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Nationwide presence

Maximum care 
hospitalAcute care hospital

Acute/rehab. hospital

Rehabilitation hospital

Headquarter

Who we are…

12 prevention 
centers

52 polyclinics

Outpatient 
care

87 hospitals

26 private clinics
24 rehabilitation

hospitals

15 elderly care 
homes

Acute care
Rehabilitatio
n

Elder care

Combined  34.000 beds

Hospitals from 46 to 1431 beds

90% of sales
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What does Quality, Safety, or any other value 
mean for hospitals….

Who actually is a Hospital?

Patients

Employees

• Medical Doctors

Academic?

Career oriented?

• Nurses

• Health Care Service Personnel

Owner

Management 
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The patients view…..
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Improving patient care. My right knee.

My right knee will probably need to be replaced soon. This has 

given me the opportunity to define, in very personal terms, 5 

specific dimensions of "total quality" that I will require from the 

medical institution that does my surgery and that every patient 

has the right to require of their encounters with the health care 

system. Don't kill me (no needless deaths). Do help me, and 

don't hurt me (no needless pain). Don't make me feel helpless. 

Don't keep me waiting. And don't waste resources, mine or 

anyone else's. 

....... As Gandhi said, "You must be the change you wish to see 

in the world.“
[Berwick DM, Ann Int Med, 142: 121-125, 2005]
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… translated into a Hospitals mission

Provide quality

• Best? 

• State of the art?

Do no harm

• Prevent risk

• Do no needless interventions

Provide Patient Service

Don’t waste resources

• Economics

5
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The perspective of value generation

Wirtschaftlichkeit in der Medizin, Prof. Dr. Ralf Kuhlen
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Structure is somewhat complex…
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Process adherence is weak (at ist best)…..
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„If you cannot measure it,  you cannot improve it“

http://bmj.bmjjournals.com/content/vol315/issue7103/images/large/gret03hr.f1.jpeg
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The goal of Quality management – improving 
quality!

„quality measurement without process improvement is 

not worthwhile“ Adrian Frutiger, Chur
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Measurement of quality
based on administrative 
routine data

Active Quality 
Management through
Peer-Review-Process

Transparency through 
publication 
of results

Quality Leadership in Germany
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Invention of
method

2000 2002

Implementation
HELIOS-wide

National and
international 
implementation

2008

Achievement of the quality
indicators (%)

Quality 
leadership

Today

https://de.wikipedia.org/wiki/Datei:Flag_of_Switzerland.svg
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Process

Outcome

Structure

The 2 classical cycles in quality management …
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Donabedian, 

USA, 1960’s

How do we provide 

care?

What do we do 

(or fail to do)?

Continuo
us

Monitori
ng

Sentinel
Event

Identify
the

Problem

Plan

DoCheck

Act

Our results…
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Quality management

Outcomes from routine data

 Weekly intranet update to all a employees

 Monthly report to head physicians and hospital management

 Monthly report at the executive board meetings

 Quarterly report of all missed goals at medical board; action plan

 Peer review

 Monthly M&M conferences 

Outcomes from Patients survey

 Monthly intranet update and report to hospital management, head 
physicians, head nurses

Process

 Monthly report on patient numbers, length of stay, documentation and 
coding 

Risk management

Closed and open Claim analysis

 All suspected and actual claims immediately reported in open database (risk 
console)

 Quarterly report to hospital management and head physicians

 Monthly report of the “error of the month” in “HELIOS Journal”

 2x / yr review in every specialty board of medical directors

 Yearly report and centralized peer review of never events

Pressure sores

 Quarterly report at medical board, action plan, Peer review

Obstetrics

 Yearly report and review of decision to delivery time and pH of newborn in 
emergency Cesarean Section 

Infection control

 Monthly report on hospital acquired infection and colonization rates

Components of HELIOS quality and risk management 
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Improvement
of medical processes and structure

data analysis outcome

peer review

… and our translation

continuous 

improvement

Results
(e.g. 

mortality)

Process
Structure

Quality indicators
- DRG routine data

- Open and closed claims 

- Surveys 

- Infection control data

- External QM data

Transparency
internal and external publication of 

quality results

HELIOS Quality & Medicine Ralf Kuhlen 14
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Benchmark with German average for frequent medical conditions
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Our medical goals …
Acute myocardial infarction (AMI) mortality rate (%)
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Hospital mortality rates in AMI
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Hospital mortality rates in AMI
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Hospital mortality rates in sepsis
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Hospital mortality rates in sepsis
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Peer review

HELIOS Quality & Medicine Ralf Kuhlen 21
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Cumulative mortality effect of all 

peer reviews  in all Categories 
Mortality rates before and 1 year after Peer 

Review referenced by the German average

HELIOS Quality & Medicine Ralf Kuhlen 22
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… day to day problems are often not 
solved, not even realized…
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Communication as a common source of error
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GmbH

Monthly Mortality and Morbidity (M&M)  conference
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http://www.welt.de/gesundheit/article106172535/Meiste-Behandlungsfehler-bei-Hueft-OPs-und-Geburten.html

http://www.bild.de/politik/inland/behandlungsfehler/tod-durch-aerztepfusch-22667672.bild.html

Patient safety – do no harm! The public 
perception….

http://www.welt.de/gesundheit/article106172535/Meiste-Behandlungsfehler-bei-Hueft-OPs-und-Geburten.html
http://www.bild.de/politik/inland/behandlungsfehler/tod-durch-aerztepfusch-22667672.bild.html
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„Together for more safety“
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“Together for more safety”

What are we doing… What you should…

Risk Reduction and perception of safety
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Our low risk mortality rates…
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http://www.google.de/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwiCkcmxyL_TAhVDbxQKHRCIA9MQjRwIBw&url=http://de.uefa.com/uefachampionsleague/season%3D2017/standings/&psig=AFQjCNGIWrOsvAcubGARKMUSOy6f3irKYA&ust=1493208172297273
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The outcomes – life expectancy for > 65 yr….
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The longer the better? Here AMI as an example?

32
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I hope I made our view somehow clear 
otherwise….


