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«In any field, improving performance and accountability
depends on having a shared goal that unites the interests
and activities of all stakeholders»."

The request to change from volume-driven to value-
driven or value-based healthcare (VBHC) originated in the
1990s.23 This change implies a healthcare system that
increasingly focuses on quality of care rather than volume
of care (quantity).

Across the world, different healthcare systems have grad-
ually embraced a VBHC agenda. They have been doing so for
different reasons, using diverse schools of thought, and vari-
ations on the tools and tactics to define and achieve their
strategic goals.*

The definition of value in health care can be simply stated
as the outcomes that matter to patients divided by the cost
to achieve these outcomes. This definition was introduced by
Michael Porter and Elizabeth Teisberg in their seminal book
Redefining Health Care - a work that launched the entire
field of VBHC. In this value ratio, the numerator (outcomes)
designates condition-specific results that matter most to
patients, such as functional recovery and quality of life,
while the denominator (cost) applies to the total spending
for the full cycle of care.? Accordingly, if outcomes that mat-

E-mail address: paulo.sousa@ensp.unl.pt

https://doi.org/10.1016/j.repc.2022.06.004

ter to patients are not improved, the resulting value is low.
This definition applies to the entire care pathways, from pri-
mary to secondary and tertiary care, including post-hospital
care for patients with a single or multiple condition.?>

Value-based approaches to organizing care have been
widely presented as critical to improving the health out-
comes of patients worldwide while at the same time
controlling healthcare costs. This approach emphasizes that
the overarching principle in redesigning healthcare deliv-
ery systems must be value for patients.® In this view, value
should be defined as the outcomes that matter to patients
and the costs to achieve those outcomes.

The goal of VBHC transformation is to enable the health
care system to create more value for patients. Since value
is only created when a person’s health outcomes improve,
descriptions of VBHC that focus on cost reduction are
incomplete.”

Moreover, by focusing on the outcomes that matter most
to patients, value aligns care with how patients experience
their health. At the same time, VBHC connects clinicians to
their purpose as healers, supports their professionalism, and
can be a powerful mechanism to decrease clinician burnout.

Critics who characterize VBHC as underpinning a model
of ‘‘industrial healthcare’’ distort the meaning of the term
value, misinterpreting it as focused on cost. Instead, VBHC
focused on better health outcomes aligns clinicians with
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their patients - this alighment is the essence of healthcare
professionals and patient relation - empathy.’

Today it is widely accepted that philosophical value and
cost containment are both important, however, improving
health outcomes is essential to value creation.®

The current edition of this journal presents a very inter-
esting paper in which the authors have developed methods
to support healthcare managers in effective added value
of improvement measures, following a VBHC framework.
Focused on a cardiac catheterization laboratory, and based
on a sociotechnical approach, the authors state an ambi-
tious aim to produce clear efficiency, reduce duplication
of tasks, cut costs, and improve patient care, while mak-
ing decision-making more inclusive and reliable. As a global
aim, they seek to inform and support the Center for Inte-
grated Responsibility (Centro de Responsabilidade Integrada
Cérebro-Cardiovascular do Alentejo - CRIA) management in
the analysis and evaluation of improvement measures to
enhance operational efficiency while studying the possibility
of operating two cath rooms without doubling CRIA opera-
tional team costs.

Given the complexity of health care and the ‘‘people
nature’’ of healthcare work and delivery, a sociotechnical
approach is recommended to address different issues and
integrate diverse perspectives through a participatory and
inclusive process. At the same time, it is widely acknowl-
edged that adopting a sociotechnical approach to system
development in general, and specifically in social contexts
such as the healthcare system, leads to systems that are
more acceptable to end users and deliver better value to
stakeholders.’

The three step methodological approach starts with an
As-is process, which is a process management strategy that
identifies and evaluates a business’s current process. This
kind of analysis can be focused on an entire business orga-
nization or on one or more specific processes within a
department or team. In this case, it was used to define
and assess the current state of the cath lab clinical path-
ways and to clarify exactly how CRIA workflow processes
work.

After exploring different improvements, the defined
implementation measures were simulated to reproduce
their operational impact on CRIA workflow with only one
Cath room in operation. In the next step, the simulation
model was then updated to depict a new layout of CRIA with
two operational Cath rooms working at the same time.

The results obtained in this study showed the importance
of involving different members of the healthcare team in
the process, in order to promote discussion and exchange
of perspectives among managers and frontline profession-
als about priorities for improving quality of care and patient
experience. Although the results achieved were very inter-
esting, there are some aspects that need to be added in
future studies to make similar approaches more effective,
comprehensive and rigorous.

One example is the participation of patients as experts
in their own health. Their experiences should be included
in any attempt to improve and add value to care. As
health care providers are faced with significant challenges,
there has been an increased emphasis on co-production of
health.'® Batalden proposes that health is not a product
generated by professionals in the healthcare system,

but a service co-produced with users, i.e., patients."
Co-production of health is defined as ‘‘the interdependent
work of users and professionals who are creating, design-
ing, producing, delivering, assessing, and evaluating the
relationships and actions that contribute to the health
of individuals and populations’’. It carries with it a new
focus on the logic of providing a service. There are many
applications of the original idea of co-production.’>" Elwyn
et al. connect co-production to the voice of the patient,
to practice improvement and organizational design of a
learning health system."” A learning healthcare system is
anchored in patient needs and perspectives and promotes
the inclusion of patients, families and other caregivers as
vital members of a care team that is continuously learning.

Another way of involving patients in initiatives to improve
care is asking them to provide their views on their health
and healthcare experiences. This can be achieved by using
questionnaires or tools called patient-reported outcome
measures (PROMs) and patient-reported experience mea-
sures (PREMs).'

Patient-reported outcome measures and PREMs are an
effective way of gathering patient feedback and can
facilitate health effectiveness, patient-centered care and
cost-effectiveness analysis in order to improve decision-
making and enhance quality of care.

Moving to a system of VBHC requires healthcare profes-
sionals and healthcare professionals in training to be taught
to think differently about their role within the care team,
to consider what in fact an effective care solution is, and
the importance of measuring the health outcomes that mat-
ter most to patients. That learning should begin during the
undergraduate training and continue through post-graduate
training.

Moreover, the development and discussion of studies like
Rocha et al.," published in the current issue of this Journal,
highlight VBHC as one of the most important topics in health
care transformation today. Furthermore, these studies can
yield insights and evidence to policymakers and healthcare
providers as they strive for a more patient-focused and
value-based care culture.
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