addiction supplemental 

assessments if applicable.  This core tool, interRAI, includes an Emergency Screener for Psychiatry (interRAI ESP) 

for the Psychiatric Assessment Nurse and the Community and Residential Withdrawal Management programs. 

 

The implementation of the ESP provides the foundation from which to roll out the suite of interRAI standard 

assessment tools to be utilized in the ED, outpatient Withdrawal Management, Inpatient Psychiatry and 

community programs. Implementing a suite of standardized assessment tools improves the quality of the initial 

assessments, and provides a baseline to repeat the assessment to determine outcome measures. This creates a 

common language between community, acute care, and mental health and addiction services. Implementing 

standardized assessment tools aims to eliminate duplicate assessments when transitions of care occur.  

 

Last fall, together with our partners at the Sarnia Police Services and the Lambton County detachment of the 

Ontario Provincial Police, we announced a new MHEART (Mental Health Engagement and Response Team) 

mobile response unit. MHEART is meant for those who have mental health and addiction needs and come into 

contact with police services. The mobile rapid response teams are made up of mental health workers and police 

who work together to help those in crisis, de-escalate the situation, and connect people with needed services. In 

the first three months of operation, MHEART teams responded to 256 mental health-related calls and 

determined only 16 individuals required an Emergency Department (ED) visit. With the interRAI Emergency 

Screener having been completed prior to arrival at the ED, the MHEART team was able to provide the attending 

ED physician with a direct report, resulting in 31% of individuals receiving immediate care and 61% of individuals 
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receiving care within two hours. All 16 individuals were admitted to hospital. This use of the interRAI assessment 

suite of tools results in a significant decrease in wait times, improved care for individuals and their families and 

more efficient use of our healthcare and community resources overall. 

Bluewater Health and its Sarnia-Lambton partners are collaborating on a community project to improve access 

and interventions for the youth in the community, culminating in the opening of ACCESS Open Minds in 2020. 

The centre will be a mental health and addictions youth space that has been developed as a go-to destination 

for youth (11 to 25) and their families who are seeking fast access to education, assessments, counselling and 

treatment. Many core services from the three partners (e.g. crisis counselling, housing, case management, and 

psychiatry) will be co-located in this centre. This removes barriers to care, transforms the way service providers 

conduct their daily work and improves care through a coordinated approach. ACCESS Open Minds Sarnia-

Lambton is based on international, national and provincial best practices and is heavily reliant on involving youth 

in co-creating the experience. 

 

Rapid Access Centre 

The Rehabilitation and Vascular program strives to partner and collaborate with patients and families and 

service providers across the continuum of care to ensure care integration.  In 2017, Bluewater Health was 

selected to be the bundle holder for the provincial Hip and Knee Bundled Quality Based Practice (QBP).  Bundle 

models provide a single payment for an episode of care across multiple settings and providers.  The 

Rehabilitation and Vascular program, in partnership with the Surgical program, has been leading the bundled 

care work which has included the establishment of a governance structure including a Sarnia-Lambton Total 

Joint Replacement Bundled Care QBP Steering Committee to oversee the implementation of the model in 

Sarnia-Lambton.  Key stakeholders were engaged in developing a future state patient pathway including a best 

practice gap analysis and using data from an experience-based design approach with patients and families to 

map their journey across the continuum of care and utilize their recommendations for improvement in the 

future state.  As part of our work with bundled care for the total joint replacement population, the 

Rehabilitation and Vascular program opened a Musculoskeletal Hip and Knee Rapid Access Centre (RAC) on 

March 18, 2019. The RACs are a provincial healthcare initiative to provide people with timely access to 

musculoskeletal care for joint pain and disability relating to hip and knee osteoarthritis. The purpose is to help 

people with advanced hip and knee arthritis get the timely treatment and specialized care they need. The centre 

provides a coordinated intake and triage process, including an enhanced and improved patient experience, 

referring patients for surgical consultation and/or conservative management options.  Patients are referred by 

primary care practitioners to the ESC LHIN Central Intake, and triaged by the RACs, where they will be seen for 

an assessment by an Advanced Practice physiotherapist.  

Collaboration and Integration  

The Health Quality Partners of Sarnia-Lambton, a regional quality improvement initiative, has developed a 

systems approach to improving care delivery. The partners are a working group of healthcare providers, service 

organizations and a patient experience partner that have been developing pathways over the past few years to 

improve communications, standardize action plans and create effective transitions for patients. This has enabled 

a robust dialogue and collaboration with community partners on a cross-sectoral Quality Improvement Plan 

indicator. As community partners we continue to align and share accountabilities for quality initiatives, facilitate 
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more integrated care and leverage best practices while contributing toward a healthier community and optimal 

delivery of healthcare. The partners have worked collaboratively on a common QIP indicator to establish 

evidence-based best practice and standards of care for patients with chronic disease and in particular, Chronic 

Obstructive Pulmonary Disease (COPD). The partners committed to a work plan over the last two years and 

established key drivers on their action plan to improve the quality of life and health outcomes of patients with 

COPD.  The group works through action plans developed by the partners who identified areas for improvements 

in effective transitions of care. A key initiative from this team is a standardized pulmonary rehabilitation referral 

including a standardized process and form. This enables patients to have the best evidenced care for improved 

quality of life as well as connections for a social network. This integrated care plan for COPD is the first step in 

collaborating as cross-sectoral partners for patients with chronic disease to ensure coordinated, consistent, 

equitable and appropriate access. The Health Quality Partners have chosen to continue having a collaborative 

QIP with the primary focus for 2020-2021 being the earlier identification and documented assessment of 

palliative care needs among patients with progressive, life-limiting illness who would benefit from palliative 

care. 

 
Patient/client/resident partnering and relations  
 

Patient Experience Partners (PEPs) are patients and family members who have experienced the healthcare 

journey at Bluewater Health, and volunteer their time as advocates for future patients and families. The PEPs 

participated in the development of the QIP through monthly updates and were surveyed on indicators which 

gave them the opportunity to choose the indicators they felt were important for improving the patient 

experience at Bluewater Health. The PEPs are committed to monitoring the QIP metrics and progress 

throughout the year, and they are active on the Quality Patient Experience Committee, the Quality Committee 

of the Board and program councils. They are included in any new quality initiative including the hospital’s No 

One Waits (NOW) initiative for improved access to care, as an advocate for the patient’s voice. In preparation of 

the 2020-2021 QIP, PEPs participated in an information meeting to explain what the QIP is, why it matters, and 

QIP changes for the upcoming year, as well as influencing the indicators above.  

To improve integration of patients in our structures at Bluewater Health, the Co-Chairs of the Patient Experience 

Partner Council recommended that a new refreshed work plan be completed to enhance the implementation of 

effective partnerships with patients and families. Bluewater Health on boarded new PEPs representing more 

diverse illness and patient care experiences, culture, age and socioeconomic backgrounds.  Education was 

provided to PEPs to broaden effective patient partnership and included many clinical and operational leaders 

from Bluewater Health. This opportunity was extended to others from the Sarnia Lambton community as we 

recognize the importance of the patient experience across the continuum.   

 

Indigenous Patient Navigator 

The Indigenous Patient Navigator assists Indigenous patients, caregivers, and their families in better navigating 

the healthcare system. The aim of this position is to improve patient pathways and trajectory points within the 

hospital, and externally, from hospital to community care transitions. Continuous collaboration with Indigenous 

community partners helps to improve the outcomes for the Indigenous population.  Regular meetings to address 

gaps in discharge include the following stakeholders: Indigenous Patient Navigator, manager of discharge and 
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transitions, First Nation Home and Community Care program leaders and LHIN Home and Community care leaders. 

This year we were able to action the sharing of information and improving patient discharge from hospital to 

community. A community discharge directory and instructions for faxing patient discharge information to their 

respective First Nations home and community care program was created and implemented.  Collaboration with 

this group will be ongoing to improve processes and reduce gaps in services. Similarly, collaborative meetings will 

commence over the coming months to address the mental health and addictions patient population among local 

Indigenous communities.   

In 2018, the Erie St. Clair LHIN and Bluewater Health partnered to support an Indigenous Patient Navigator to 

assist Indigenous patients, caregivers, and their families in better navigating the healthcare system. In the last 

year Bluewater Health embarked on the Self Identification Project to enable Indigenous patients to voluntarily 

self-identify at the point of registration. Beginning in July 2019, all patients registering across the organization are 

being asked if they would like to self-identify as First Nation, Metis or Inuit.  1545 unique patients identified 

themselves upon registration from July to December 2019. The implementation of self-identification was 

supported by a diverse working group in consultation with local First Nations communities and Bluewater Health 

employees. The overall goal of self-identification is to increase access to Indigenous navigation support services.  

Any patient who self identifies as Indigenous receives information about the Indigenous Patient Navigator services 

and contact information. Alternately, self-identification allows the Indigenous Patient Navigator to connect with 

inpatients to help them move through the system in a culturally-relevant manner. 

 

Workplace violence prevention  
 

Bluewater Health, in alignment with the Public Services Health and Safety Association (PSHSA) 

recommendations, has taken steps to raise awareness, and reduce the number of workplace violence events 

experienced by staff. Bluewater Health continues to work on strengthening our workplace violence prevention 

initiatives by implementing an interdisciplinary Workplace Violence Prevention Committee (WVPC) that reports 

to the Quality and Patient Experience Committee, and the Multi-Workplace Joint Health and Safety Committee.  

As one of its functions, the WVPC reviews patient cases where there have been multiple incidents of workplace 

violence reported, attempting to generate new ideas and suggestions relating to how to best protect staff caring 

for patients with repeated incidences of workplace violence, while maintaining quality patient care. After review 

of all areas at Bluewater Health for assessment of risk, strategies have been put in place to improve the safety of 

each and every area. Training in Non-Violent Crisis Intervention and Gentle Persuasion is offered to all staff and 

has become mandatory for the highest risk areas of the hospital. Our goal is to promote reporting, and reduce 

violent events by de-escalation strategies, training and individualized care planning for complex patients.  

 
Alternate level of care (ALC) 
 

Bluewater Health has continued to work alongside community partners and the ESC LHIN to improve access and 

transitions and as well work collaboratively on a collective discharge policy. With our partners, we have been 

working towards an integrated discharge model and will continue to work closely with community partners such 

as Lambton Elderly Outreach to increase successful complex transitions in care.  Within Bluewater Health we 

have implemented strategies to improve the discharge process and engage patients and families earlier in the 
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process. Teams are completing daily bedside shift reporting to include the patient and family in conversations 

about their individual plan of care and planned discharge date. Weekly, Bluewater Health completes Complex 

Discharge Rounds to ensure all services are explored to support the discharge plan for patients.  As we move 

into the upcoming year we acknowledge the challenges in ensuring the right patient receives the right services 

in the right place. Upcoming projects will focus on improving transitions and will include working groups like 

Indigenous Care Transitions and Long-Term Care homes to better partner for successful transitions. Along with 

the Patient Experience Council members, Bluewater Health will be implementing a patient partnered worksheet 

for discharge planning meetings to improve communication and assist patients and families to plan for care 

outside of the hospital.  

 

Virtual Care  
 
In order for care to be effective, it needs to be delivered at the right time and in the right settings.  
The Ontario Telemedicine Network, better known as OTN, is expanding every day and at Bluewater Health we 

are invested in using the system in order to connect our community, support our patients and reduce service 

gaps. OTN’s main goal is to ensure every Ontarian has easy access to the best healthcare where and when they 

need it. OTN streamlines the healthcare process, while also expanding the way knowledge is shared and how the 

medical community interacts with each other and their patients. In Sarnia-Lambton, we often find there are 

services patients required that are not available in our community. OTN bridges the gaps, where we can quickly 

coordinate access to specialties without leaving our community. OTN also allows our local physicians or 

specialists to be service providers to patients in other communities. Bluewater Health has been utilizing OTN 

since 2008 and has built its workflows for four specific OTN services. E-visits are direct Clinical Patient Visits 

where a patient utilizes a camera to remotely interact with a care provider. These are coordinated between the 

specialist or tertiary care centre, our Bluewater Health OTN coordinator and the patient.  Patients are seen in an 

outpatient clinic setting within the hospital and supported by a nurse when clinical assessments are needed.  

Multidisciplinary Case Conferences allow for a forum to discuss patient cases among a large group of specialists, 

and in turn allowing for consensus in a care decision.  These conferences are scheduled routinely, weekly or bi-

weekly, allowing our physicians to register for the event to speak about their patient cases. E-consults are a way 

that our healthcare team is able to directly ask a specialist questions about a patient’s care, so they can receive 

validation in care decisions.  

Bluewater Health has utilized 1,500 hours of OTN time in 2019, an 18 % increase from 2018.   Clinical events 

represent 66% of the total time on OTN. We have seen a 40% growth in clinical OTN time in 2019. One of our 

most frequently used clinical service is Telestroke to connect a patient to a stroke neurologist to observe, assess 

and advise on the treatment protocol.  OTN has become a resource for communities in close proximity to Sarnia-

Lambton due to a shortage of Urologists in Chatham-Kent. This provides access to patients that would normally 

have to travel for this support.  OTN has provided access to physicians for the Mental Health population. There 

has been a growing use of OTN to connect patients from rural health centres to provide access for patients to 

our local psychiatrists.  

In 2020, Bluewater Health is embarking on advancing OTN possibilities as well as creating capacity and access to 

meet demand within the hospital. Inpatients that are stable to be discharged post urology procedures earlier in 
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their journey will be provided with access and an OTN virtual appointment will be completed by the physician in 

the form of an e-visit the following day post discharge.  

 
Performance Based Compensation 
 
The purpose of performance-based compensation related to the Excellent Care for All Act (ECFAA) is to drive 

accountability for the delivery of quality improvement plans.  Performance-based compensation can help 

organizations to achieve both short and long-term goals.  Performance-based compensation will enable 

organizations to: 

1. Drive performance and improve quality care 

2. Establish clear performance expectations 

3. Create clarity about expected outcomes 

4. Ensure consistency in application of the performance incentive 

5. Drive transparency in the performance incentive process 

6. Drive accountability of the team to deliver on the Quality Improvement Plan 

7. Enable teamwork and a shared purpose 

 

Compensation for the entire executive team at Bluewater Health is linked to our organization’s achievement of 

quality improvement targets set out in our annual Quality Improvement Plan. The executive team refers to the: 

• President & Chief Executive Officer 

• Chief of Professional Staff 

• Vice President, Operations (2) 

• Integrated Vice President, Mental Health and Addiction Services 

• Chief Nursing Executive 

• Chief, Communications and Public Affairs 

 

Our 2020/2021 Pay for Performance Plan is in compliance with the Excellent Care for All Act, 2010 and the Public 

Sector Compensation Restraint to Protect Public Services Act, 2010.  

For each of our executives, 2% of their current base salary will be withheld and is "at risk" and linked to 

Bluewater Health’s achieving the targets set out in the 2020/2021 Quality Improvement Plan on the indicators 

outlined below.  The 2% will be received based on the Primary Indicator- Time to Inpatient Bed- with 1 % linked 

to meeting the Primary Indicator measurement and the other 1% linked to meeting two of the three supporting 

indicators for the Primary Indicator. Measurable targets have been met as defined below. Specifically, the 

targets are the following: 
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Indicator Current Performance 

YTD 

Goal 

 Primary Indicator 

90th Percentile Time to Inpatient Bed 

 

14.2 hrs. 

 

13.9 hrs. 

Supporting 

Indicators 

Improving conservable bed days by improving Acute 

Length of Stay  

 

6626 days 

 

5251 days 

Patient Experience- Received enough discharge 

information on leaving hospital, or similar question. 

Collecting baseline with an internal phone 

survey 

Alternate Level of Care (ALC) 13.6% 13.6% 

Repeat Unscheduled Visits to Emergency Department 

(ED) within 30 days for Mental Health Condition (age 12-

25) 

16.4% 16.1% 

Documented assessment of palliative care needs among patients with 
progressive, life-limiting illness who were identified to benefit from 
palliative care 
 

 

Not currently tracked 

 

Collect baseline 

 

Number of Workplace Violence Incidents 335 Collecting Number 

of Incidents 

 
 
 
 
 
 
 
Contact Information 
 
Bluewater Health, Sarnia 
89 Norman Street 
Sarnia, Ontario 
N7T 6S3 
Tel: (519) 464-4400 
Fax: (519) 464-4407 
 
 
 
Charlotte Eleanor Englehart Hospital of Bluewater Health 
450 Blanche Street 
Petrolia, Ontario 
N0N 1R0 
Tel: (519) 882-4325 
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Sign-off:  

 

I have reviewed and approved our organization's Quality Improvement Plan. 

 

Paul Wiersma 

Board Chair 

 

 

 

Brian Knott 

Chair, Quality Committee of the Board 

 

 

 

Mike Lapaine 

President & Chief Executive Officer 

 

 

 

Dr. Michel Haddad 

Chief of Staff 

 

 

 


