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ACS Requirements
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Data and PI are 

INTEGRAL parts of 

your trauma program. 

Neither can be 

successful without the 

other. 



It all starts with the data. 

• Ensuring accurate, complete, and consistent data 
is paramount to success

• Reliable process improvement depends on high-
quality data

• Valid sources

• Standardized Definitions 

• Eliminate duplication or gaps before analysis
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Strong Data Governance

• Establish strong data 
governance and 
accountability

• Data entry standards

• Audit processes

• Define clear roles and 
responsibilities 
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Data Entry Standards

• National Trauma Data Standard

• Trauma Quality Improvement Fields

• State, Regional or Local Fields

• DO YOU HAVE A DICTIONARY FOR YOUR FACILITY? 
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Audit Processes
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Logic reports

• The gold standard is a re-abstraction of 10% of your 
registry volume

• All registrars on your team should have an IRR Rate

• 100% of the first charts for new registrars

Inter-rater Reliability (Validation)



Defining Clear Ownership
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• What is the process to ensure that data entry is done timely?

• Logic reports are done regularly? 

• IRR Validation is completed consistently? 

Who’s in “charge” of 
registry oversight? 

• Who verifies that the report is correct and accurate?

• Who creates the graphs and benchmarks for presentation?

Who completes the 

data reporting?

• Where? In what meeting? Under what circumstances? 

• Through what processes?

Who presents the 

data? 



Using Data to Identify Root Causes
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All are methods to help establish clear standards and compare actual performance against 
pre-conceived notions

Apply structured methods to ensure improvements target the true drivers of variation or error 

Performance Metrics Trend analysis Pareto Analysis



Keys to Success
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• Via registry software

• Via calendar reminders

Automating reporting as much as possible

• Regular reporting on all aspects of your program 

• as determined by your program

Data reporting calendar



Dashboards to your advantage  
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Allow for real-time adjustments and sustained improvements

Maintaining data dashboards reliably and consistently positively affects ALL aspects of PI

Makes multidisciplinary meetings 

easier by pre-readying data for 
reporting

Makes case review easier by showing 

trends (positive or negative) or 
identifying outliers

Makes Event Resolution easier



Dashboard Examples 
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Dashboard Examples 
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Culture of data integrity and transparency
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Obtained by 
regularly 

reporting 

reliable and 
valid data

Easy to access 
and easily 

obtained data 

and statistics 
about your 

program 

Promotes 
compliance with 

guidelines and 

protocols

Translated to 
other service 

lines and 

Hospital Data 
Quality 

Programs



Goal setting and alignment

•Align with Best Practices & 
Quality Care

•Make sure goals are 
attainable

•May need to start smaller 
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Don’t forget to celebrate your wins

• Resolution of an event with 
an observable positive 
effect

• Continued observance of 
protocols

•Maintenance of the norm
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PIPS chart section for ACS Verification Review
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ALL Levels of Review 

discussions with dates 
reviewed AND dates closed 

Any data applicable to the 

case, even if closed in 
primary

ALL event resolution 

documentation (including but 
not limited to):

Emails

Education

Policy and Guideline changes

Meeting minutes 

DATA



Regardless of Registry
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All can assist with PI 
documentation

Some are better at storing 
documents than others – find a 

system that makes the most 

sense for your program. 

Hyperlinks can be especially helpful



Other thoughts
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Do not have multiple tracking spreadsheets for multiple projects

• USE YOUR REGISTRY – are the cases open, closed or pending? 

• Do the discussions and levels of review have dates attached? 

Don’t use MRN or patient names for cataloging of event resolution
• Use the registry number- it’s case specific 

Consideration for direct trauma surgeon/ physician entry



A note about Audit Filters 

• Audit Filters should be reviewed at 
least annually

• Ensures they’re appropriate and 
applicable to your program

• Use caution when recycling names in 
your registry, as the definition may have 
changed drastically from year to year. 
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Data and the Trauma Program
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Process 

Improvement 

Data Validation

Data 

Abstraction

Data Evaluation

Improved 

Patient 

Outcomes 



THANK YOU! 
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Resources

Chapman, B., (2026, January 29). Trauma Program: KJTC Pyramid of Success

Resources for Optimal Care of the Injured Patient (2022 Standards). (2025). 
(Ser. Revised 2025). American College of Surgeons. 

Trauma Outcomes & Performance Improvement Course. (2025) Society of 
Trauma Nurses 
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KJConsulting@kjconsulting.us 

1-239-599-4513
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