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Objectives

Identify
Identify processes and 
tools to optimize the 
implementation of a 
new pain assessment 
tool

Demonstrate
Demonstrate tools used 
to prepare for successful 
implementation of a 
new pain assessment 
tool

Understand
Understand the balance 
between standardization 
and customization as 
they pertain to patient-
centered care, clinical 
practice, and 
documentation

Discuss
Discuss how use of non-
standard documentation 
affects implementation 
of the pain information 
model



Exercises

PROBLEM 
STATEMENT

FISHBONE DIAGRAM WORK BREAKDOWN 
STRUCTURE

SMART GOALS

PROJECT PLAN OUTCOMES 
MEASUREMENT



Situation
Your pain champion needs your help 

investigating supplemental or alternative pain 
assessment tools for use in an adult inpatient 

setting.



How would you rate 
your pain on a scale 

from 0-10, 0 being no 
pain and 10 being the 

worst pain you can 
imagine?



https://i.pinimg.com/originals/f7/fa/be/f7fabedcf9183fef0d7a2f6554029de0.jpg



"Problem Statement"



Numeric Rating Scale
PROS CONS

Standardized tool Number influenced by multiple 
factors internal & external

Easy to use Unable to use in all situations

Patient's subjective report of their 
pain

Report is subjective for patient 
and clinician

Measurements can be tracked & 
trended over time

Single measurement at a single 
point in time independent of 
other factors

Comparable within the tool Cannot compare across pain tools

Shareable, Interoperable Not semantically interoperable
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Exercise 1 

• Define your problem statement
• Share with two of your neighbors



Fishbone Diagram

Problem 
or 

Outcome

Process / PolicyPeople Product

Environment Equipment / Supplies



Exercise 2

• Complete a Fishbone Diagram for your 
problem statement



• Clinically Aligned Pain Assessment tool 
(CAPA©)

• Assesses pain using a transactional 
conversation between patient and clinicians

• Copyright: Donaldson & Chapman, 2013, 
University of Utah
– Modified for use (with permissions) at University 

of Minnesota Medical Center

Search Results



How has your 
comfort level 

been?

It's manageable 
except when I get 

up to go to the 
bathroom.



Is this a change 
for you?

No; the pain is 
better than 
yesterday.



I see you've been 
taking 1 Percocet every 

four hours; how 
effective has that been 
to address your pain? 

It's been 
effective. I'd like 
to try taking it 
every 6 hours 

instead.



Drew & Topham, 2014



CAPA©

PROS CONS

Standardized tool Newer tool; less used

Guided patient – clinician 
conversation Requires conversational skills

Considers multiple factors of the 
pain experience over time

Measurements difficult to track & 
trend visually over time

Comparable within the tool Cannot compare across tools

Improved semantic "operability" Not interoperable



Goal Definition

https://www.livechatinc.com/wp-content/uploads/2017/12/customer-service-smart-goals@2x.jpg



Process & Outcome Measures

Process 
Measures

• Weekly documentation compliance by unit
• Identification of continued NRS use by user

Outcome 
Measures

• CAPA outcomes
• Patient satisfaction scores



Exercise 3
• Adapt these process and outcome measures 

into SMART goals

Process 
Measures

• Weekly documentation compliance by unit
• Continued NRS use by user

Outcome 
Measures

• CAPA outcomes
• Patient satisfaction scores



Work Breakdown Structure

• Lists the work to be done
• Break down implementation activities into 

manageable steps
• Group work into larger buckets of work
• Identify critical paths and dependencies

http://www.justpeachy.co/wp-content/uploads/2016/05/IMG_2567.jpg
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CAPA © 
Implementation

WBS Example

Evaluation
Documentation

Gather 
documentation 
requirements

Request 
copyright 

permissions

Perform 
lit search

Interview 
University 

of Utah



Exercise 4

• With your table, begin your work breakdown 
structure.



Project Plan

Drew & Topham, 2014



Exercise 5

• Use the WBS to create a high-level project 
plan.



Measurement

• Think about how you would visualize your 
process and outcome metrics



Tracking Tool - Documentation

Drew & Topham, 2014



Tracking Tool – Patient Survey

Drew & Topham, 2014



Tracking Tool

Drew & Topham, 2014



Tracking Tool



Tracking Tool

Drew & Topham, 2014



Discussion

• As a new pain assessment tool, what effect 
does the use of CAPA© have on patient-
centered care, clinical practice, and 
documentation?

• How would you address CAPA© in the context 
of the pain information model?

• Should CAPA© be mapped to Snomed-CT & 
LOINC as part of the pain information model?
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