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Rapid scale up of 
Covid-19 medium risk
pathway 

Improvement with our feet to the fire!
Photo by Önder Örtel on Unsplash 

https://unsplash.com/es/@onderortel?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/pandemic?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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The problem

• Variation across health 

services in Victoria regarding 

management of patients at 

home

• 6 weeks until expected peak in 

Delta cases

• Projected lack of critical 

supplies e.g. pulse oximeters. 

Inconsistency in resourcing
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Things that were a little odd…
• There was no policy

• There was no team

• We didn’t know who to 

talk to

Photo by Jon Tyson on Unsplash 

https://unsplash.com/@jontyson?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/collections/63496094/confusion?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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The Team

• Safer Care Victoria and 
Institute for Healthcare 
Improvement 
(Improvement expertise)

• Communication 
specialists

• Consumer co-design 
leads
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The Scope
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Modelling of numbers
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Parallel versus serial workflow

Image: Marquis Multiplane 1908: Public Domain
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For Victorians on the 
medium-risk COVID Positive 
Pathway to be able to 
effectively self-manage and  
monitor their symptoms at 
home with pulse oximeters 
(where clinically appropriate) 
with clinical support and 
treatment as necessary by 
5th November

Medium-risk COVID 
positive Consumer  

Self Managemement & 
Monitoring at Home

Standardised 
Protocols and 

Guidelines

Onboarding, training and 
self-management & monitoring 
resources for consumers

Regular check-ins and support 
provided by health service 
staff.

Development of generic & CALD patient information, including videos 

Provide a pack with instructions for using pulse oximeter and recording oxygen saturation  measures, with clarity on 
escalation pathways if condition deteriorates

Development and dissemination of evidence-based guidelines on the medium-risk COVID Positive Pathway and use of 
pulse oximetry at home, with clear escalation protocols should the consumer’s condition deteriorate

Review and refine risk assessment processes for each PHU to determine which medium-risk consumers are suitable for 
home monitoring 

Review and define how COVID monitor app is used to support consumers on pathway

AIM   

 

Medium-risk COVID Positive Pathway Driver Diagram

Consumer Pack – diary, 
instruction

Health service guideline 
implementation process

Standardised processes for 
Health services and PHUs

Effective Clinical Governance

Workforce skills & capability 
building 

Define minimum skill and workforce requirements for the provision of pulse oximetry

Develop and disseminate training and resources for staff

Determine and support PHUs to establish the required workforce to support 
- logistics and provision of  equipment
- consumer advice and clinical monitoring

Workforce

Workforce capacity 

Health and Safety

Accesible Equipment Pulse oximeters

Distribution methods

Source real time data on availability of pulse oximeters across Vic/regions

Clear equipment hire process - pt informed of process and possibly required to pay a fee if equipment not returned

Use of couriers or taxis to return equipment

Automated reminders (eg texts or calls) to ensure equipment returned

Use of prepaid postbags for return

Develop effective processes for the distribution of pulse oximeters and supporting patient information

Equipment returns process
Development of minimum cleaning requirements for oximeters prior to return

Development of specific instructions for pulse oximeter (brand specific)

Establish effective governance structures to oversee the rapid scale-up of the medium-risk COVID Positive Pathway and 
continue monitoring data to inform future refinements to pathways in response to the evolving COVID situation    

Awareness Raising

Partner agencies (AV/GPs)

Healthcare provider awareness 
- PHUs

Develop information resources for the general public who may at some time need to self-manage and monitor COVID 
symptoms at home (including using pulse oximetry)

Develop information and resources for healthcare providers in hospitals (PHUs) and partner agencies who can support 
adherence to the standardised  process.

Public awareness

CHANGE IDEASSECONDARY DRIVERS PRIMARY DRIVERS 

Consumer engagement Partner with consumer to establish expectations at initial contact to improve engagement/responsiveness 
throughout monitoring and provide information around the patient journey 
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Measurement strategy
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Our Approach
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Scale Up and Spread

The Plan

The reality
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Engagement and Implementation
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Our Team Approach
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First Steps

• Discussions with Victorian health service 

executives and clinicians

• Environmental scan of relevant 

publications and guidelines

• Worked with logistics for equipment 

procurement

This Photo by Unknown Author is licensed under CC BY-SA-NC

https://www.peoplematters.in/blog/strategic-hr/taking-first-steps-talent-management-journey-11963
https://creativecommons.org/licenses/by-nc-sa/3.0/
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Next Steps
• Developed the COVID + Care at 

Home Pathway

• Commenced testing PDSAs with 

sites including:
• equipment distribution and collection, 
• staff roles, 
• frequency of review,
• consumer resources 
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Equipment: The problem

• 2-3 redeployed staff required daily to 

meet demands

• 1 x equipment pack = $112 with poor 

stock return

• State-wide pulse oximeter stock 

shortage
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This Photo by Unknown Author is licensed under CC BY-SA

Start Small: PDSA cycle 1

1x patient using cab service
Lessons: 
Unsustainable cost, no receipt of 
delivery.
Scope out and sign-up courier 
company for next trial

Expand the trial: PDSA cycle 2

Trial courier service in small batches 
on different shifts + monitor cost 
and delivery time
Expand to cross campus- Alfred vs 
Caulfield
Transition to Alfred site
Lessons:
Communication and training for staff 
using service
Screening for couriers at Hospital 
entrances

https://teachonline.ca/tools-trends/designs-for-teaching-in-the-digital-age/its-all-about-design
https://creativecommons.org/licenses/by-sa/3.0/
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Consumer Resources

1. COVID+ Care at Home (with equipment)
2. Start your daily pulse oximeter routine
3. How to use your oxygen monitor at home
4. My symptom tracker: COVID Positive Care at 

Home
5. Returning your pulse oximeter

Designed to be modified by health services to tailor to local process and 

context prior to providing to consumers.
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Consumer Resources
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Consumer Education Video

CLICK HERE TO VIEW 
Consumers

+

Clinicians

+

Safer Care Victoria

+

Department of Health

https://urldefense.com/v3/__https:/vimeo.com/644970670/b7abbda732__;!!NDYExDT0u85SdT4!8BDPkzyqbBcJd4scgEnUOD2XzRf1OABZ02MLDR5oRM_vy0n7SWHQhs5VI8sJkYarovu3Mw$
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Final Steps

•Assessed pathway 

alignment with policies 

and procedures of each 

health service

•Tested oxygen at home 

pathway
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Lessons Learned
✔Clarification of roles and governance is key

✔Clinical teams are happy to test things that are not perfect

✔Start small and rapidly build

✔Meet people where they are and be service oriented

✔Build key contacts early


