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Choosing the Right Path:
Growing a Clinical Pathways Program



A Path Towards Quality – A Defining Principle

“The fundamental problem with the quality of American medicine
is that we have failed to view the delivery of healthcare as a science…
Involves all involved in an episode of care……”

Peter Pronovost, MD, PhD, Johns Hopkins



Exponential Growth of Medical Knowledge

Volume of medical 
knowledge exceeds an 
individual clinician’s 
capacity to retain it..



Knowing – Doing Gap

Overuse of testing, overtreatment
Culture of perfection
Clinical uncertainty
Lack of evidence
Malpractice risk
Patient request
Payment structure

Underuse of testing, treatment
Knowledge, process gap
Access to healthcare
Social determinants

Unwarranted variation in Medical Care
Adults receive 54.9% of recommended care
Children receive 40% of recommended care



Organizational Complexity, Interdisciplinary Teamwork



A Path Toward a Best Practice & Team Mental Model

Evidence, expert consensus, Whiteboard, Word document
Posted CHOP Internet, 2005, Paper Order Set



Bottom-up and Top-Down

Emergency 
Department



Key Elements of Quality Improvement

Interdisciplinary Team Process

Education, Clinical Decision Support, Measurement



Hypothesis

• Decrease Evidence to Care Gap

• Common Mental Model

• Enhance Teamwork

• Expectations around communication

• Improved care process

• Care Model Enhancement

• Clinicians function at top of license

• Role specific jobs

• Implementation Strategies

• Education

• Chief complaint-based Order Set

• RN Initiated Orders

• Practice alerts

• Meaningful measurement

• Continuous Learning



SCD Fever: Defining Low Risk Criteria, 2010



SCD Fever Outpatient Care 

No bad outcomes



Changing Culture

VS



Chairs Initiative, 2009-2011

FY11   Care Model Operating Plan

FY12   Operating Plan



Highlights of Pathway Impact

ED Sickle Cell with 
Fever Pathway

• Admission rate decreased by 33%

ED Oncology 
Patient with Fever 

Pathway

• Admissions decreased by 16% in ED, 33% in Oncology 
clinic

ED Anaphylaxis 
Pathway

• Admission rate decreased by 60%

ED Ventricular 
Shunt Pathway

• CT radiation exposure decreased by 50%, decreased 
shunt surveys from 62% to 5%

AIS Spinal Fusion 
Rapid Recovery 

Pathway
• Post-op LOS reduced by median of 2 days



Program Vision

IOM, 2012

Become a Continuously Learning Healthcare System, the 
Clinical Pathways Program will enable CHOP to:

• Engage multidisciplinary teams in embedding 

evidence & local expertise into the delivery of 

pediatric medical care

• Reduce unnecessary variation in care 

• Reliably measure the quality of care we provide 

• Iteratively incorporate new evidence and 

information from measurement and clinician/family 

feedback into care recommendations.



Clinical Pathways Program - 2017



Clinical Pathways Program - 2022



Clinical Pathways Team



Pathway Development



Prioritization Matrix

Initial 

Screen
Pathway Alternatives CDS, Policy/Procedure

Impact

Supporting Evidence Guidelines, Research, Expert Consensus

Quality Impact Themes

Improve Outcomes, Increase Effectiveness/Efficiency, Promote Health & Healthy Communities, 

Reduce Disparities, Reduce Suffering, Reduce Time Needed to Care, Reduce Unnecessary Care, 

Keeping Kids out of the Hospital

Safety Harm Prevention, Employee Safety, RCA/ACA, Public Health Urgency, Delayed Diagnosis

Organizational Benefit Employee Engagement, Alignment with Strategic Plan, Employee Well Being, Financial Stewardship

Size/Scope of the 

Problem
Appropriately Defined Scope, Care Areas Impacted, Patient Volume, High Risk/Low Volume

Effort

SMARTIE Aim Clinical Outcomes

Team’s Commitment Previous Pathway Work, Support From Division Leadership



CHOP Improvement Framework

Clinical problem 
identified by local 
teams

RFP submission

Supporting evidence, 
quality impact themes, 
safety, SMARTIE Aim, 
size/scope, team 
commitment

Pathways team helps 
map the process and 
identify appropriate 
interventions based 
on evidence and 
expert consensus

Published pathway 
enhanced with CDS

Ongoing data 
measurement and 
pathway updates 
every 3 years



3-Year Review Process

• Evidence, expert consensus

• Local data

• Clinical Decision Support
• Use of Phrase Health to aid in 

review, analysis



Retiring Pathways

• Has the process or care become standard?

• Are there better tools now available to meet the team’s needs?

• Web analytics



Pathways Library

Care Area Number of Pathways

Emergency Department, Urgent Care 90

Inpatient Care 87

Intensive Care (PICU, CICU, N/IICU) 76

Outpatient Specialty Care 41

Primary Care 46

Behavioral Health 17



Clinical Pathways Team



Pathway Template



Pathways Library



Getting the Word Out



Clinical Pathways Program - 2022



Radar Dashboard - ED



ED, Inpatient: Diabetic Ketoacidosis Pathway



ED DKA Care Path



ED DKA Care Path



Primary Care: Headache Pathway



Primary Care: Headache Pathway



Primary Care: Enhanced Note Templates



Primary Care: Smart Set



ED, UC, Primary Care: Otitis Media Pathway



ED Otitis Media Discharge Smart Set



Clinical Pathways Program - 2022



Overall Adherence to AOM Guidelines



Overall Adherence to AOM Guidelines



Clinical Pathways Program - 2022



Clinical Pathways Program - Current



Clinical Pathways Team



Clinical Pathways Program - Current



Clinical Pathways Program - Future



Thank You


