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(Original Article)
Applying LEAN Concepts to Improve Quality of Outpatient Care:
Case Study from Bhumibol Adulyadej Hospital

Orapich Kayunkid MD.
Department of Surgery, Bhumibol Adulyadej Hospital, Directorate of Medical Services,
Royal Thai Air Force, Bangkok, Thailand
Correspondence to : Okayunkid@gmail.com

(Received : 6 May 23,  Revised : 14 Jun 23,  Accepted : 26 Jun 23)

Abstract
Background : Volume of outpatient services at Bhumibol Adulyadej Hospital have impact on limited health
resources. This qualitative research, therefore, aims to 1) study the application of LEAN concepts for
improving the quality of outpatient services at Bhumibol Adulyadej Hospital; 2) to analyze factors affecting
the success of implementing LEAN concepts into practice.
Methods : We selected specific informants, collected data by in-depth interviews and study related documents.
Data analysis was performed using content analysis method.
Results : The use of the LEAN concept for improving the quality of outpatient services can be divided into
3 phases: the first phase; starting the project, preparing policy guidelines and public relations throughout
the organization and build a quality development team according to the LEAN concept. Second phase;
implementation by training personnel and creating a pilot agency assessment. Third phase; the successful
results include: improving quality of outpatient services, patients and service providers are satisfied, and
creating new innovations from routine work.
Conclusion : Success factors include organizational leadership, teamwork of personnel at all levels, patient-
centered management, the use of strategic policies to drive organization, having a directly responsible team
and using culture management based on LEAN mindset to achieve sustainability.
Keywords : LEAN concept application, quality improvement, outpatient services
Royal Thai Air Force Medical Gazette, Vol. 69 No. 1 January - April 2023
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(Original Article)
Risk Factors for One-Year Mortality in Elderly Patients Undergoing Surgery

for Intertrochanteric Fracture

Chayut Chaiperm MD., Buncha Athikraimongkol MD., Parama Athibovornsuk MD.,
Thana Narinsorasak MD.
Arthroplasty unit, Division of Orthopedics, Bhumibol Adulyadej Hospital,
Directorate of Medical Services, Royal Thai Air Force, Bangkok, Thailand

Correspondence to: Thana Narinsorasak (ohm_ort@gmail.com)

(Received : 20 April 23,  Revised : 6 June 23,  Accepted : 10 June 23)

Abstract
Objective : To identify risk factors associated with one-year mortality following intertrochanteric hip
fracture surgery in elderly patients.
Methods : We collected data on elderly patients aged 60 years or older who underwent surgical internal
fixation for intertrochanteric hip fractures at Bhumibol Adulyadej Hospital. We analyzed factors that may
affect mortality rates using statistical analysis.
Results : Of the population studied, 73.6 % were female and 26.4 % were male, with an average age of 78
years for males and 80 years for females. The majority of patients were classified as American Society of
Anesthesiologists class II (68.1 %) and had two joint diseases before treatment (38.9 %). The study found
that male patients had a 3.615 times higher risk of mortality compared to females [95 % Confidence interval
(CI) 1.051-13.101; p = 0.049]. Patients with postoperative blood calcium levels less than 8 mg/dL had a 7
times higher mortality rate than those with levels greater than 8 mg/dL [95 %CI 1.454-33.696; p = 0.023].
Conclusion : Our study identified two significant risk factors associated with increased mortality rates in
elderly patients undergoing intertrochanteric hip fracture surgery: male gender and postoperative blood
calcium levels less than 8 mg/dL. These findings can help clinicians identify high-risk patients and optimize
postoperative care to improve outcomes.
Keywords : Intertrochanteric fracture, elderly, mortality rate
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9197 1 Demographics Data

Number percentage

Age

61-70 5 6.9

70-79 28 38.9

80-89 35 48.6

90-99 4 5.6
Gender

Male 19 26.4

Female 53 73.6
ASA Class

I 11 15.3

I 49 68.1

I 12 16.7
Co-morbidity

1 18 25

2 28 38.9

3 16 22.2

>4 10 13.9
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AN999 2 ﬂaa‘i’mﬁmﬂtﬁmm&j’ﬂw (Patient related factor)

Dead Alive 0dd ratio P-value 95 %CI
Age
61-70 1 (20 %) 4 (80 %) 3.615
70-79 7 (25 %) 21(75 %)
80-89 3 (8.6 %) 32 (91.4 %)
90-99 1 (25 %) 3 (75 %)
Gender
Male 6 (31.6 %) 13 (68.4 %) 3.615 0.049 1.051-13.101
Female 6 (11.3 %) 47 (88.7 %)
ASA Class
I-I 9 (15 %) 51 (85 %) 0.5629 0.72 0.12-2.341
-1V 3 (25 %) 9 (75 %)
Comorbidity
1-2 5(10.9 %) 41 (89.1 %) 0.331 0.104 0.093-1.179
>3 7 (26.9 %) 19 (73.1 %)
Calcium level
<8 mg/dL 4 (50 %) 4 (50 %) 7.000 0.023 1.454-33.696
>8 mg/dL 8 (125 %) 56 (87.5 %)
Albumin level
<3 3(23.1%) 10(76.9%) 1.667 0.469 0.382-7.267
>3 9(15.3%) 50(84.7%)
Hemoglobin level
<10 7 (23.3 %) 23 (76.7 %) 2.252 1.646 0.639-7.941
>10 5(11.9 %) 37 (88.1 %)
Lymphocyte count
<1500 8 (242 %) 25 (75.8 %) 2.80 2.517 0.759-10.329
>1500 4 (10.3 %) 35 (89.7 %)
Vitamin D level
<25 3 (115 %) 23 (885 %) 0.5636 0.771 0.131-2.189
>25 9 (196 %) 37 (80.4 %)
UTI
Infection 7 (241 %) 22.(75.9 %) 2418 1.952 0.685-8.543
Non-infection 5(11.6 %) 38 (88.4 %)
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9199 3 JasafesniinaaINmMs5n1 (Treatment related factor)

Dead Alive 0Odd ratio P-value 95 %CI
Time to surgery
<7 days 7 (20 %) 28 (80 %) 1.600 0.545 0.456-5.611
>7 days 5 (13.5 %) 32 (86.5 %)
Length of stay
<2 weeks 2(95 %) 19 (90.5 %) 0.432 0.489 0.086-2.165
>2 weeks 10 (19.6%) 41 (80.4 %)
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Abstract
Background : Currently, there is several controversies on duration and healing rate of high-grade liver injury.
The burden of non-healing liver injury affects patient’s daily living activities.
Objectives : To investigate outcome and factors associated with the resolution of traumatic liver injury at
4-week period in both low-grade and high-grade liver injury according to American Association for Surgery
of Trauma (AAST) liver injury grading scale.
Methods : Medical records review was conducted on all traumatic liver injury patients admitted to Bhumibol
Adulyadej Hospital from January 1%, 2014 to December 31%, 2019 and follow up abdominal contrast
computerized tomography (CT) scan within 4 weeks after injury. Patient data obtained include age, gender,
hematocrit, liver function test, hemodynamic stability, mechanism of injury, operative management, lengths
of hospital stay and ICU stay, outcome at follow-up CT scan, and time to follow-up CT scan. Patients were
classified into high-grade liver injury (grade IV-V) and low-grade liver injury (Grade I-III). The comparison
of outcomes between groups was analyzed and statistical significance was set at p-value <0.05.
Results : A total of 126 traumatic liver injury patients were included. Of which, 54 (43 %) were high-grade
liver injury and 72 (57 %) were low-grade liver injury. In overall, 68 (54 %) recovered from liver injury. CT scan
at 4-week found resolution of liver injury in 7 % of high-grade injury compared to 89 % in low-grade injury
(p-value <0.001). Factors associated with overall healing outcome included blunt mechanism (95 %CI =
1.29-17.48), normal arrival hematocrit (95 %CI = 1.21-10.94) and absence of any liver surgery (95 %CI =
0.99-5.22).
Conclusions : CT scan is a useful modality to evaluate healing of liver injury. Resolution of high-grade injury
at 4-week is low. Early transfusion may promote healing of liver injury.
Keywords : high-grade liver injury, nonoperative management, CT scan, trauma
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Introduction

Currently, liver injury patient treatment has
been primarily initiated as non-operative therapy
(NOM)"?. The assessment of other associated
injuries and severity of liver injury based on injury
scaling according to the American Association for
the Surgery of Trauma (AAST)®”. Most patients
with blunt mechanisms tend to success with
non-operative therapy without any subsequent
comphcationsm . CT scan follow-up after high-grade
injury may disappear at 4 months®. Coccolini F,
et al., reported most of liver injuries may resolve in
4 to 6 weeks after trauma thus whenever liver injury
has completely resolve, patient may perform daily
routine life® , however, there still controversy in the

complete healing time and unknown proper time to

follow-up CT scan in high-grade liver injury.

Patient and methods

This is descriptive analysis study primary
outcome to determine healing rate of traumatic liver
injury at 4-week and secondary outcome to determine
clinical factors enhancing resolution of traumatic liver
injury.

Medical records reviewed and approved by

the Institutional Review Board (Registration number

Vol. 69 No. 1 January - April 2023

43/62) included all traumatic liver injury patients
admitted in Bhumibol Adulyadej Hospital during
January 1%, 2014 to December 31%, 2019 and follow
up with abdominal contrast computerized tomography
(CT) scan within 4 weeks after injury. Patient data
obtained included age, gender, hematocrit, liver
function test, hemodynamic stability, mechanism of
injury, operative management, lengths of hospital
stay and ICU stay, outcome at follow-up CT scan
and time to follow-up CT scan. All imaging studies
were reviewed by single experience radiologists then
classified into high-grade liver injury (grade IV-V)
and low-grade liver injury (Grade I-III) base on
definition of liver injury are classified using AAST
grading scale as table 1 and picture 2 and final
follow up CT scan are reported as healed liver injury
as Picture 3. The different severity grading of liver
injury (low-grade vs high-grade). The descriptive
statistics data were described by frequencies/
percentages with interquartile range and mean with
standard deviation. The descriptive analytic
comparison of outcomes between two groups were
using statistical significance set at p-value <0.05.
Correlation was evaluated using the Chi-square test
and logistic regression analysis performed on IBM

SPSS Statistics Version 22 (Chicago, IL, USA)
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Table 1 American Association for the Surgery of Trauma liver injury severity scale

Grade Injury Description
I Hematoma Subcapsular, < 10% surface area
Laceration Capsular tear, < 1 cm parenchymal depth
I Hematoma Subcapsular, 10 % to 50 % of liver surface area

Intraparenchymal < 10 cm in diameter

Laceration Capsular tear 1 - 3 parenchymal depth, < 10 cm in length

I Hematoma Subcapsular, > 50 % surface area of ruptured sub capsular or paren
chymal hepatoma; intraparenchymal hepatoma > 10 cm or expanding

Laceration > 3 cm parenchymal depth

v Laceration Parenchymal disruption involving 25 % to 75 % hepatic lobe or 1 - 3

Couinaud’s segments

\Y Laceration Parenchymal disruption involving > 75 % of hepatic lobe or > 3

Couinaud’s segments within a single lobe

Vascular Juxtahepatic venous injuries (retro-hepatic vena cava/central major

hepatic veins)

VI Vascular Hepatci avulsion

* Severity of liver injury

Normal liver function test is defined as
normal all three liver parameters, Anemia is defined

as hematocrits below than 30 % and stable vital

signs is defined as no more than shock class 1 as

described by ATLS 10™ ed”.

Picture 2 Healed of liver injury, Above are high

grade liver injury with healed outcome after
thirty four days, below are low grade liver injury

healed after forty three days

Picture 1 Liver injury scale
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Results

Overall, 152 traumatic liver injury patients
were admitted at Bhumibol Adulyadej Hospital
during 1% January 2014 to 31" December 2019. Of
these 26 patients were excluded because of 22
patients who lost follow-up and 4 patients who died
during the follow-up period by other causes not
related to trauma. From 126 eligible patients remained
in this study, 72 patients were liver injury grade
[ - IlT and defined in the low-grade liver injury group,
and 54 liver injury patients of grade IV-V defined as
the high-grade injury liver group.

The baseline characteristic between groups
was shown in Table 2, Mean age of high-grade liver
injury was 32.81 + 13.47-year-old and low-grade liver
injury was 32.44 + 12.82-year-old (p-value 0.875).
There were 46 (85.2 %) males and 8 (14.8 %) females
in the high-grade group and 60 (83.3 %) males, 12
(16.7 %) females in the low-grade group (p-value =
0.778)

The mean of hematocrit at arrival was
35.41 + 6.30% and anemia was found in 12 patients
(22.2 %) in high-grade group. Meanwhile, in
low-grade group, the mean hematocrit was 39.16 +
591 %, and the number of patients with anemia
was lower (8 %). In high-grade liver injury, there
were blunt mechanisms in 52 (96.3 %) patients and
penetrate mechanisms 2 (3.7 %) patients. In

low-grade liver injury, there were blunt mechanisms
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of 57 (79.2 %) patients and penetrate mechanisms
15 (20.8 %) patients (p-value = 0.005).

Vital sign at arrival is stable in 36 (66.7 %)
patients in high-grade group and 50 (69.4 %) patient
low-grade group (p-value = 0.740). Normal liver
function test at arrival were found in 18 (33.3 %)
patients’ high-grade group and 24 (33.3 %) patients’
low-grade group (p-value = 1.00). The baseline
characteristic between groups, we have found no
significant difference of patients’ age, sex, vital sign,
and liver function test, but found significant
differences in initial hematocrits, and mechanism of
injury.

High-grade group found healed outcome
after follow up CT scan in 4 (7.4 %) patients, and 64
(88.9 %) patients were found in low-grade group
(p-value < 0.001). The mean of time to follow up CT
scan was 19.85 + 13.96 days and 20.50 + 12.30 days
in high-grade group follow by low-grade group
(p-value = 0.783). Seventeen (37.56 %) of high-grade
liver injury patients underwent liver surgery while
14 (194 %) of low-grade liver injury patients underwent
liver surgery (p-value = 0.121). The healed outcome
is significantly higher in low-grade injury 89 %
compared to 7 % in high-grade injury with p-value
less than 0.001. But no significant difference in length
of hospital stay, ICU stay, and time to follow-up

CT scan.
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Table 2 Baseline characteristics between group
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Characteristics/Grade of injury High grade Low grade p - value
(N = 54) (N =72)
Age, mean (interquartile range), years 32.81 + 1347 32.44 + 12.82 0.875
Sex, n (%) 0.778
Men 46 (85.2 %) 60 (83.3 %)
Women 8 (14.8 %) 12 (16.7 %)
Hematocrit at arrival (Hct), (%) 35.41 + 6.30 39.16 + 591 0.001
Anemia, n (Het < 30 %) 12 (22.2 %) 6 (8.3 %) 0.027
Mechanism of injury, n (%)
Blunt 52 (96.3 %) 57 (79.2 %) 0.005
Penetrate 2 (3.7 %) 15 (20.8 %)
Vital sign at arrival, n (%)
Stable 36 (66.7 %) 50 (69.4 %) 0.740
Unstable 18 (33.3 %) 22 (30.6 %)
Liver function test at arrival, n (%)
Normal 18 (33.3 %) 24 (33.3 %) 1.00
Abnormal 36 (66.7 %) 48 (66.7 %)
Outcome after follow up CT scan
No healed 50 (92.6 %) 8 (11.1 %) < 0.001
Healed 4 (7.4 %) 64 (88.9 %)
Time to follow up CT scan (day) 19.85 + 13.96 20.50 + 12.30 0.783
Liver surgery 17 (37.5 %) 14 (19.4 %) 0.121
Length of Hospital stay (day) 12.97 + 10 15.33 + 17.69 0.363
Length of ICU stay (day) 3.13 + 3.21 3.36 + 3.17 0.688

Significant factor-enhancing healed outcomes were associated with blunt mechanism, no anemia

at arrival, and absence of liver surgery during admission are shown in table 3.
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Table 3 Factor-enhancing healed outcomes
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Factors No healed Healed p - value 95% CI
(N = 58) (N = 68)
Mechanism 0.012 1.29 - 1748
Blunt 55 (94.8 %) 54 (79.4 %)
Penetrate 3(5.2 %) 14 (20.6 %)
Vital sign at arrival, n (%) 0.822 043 - 1.95
Stable 39 (67.2 %) 47 (69.1 %)
Unstable 19 (32.8 %) 21 (30.9 %)
Hematocrit at arrival (Hct), (%) 0.016 1.21 - 1094
Anemia, n (Het < 30 %) 13 (22.4 %) 5(7.4 %)
No anemia 45 (77.6 %) 63 (92.6 %)
Liver function test at arrival, n (%) 0.800 0.41 - 47.02
Normal 20 (34.5 %) 22 (32.4 %)
Abnormal 38 (65.56 %) 46 (67.6 %)
Liver surgery 0.050 0.99 - 5.22
Yes 19 (32.8 %) 12 (17.6 %)
No 39 (67.2 %) 56 (82.4 %)
Table 4 High-grade liver injury with the healed outcome
Patient Age Sex Mechanism Vital Anemia LFT LOS LOS in Liver
number (yr) sign at (Het %) (day) surgery
arrival
1 26 Male Penetrate Stable Yes Abnormal 5 No
(27.9 %)
2 25 Male Blunt Stable No Abnormal 19 No
(39.56 %)
3 52 Male Blunt Stable No Abnormal 7 No
(47.7 %)
4 19 Male Blunt Stable No Abnormal 6 No
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Discussion

This descriptive analysis study reviewed
126 liver injury patients, 54 (43 %) were high-grade
liver injury and 72 (57 %) were low-grade liver injury
reflex our country has a high incidence of high-grade
liver injury and most of the mechanism is blunt
trauma. Multidisciplinary team approach needs
to apply since the injury patient's arrival in the
emergency department. We found 68 patients
recovered from liver injury regarding to healed
outcome at 4-week included 7.4 % in high-grade
injury (n=4) and 88.9 % in low-grade injury (n=64)
without open liver surgery. These result are similar
to Melloul E., et al”. recommended non-operative
management (NOM) of Grade III to V blunt hepatic
injury is the first treatment option to manage
hemodynamically stable patients.

Even in unstable at arrival patients whose
need initial resuscitation and close re-evaluation can
NOM as our result focusing on high-grade, four healed
patients, none have liver surgery and three of them
have blunt mechanisms, and no anemia. As shown
in Table 4. However, in the overall results, the stable
vital sign was not significantly associated with the
healed patient (p=0.882) and the stable vital sign
was not significantly associated in healed patient
(47 (69.1 %) vs 21 (30.9 %), p=0.822, 95 %CI 0.43-
1.95). Surgical exploration should reserve for only
indicated patients. The non-active bleeding liver
injury should not be operated regardless of severity
grading from our success in NOM included
high-grade liver injury (n 31 vs 95, p=0.050, 95 %CI
0.99-5.22).

According to significant factors including
blunt mechanism, normal hematocrit at arrival, and
absence of open liver surgery. We hypothesized that

early blood transfusion aims to correct initial
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anemia may associate with an improved healing rate
of liver injury.

The mechanism of live injury differs in each
country due to the socio-economic environment.
Bangkok, Thailand has a major cause of injury from
road traffic accidents associated with high incidents
of multiple trauma from motor vehicle crashes
association. The most mechanism of injury was
blunt and show statistically significant enhancing
healing factor (54 (79.4 %) vs 14 (20.6 %), p=0.012
(95 %CI 1.29-17.48).

This study shown healing rate more than a
half of them (68 patients) resolve of liver injury
(Healed) found on CT scans after follow up about
4 weeks (19.85 + 13.96, 20.50 + 12.30, p = 0.73) and
higher healing found in low-grade regarding to healed
outcome at 4-week: 7.4 % in high grade injury (n=4)
compared to 88.9 % in low grade injury (n=64)
(p <0.001). Only 8/72 (11 %) low-grade injury
patients found un-healed outcomes at 4 weeks
follow up CT scan, however there were no further
management or follow up required and on long-term
complication and re-admission disappeared in this
study. Therefore, we believe that routine follow up
CT scan should not be performed in all low-grade
liver injuries. This can help with medical cost-
saving and reduce unnecessary radiation and

contrast exposure.

Limitations

This study is limited base on its retrospective
nature. Injury severity score could not be calculated
for all patients due to limited available data.
The follow-up time to CT scan was performed an
average of 20 days, not exactly 4 weeks, due to the
limitation of accurate appointments after the injury

schedule of CT scan in our institute.
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Conclusions

Contrast-enhancing CT scan is a useful

modality to evaluate the healing of liver injury and

the time to follow-up patients at four weeks is

recommended. Associated factors for healed outcome

include blunt mechanism, normal hematocrits at

arrival, and absence of liver surgery. Lastly, we

believe that early transfusion may promote liver

injury healing. With some promising data shown in

our study, further prospective trials can be helpful.
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