
Continuous Survey Readiness            
(pre-during-post) 
Accreditation Professional 

Orientation Certificate Program



Vizient: your accreditation partner

A key element of an organization focused on patient safety and 

performance excellence is Continuous Accreditation Compliance and 

Survey Management.  The previous webinars for the Accreditation 

Professional Orientation Certificate Program provided you with a 

foundation of knowledge.  

Today, you’ll learn about the fundamentals of survey management 

and responding to unannounced surveys.  Recommendations include 

developing a response plan, implementing that plan during survey, 

and ensuring a solid process for following up post-survey.
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Faculty

Natalie Webb, MHA, CPHQ

Accreditation Director

natalie.webb@vizientinc.com

Mitchell Gesinger, MSN, RN, CJCP

Accreditation Advisor

mitchell.gesinger@vizientinc.com
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Disclosure information 

Natalie Webb and Mitchell Gesinger do not have any relevant financial or 

nonfinancial relationships to disclose.
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Objectives
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Describe the appropriate technique for challenging 

surveyor findings while surveyors are on-site

Outline the critical activities of a Continuous Patient  

Readiness (CPR) model organization undergoing 

an on-site accreditation survey 

Outline the critical activities that must occur immediately 

after accreditation surveyors have left the organization

Define the activities that various CPR model 

organization staff perform during an on-site 

accreditation survey 



Survey Management
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Survey success!

Organizational Culture

First impression

▪Feel

▪Clean

▪Organized

▪Engaged

▪Learning 

▪Comfortable

▪Confidence

Survey Management

Today’s discussion

▪ The interworking 

of the survey 

process

▪ Pre-survey

▪ Intra-survey

▪ Post-Survey  
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Standards Compliance

The Rules

▪ Law and 

regulation

▪ CMS CoPs

▪ TJC standards 

and Eps

▪ OSHA

▪ Scope of practice 

▪ MIFU

▪ Professional 

guidelines  



Survey management 

Pre Survey 

–What do you need think 

about? 

Intra Survey

–What do you need think 

about?
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Post Survey

–What do you need think 

about?
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Pre-survey 

What needs to happen before the surveyors ever arrive onsite? 

Planning-

“If you fail to plan, you are planning to fail”

• Survey Activity Guide (documents)- SAG

• Surveyor touchdown

• Command Center

• Scribes/escorts

• Meeting rooms

• Survey activation

• Opening presentation

• Internal Communication
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Survey activation guide (SAG)
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Preparing for surveyor arrival

Start at the beginning…Does security and the front desk know what 

to do and who to contact? 
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Front Desk Cheat sheet: Survey Activation

Actions to take when surveyor arrives Comments:

1) Greet surveyor(s) Hello, welcome to _______, if I may see your ID 

to validate your credentials… Thank you, if you 

would have a seat in the waiting area I will 

contact the team and let them know you have 

arrived…

2) Verify identity Look at picture ID to ensure they are from the 

Joint Commission

3) Ask them to wait Location: Waiting area

4) Validate authenticity of survey Contact: _____________________ (this 

individual has a user ID and password to access 

the organization’s Joint Commission extranet site) 

Phone number:_________________



Pre-survey planning

The first 30 minutes…I just got notified they are here…

Who is…

▪ Going to meet the surveyors?

▪ Ordering them coffee and pastries?

▪ Notifying the c-suite and other stakeholders?

▪ Or how are we notifying staff and unit leadership?

▪ Downloading the surveyor agenda and reviewing with lead?

▪ Downloading census and required documents and delivering them?

▪ Sending out surveyor bios?

▪ Coordinating lunch and snacks for surveyors, command center and 

scribes/escorts?

▪ Reserving rooms? 

▪ Clearing calendars?

▪ Completing quick environmental sweeps?

▪ Notifying Vizient? 

Accreditation Professional Orientation Program  │   Confidential Information12



Sample agenda template
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Required documents!
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Opening presentation…

Organization’s 1st big impression

What should you be thinking about? 

• Who?

• Where?

• How long?

• What?
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SWAT- environment of care (EOC) checks

What’s the SWAT checklist? 
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And you are are off…
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• The first two hours are over and the actual survey has 

begun…

• Shifting to intra-survey!
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Organization and logistics

• Surveyor conference room 

• Scribe/Escort room

• Command center

– Location

– Equipment 

– Supplies

Accreditation Professional Orientation Program  │   Confidential Information



19

Essential functions- scribe/escort

Escort:  Person who is comfortable and knowledgeable about your organization, 

operations, locations, and provision of patient care.

Job functions: 

▪ Build a relationship with the surveyor

▪ Serve as the liaison to aid the surveyor in traveling the hospital.

Scribe:  Person who is detail-oriented, eager to learn and has the time to participate.

Job Functions:

▪ Communicate with the command center (never bypass)

▪ Take notes of surveyor questions

▪ Track medical record numbers of records reviewed

▪ Track staff and medical staff personnel for competency files

Don’t forget- Train the escorts and scribes in advance!
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Essential functions- command center
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You are the heart of survey management!

Job functions:

• Track and complete objectives

• Mitigate/manage findings 

• Track surveyors 

• Communicate to the organization

• Coordinate needs

• Notify operations of arrival

Key stakeholders:

• Infection prevention

• Clinical Informatics 

• Accreditation/Quality/Risk

• Central support departments

• Policy 

Positions: 

• Lead

• 1st assist

• Logistics

• Informatics

• IP

• Objective coordinators



Onsite: Utilize team lead

Interacting with team lead

Maintain ongoing dialogue with 

team lead; be direct, professional 

and assertive when necessary

Discuss results and potential 

deficiencies

Address conflicts with surveyors 

ASAP with the team lead

Accreditation staff – know 

standards and your organization’s 

data so as to be able to facilitate 

real time clarifications of findings 

with the  team lead
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Life safety

Life safety engineer

Part of full survey team

TJC provides agenda and 

document list

Life safety exit conference may be 

held separately from full survey

exit conference

By exit conference, organization 

should know what the issues are

Survey process

Begin to rectify any serious issues 

immediately

If there are disagreements on 

issues, involve team lead, call 

home office, ensure issue is fully 

clarified before life safety engineer 

leaves
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Tracer methodology

Focus areas:

• Patient care processes:  admission to discharge

• Critical operational processes

Types of Tracers:

• Individual Tracer

– Specific patient population

• Risk Area Tracer

– High level disinfection 

– Sedation/Anesthesia

– Ligature risk

– Hemodialysis

• System Tracer

– Tissue management

• Patient Flow Tracer

– ED and OR / boarding / bed placement

Accreditation Professional Orientation Program  │   Confidential Information23



Tracer methodology

Individual tracer

Taken from patient lists provided

Follow patient through their stay: 

may focus on complex patients

10% of average daily census or 30 

medical records

Will review consents, care plans, 

orders, medications

May review policies and procedures 

related to care, treatment and 

services

Interviews of staff and patients

Identify synergies and collaboration 

between departments and 

multidisciplinary team

Risk area tracer

Drill into particular organization-wide 

high risk process

Review of processes that may have 

a significant impact on patient if gaps 

exist or errors occur 

Examples:

• Cleaning, disinfecting, & 

sanitization

• Patient Flow process continuum

• Contractual agreements

• Diagnostic Imaging

• OPPE & FPPE

• Therapeutic radiation

• Clinical & Health Information
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Tracer methodology

System tracer

Exploration of one specific system or 

process

Surveyor evaluates integration of 

system or process

Interactive interview session

Process flow, identification of risk 

points, integration of key information

Communication among team

Baseline assessment of standards 

compliance

Examples:

• Tissue management

Patient flow tracer

Review of patient flow from 

admission to discharge

Identification of potential treatment 

delays, unsafe practices during 

periods of patient congestion (high 

census)

Examples:  

• Emergency department 

throughput – use of hallway beds

• Initiation of care

• Post-operative recovery unit 

throughput

• Time from discharge to clean bed

• Discharge process
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A tag review sheet
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Tracer sessions (system tracers)

• Competency (HR)

• Competency (credentialing/ privileging)

• Infection prevention

• Medication management

• Data

• Leadership
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Role of accreditation professional in tracer 
methodology

Daily census, surgical and procedure schedules

• Provide list of active patients

• Names, current locations, diagnosis & conditions

Surveyors may request staff to help in selecting appropriate tracer 

patients

Coach your staff as to the appropriate type of patient to choose

As surveyor navigates your hospital:

• They will interview staff involved in patient’s care

• Questions are focused on what those staff have experience in doing 

every day

• Keep track of patients (for HIPAA purposes) and staff (for personnel file 

review) who are interviewed
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Our first finding…

Don’t panic- it is going to happen…
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Do…Investigate…Ask…

• Is it a finding?

• Can you find supporting documentation?

• Can you provide clarity?

• Evaluate against the source of truth?



Source of truth 

Hierarchy: 

• Law or regulation (state law, OSHA)

• CMS (CoP of CfC)

• Manufacturer’s Information for Use (MIFU)

• Evidence based guidelines

• Consensus documents

• Policy 

Accreditation Professional Orientation Program  │   Confidential Information30



Our first disagreement on a finding…

Special issue resolution…
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Communicating themes and trends…

SAFER to keep to the left
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Morning (daily) debriefing…
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Morning (daily) debriefing…

During survey

Daily briefing – highlight of 

significant issues

Opportunity to identify issues 

that need to be clarified or 

resolved

Present IOUs from previous day’s 

survey activities

By exit conference, organization 

should know what the issues are

Post survey

Begin to rectify any serious issues 

immediately

TJC scoring process 

• Surveyors score elements of 

performance

• Likelihood to harm and scope

• Score performance and 

compliance track record

Accreditation decision process

• Based on criticality model – RISK

• 60 days to respond to a

requirement for improvement
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Exit briefing - executive leadership

Surveyors defer to organization leadership as to whether and 

how this briefing occurs

Who attends: 

• CEO, COO, CMO, CNO, CFO – Board members are 

welcome

• Accreditation staff should be present to assist with any 

clarification leaders need from surveyors

Session follows preparation of preliminary survey report

Survey team reviews summary of findings
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Organizational exit conference

Leadership

Organizational leaders determine:

• Who attends

• What is shared

• Whether it occurs

TJC – preliminary report posted to

the organizational extranet prior to 

exit conference

TJC – final report is posted to the 

organizational extranet within 10 

business days

Staff

Leaders should consider sharing 

information with staff at the end of 

survey

Staff have:

Worked hard

Experienced anxiety during survey

Some organizations hold a separate 

organizational exit conference or 

conference call to share results
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Tools
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Document request form

Date
Location

Document Surveyor Escort Copies  

provided

Y/N

Copies 

made by

Comment

Log all documents requested / given to survey team

– assists in tracking issued reviewed
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Human resource employee request form

Date
Location

Employee 

name

Employee 

title 

(e.g.:  RN, 

OT)

Surveyor Escort Copies 

provided 

Y/N

Copies 

made 

by

Comment

Log all employees interviewed each day – helps begin to 

build potential list of employee files to be reviewed
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Medical records request form

Date
Location

Patient 

name

MR # Surveyor Escort Copies 

provided 

Y/N

Copies 

made 

by

Comment

Track all records reviewed for HIPAA purposes – record 

will also be valuable in following up on issues, findings, 

clarifications (as applicable)
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Following the survey
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Immediately post-survey

Celebrate
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Following the survey

Review preliminary report

• Determine impact of findings 

• Begin to frame responses before receipt of the final report 

• Specific attention should be devoted to those findings that have a 

direct impact on patients or are scored at the condition-level

• Determine if there are findings that need to be discussed with your 

account representative (hopefully you will have addressed all 

issues during survey!)

• Develop a timeline for addressing and correcting findings 

43
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Following the survey

Accreditation staff:

• Support, monitor, and coordinate response to survey findings

• Ensure consensus on and approval of the responses and action 

plans

• Work with operational partners to develop and implement 

corrective action plans and evidence of standards compliance

• Submit corrective action plan / evidence of standards compliance 

timely (per voluntary accrediting body or CMS instruction)

• Monitor development of action plans, data collection and 

monitoring to validate compliance

• Update leadership on progress

44
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Following the survey

Monitoring action plans:

• Select appropriate sample sizes for tracking compliance

–Population size < than 30, 100% of cases

–30 – 100 cases, 30 cases

–101 – 500 cases, 50 cases

–> than 500, 70 cases

• What is considered compliant?

– Shoot for 90% or greater

– Think about the patient – the higher the better

• Based on risk and compliance – determine duration of monitoring

45
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CMS 2567Form:  https://www.cms.gov/Medicare/CMS-Forms/CMS-

Forms/downloads/cms2567.pdf
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CMS plan of correction

• A-Tag and primary issue: Each corrective action should be cross-

walked to the applicable deficiency 

• Corrective action: High level statement outlining what will be done to 

correct issue, mitigate/prevent future issues (Potential Root Cause 

Analysis)

• Policy/Procedure:  Is the issue in any way linked to a policy / 

procedure? If so, list it and delineate whether it will be modified in any 

way as part of the corrective action

• Training/Communication: If training is part of the action, who will be 

trained, how will they be trained, and when will training be completed?

• QAPI Measurement/Monitoring: Will there be quality measurement of 

monitoring to ensure corrective action is sustained?  Who will it be 

reported to and at what frequency?

• Responsible Party: One person who is ultimately accountable for the 

action

• Completion Date: Date it will be completed
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Summary

• Develop a response plan.

• Be confident in your knowledge of organizational compliance so that 

you are able to communicate to the survey team and assist 

organizational staff in conveying compliance.

• Stay connected to team lead during survey to understand issues as 

they are identified. 

• At the end of survey, celebrate your success.

• Ensure your survey report is accurate.

• Assist operational partners in building a valid corrective action plan 

with appropriate monitoring to validate ongoing compliance.
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Questions
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Next steps

1. Complete evaluation

2. Stay connected –

• Network Members - register for Fundamental and Advanced 

webinar series and encourage operational partners to listen in to 

pertinent webinars

• Attend Vizient conferences to stay up to date with trends and 

requirements

• Connect with the colleagues during the course

• Connect with your Vizient faculty
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This information is proprietary and highly confidential. Any unauthorized dissemination, 

distribution or copying is strictly prohibited. Any violation of this prohibition may be subject 

to penalties and recourse under the law. Copyright 2018 Vizient, Inc. All rights reserved.

Contact: 

Diana Scott, Associate VP, Accreditation Advisory Services, Diana.Scott@vizientinc.com

Natalie Webb, Accreditation Director, Natalie.Webb@vizientinc.com
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