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Tell us where you’re from!

• Take a moment to find the “annotate” button on your zoom 
tool bar

• Now, locate the “stamp” feature

• Pick your favorite stamp and let us know where you’re 
joining from!

SBD
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Objectives of the 4 QI Workshops
Support those new to quality improvement (QI) in:

• Laying a foundation for learning and improving
• Developing improvement capability for PQC, and other state or 

hospital-based teams
• Creating the environment for and leading quality improvement
• Applying QI principles to your existing projects

SBD



Discussion Questions

As we move through the workshop today, please consider and 
participate in discussing these questions:

1. How can we implement our changes in a way they become 
sustainable?

2. How might we think about spread:  across the state, across 
our system, across all clinical teams or staff?

3. How can we take what we have learned in these 4 sessions 
and apply it to day-to-day work?



QI 
Community 
of Learning 
Overview

Session Title Date and Time
Quality Improvement: What 
and Why? 
Foundations of Improvement

Tuesday, January 31st 1:00 –
3:00 PM ET 

Activating the How
Using PDSA Cycles to Learn and 
Improve

Tuesday, February 21st 1:00 –
3:00 PM ET

Measurement for 
Improvement
Collecting, Displaying, and 
Analyzing Data for Learning and 
Improvement 

Monday, April 3rd 2:00 – 4:00 PM 
ET

Holding the Gains
Sustaining Improvement and 
Cohort Learning 

Monday, May 1st 2:00 – 4:00 PM 
ET



Methods: How we Designed this 
Community of Learning Series
• Four Workshops
• Pre-work assignments for some workshops for the opportunity 

to apply what you learned in webinar to make learning practical 
and concrete

• Use of SharePoint and Jam Board for shared learning and 
feedback from us



Agenda for Session 4
• Welcome 
• Review

• analyzing data
• testing changes
• creating purpose or aim statements

• Implementing, Sustaining and Spreading Changes
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Model for Improvement

Source:  Langley, et al, The 
Improvement Guide, 2009

SBD



Run chart review 

Goal

60

65

70

75

80

85

90

95

100

Jul-05 Jul-05 Jan-19 Apr-19 Jul-19 Oct-19

Fantasy Data Practice Session COL 4.23.23
Values Median Goal Extend

Percent

Scale matters:  note y axis

Goal

0

10

20

30

40

50

60

70

80

90

100

Jul-05 Jul-05 Jan-19 Apr-19 Jul-19 Oct-19

Fantasy Data Practice Session COL 4.23.23
Values Median Goal Extend

Percent



Goal

60

65

70

75

80

85

90

95

100

Jul-05 Jul-05 Jan-19 Apr-19 Jul-19 Oct-19

Fantasy Data Practice Session COL 4.23.23
Values Median Goal Extend

Percent

Let’s review rules



Poll

The most useful rules for analyzing run chart data are:
a) Astronomical point
b) A shift of 6 points above or below median without crossing it
c) A trend of 3 points steadily ascending or descending
d) Too few/too many runs - data points crossing the median
e) All of the above



Plan-Do-Study-Act Review

• Discussion Question:
When you are working with others and want them to make a 
change or try a new idea using PDSA, how do you explain it?

JAT
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Sources of Change Ideas: Review

Changes may come from:
• Literature: evidence-based changes
• Experience of experts
• Staff experience
• Lived experience
• Observation
• Analogous observation
• Innovation 
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Changes: Review
• Good ideas "ready for use"
• Evidence based ideas
• Specific changes that will bring about improvement
• Different approaches to processes, work design that will lead to 

improvement
• May also include generic concepts (The Improvement Guide, pp. 357-

408)
• Specific applications of generic change ideas
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Change Ideas Review:  driver diagram as guide

The key is that the primary drivers, secondary drivers and changes represent those that are 
necessary and sufficient to accomplish the aim.
The most important thing about Driver Diagrams is that they be useful to the teams doing the 
improvement work.
Leaders can use Driver Diagrams as a project management tool

SBD



Aim Statement Review

• What do you intend to 
accomplish?

• For whom?
• By how much? 
• By when? 

SBD



Poll (Callie, they may choose up to 6 right 
answers)
Aim statements make the following contribution:
A) Communicate the magnitude change expected
B) Provide direction for the team
C) Are always ”Smart” aims
D) State what system or process will improve
E) Do not include a statement of goal(s)
F) All of the above
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Model for Improvement

SBD
Source:  Langley, et al, The 
Improvement Guide, 2009
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Sequence of Improvement

Source: IHI

Sustaining  improvements and 
spreading changes to other 
locations

Developing a 
change

Implementing a 
change

Testing a changeTheory and 
Prediction

Test under a 
variety of 
conditions

Make part of 
routine 
operations
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Implementation

Implementation in improvement science has a unique 
definition and meaning:
• The change becomes a part of the routine day-to-day operation of the system
• No longer expect failure to occur – learned all that is needed
• Need to plan for human reactions to change because more people are  impacted 

than are during testing
• Increased resistance compared to testing 
• Implementation requires more time than testing
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To make change permanent and sustainable

Key tasks
1. Updating job descriptions, 
2. Implement change in hiring and orientation processes, 
3. Create standard work, 
4. Document  the new process, 
5. Implement training, 
6. Develop robust communication plans that include what and why the change
7. Continue measurement to ascertain if gains are held
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Deciding on the Scale of the Test

Source: The Improvement Guide: A Practical Approach to Enhancing Organizational Performance, Table 7.1, p. 146.

Readiness To test changes No commitment Some commitment Strong commitment

Low degree of belief that 
change idea will lead to 

Improvement

Cost of failure large
Very small-scale test Very small-scale test Very small-scale test

Cost of failure small
Very small-scale test Very small-scale test Small-scale test

High degree of belief that 
change idea will lead to 

Improvement

Cost of failure large
Very small-scale test Small-scale test Large-scale test

Cost of failure small
Small-scale test Large-scale test Implement



Different stages require different 
activities
Testing
Trying and adapting a change.  
Learning what works in your system.
Start on a small scale and expand to 
wider range of conditions, as 
knowledge grows.

Change is not permanent
Failure very useful here, even expected
Fewer people impacted than during 
implementation

Implementing: 
• Making this change a part of the 

routine day-to-day operation of 
the system in your pilot 
population 
• Don’t expect failure here
• More people impacted than during testing
• Increased resistance compared to testing 
• Generally requires more time than testing



Sequence of Improvement

Source: IHI

Sustaining  improvements 
and spreading changes to 
other locations

Developing a 
change

Implementing a 
change

Testing a 
change

Theory 
and 
Predictio
n

Test under 
a variety of 
conditions

Make part 
of routine 
operations

Make new 
ways of 
operating 
the norm



Attribute Notes on Questions

Measurement
What would we continue to measure? What would we stop measuring? What is our 
plan if we see a negative signal (aka special cause variation)?

Ownership
Who will own the new standard work? Are they engaged and onboard with our 
improvement work?

Communication and Training
How will we communicate about this work? Who will be the messengers? How will 
we support individuals in the “new right way”? What type of training will we use?

Hardwiring the Change & Build the Infrastructure
How will we make it hard to do the wrong thing and easy to do the right thing? How 
will we standardize? Can we reduce reliance on human memory? What about 
documentation.  Do we have all the resources needed? 

Assessment of Workload
Are our changes increasing the overall workload to the system? If so, how can we 
decrease the workload? If not, how will we communicate about what is changing 
and not changing?

P27

Worksheet: Considerations for Sustainability

Source: Institute for Healthcare Improvement
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We are improving!
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•Percent
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We hit our target . . . 
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Holding our Gains!
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Scale up and Spread

• Taking a new system or intervention and replicating it 
at other locations 

• Overcoming system and infrastructure issues that 
arise during both implementation and spread to 
secure results at the system level



Sequence of Improvement

Source: IHI

Sustaining  improvements 
and spreading changes to 
other locations

Developing a 
change

Implementing a 
change

Testing a 
change

Theory 
and 
Prediction

Test under a 
variety of 
conditions

Make part of 
routine 
operations

JAT



Late 
Majority

Early 
Majority

Early 
Adopters Laggards 

Innovators

Everett Rogers Adopter Categorization: 

2% 13% 35% 35% 15%



Adopter Characteristics and Strategies

35Adapted from Rodgers, Diffusion of Innovation



Set-up
-Adopter audiences
-Successful sites                 
-Key partners                    
-Infrastructure supports 
to enable adoption
-Initial spread strategy 
(leverage system structure)

IHI Framework for Spread

Social System
-Early adopters
-Key messengers
-Communities                  
-Technical support
-Transition issues

Knowledge Management

Measurement and Feedback

Leadership
-Topic is a key strategic initiative
-Goals and incentives/policies aligned
-Executive sponsor assigned
-Day-to-day managers identified
-Aim developed

Better Ideas
-Develop the case
-Describe the ideas

IHI.org



www.publicconsultinggroup.com

Five key factors that influence adoption of ideas

37

Relative 
Advantage Easy Trailable Compatible ObservableRelative 
Advantage

Simple
Easy Trialable Compatible

Advantage Photo by Muhamad Reza Junianto on Unsplash
Easy Photo by Tyler Lastovich on Unsplash

Trailable Photo by Ho Hyou on Unsplash
Compatible Photo by bhuvanesh gupta on Unsplash

Binoculars Photo by Jen Theodore on Unsplash

Adapted from Rodgers, Diffusion of Innovation

https://unsplash.com/@jawaberkata?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/thumbs-up?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@lastly?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/easy?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@mihodango?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/sample?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@bhuvii?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/holding-hands?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@jentheodore?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/binoculars?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Exercise: Assess the readiness of 
ideas for rapid expansion 
1. Select one improvement or promising intervention you 

want to spread

2. Use a 1- 5 scale to rate each of the five attributes from 
the viewpoint of the target audience. Record your 
assessment in the table below: 

1 - Change is very weak relative to this attribute 
3 - Change is okay relative to this attribute
5 - Change is very strong relative to this attribute 

3. Based on the assessment and considering the adopter 
categories and strategies handout, discuss with your 
colleagues the steps you would take to accelerate the 
uptake of the change



Attribute Score 
(1 – 5)

Actions to Take

Relative advantage 
(i.e., how strong is the evidence that the 
change is better than the old way)

Compatibility with current 
system 
(i.e., how well does it fit the current 
structure, values, and practices)
Simplicity of the change 
(i.e., how easy is the change to adopt)

Testability
(i.e., can people try it)

Observability
(i.e., can people see it before trying it)

P39

Worksheet: Assess the Readiness of an Idea for Rapid Spread
Change/Improvement/Intervention: ________________________________________



Summary_Diffusion_Theory.pdf 
(enablingchange.com.au)

https://www.enablingchange.com.au/Summary_Diffusion_Theory.pdf


Photo by Sammie Vasquez on Unsplash
MLB

Sue and Jane hope that you will take these 
humble lessons and apply them to your 
AIM work, your Perinatal Quality 
Collaborative work, your unit or 
organizational challenges and even your 
day-to-day life to experience the joy of 
learning how to do things better, how to 
improve your lives and the lives of those 
you serve.  

https://unsplash.com/@sammieeev?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/leap?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Thank you! 

Please take a moment to complete the brief evaluation before 
signing off!



Resources
• The Improvement Guide (2007). Langeley et al. Jossey Bass.
• Diffusions of Innovation (5th Ed 2003)., Everett Rogers. Free Press
• University of Cincinatti PDSA (Plan Do Study Act) cycles // Testing 

BEFORE 
Implementing.https://www.youtube.com/watch?v=_YOq4KXBahM

• https://www.nichq.org/resource/quality-improvement-101
• https://www.nichq.org/resource/quality-improvement-102
• https://www.enablingchange.com.au/Summary_Diffusion_Theory.

pdf
• SpreadPlannerIHITool (4).pdf

https://www.nichq.org/resource/quality-improvement-101
https://www.nichq.org/resource/quality-improvement-102
https://www.enablingchange.com.au/Summary_Diffusion_Theory.pdf


Resources, cont.
• How to Improve, IHI Website How to Improve | IHI - Institute 

for Healthcare Improvement
• Dr. Robert Lloyd's "A Family of Measures" on youtube@ 

https://www.youtube.com/watch?v=uow7mzrFif4
• Dr. Lloyd's "Applying Four Rules to Understand a Run Chart" on 

youtube @ https://www.youtube.com/watch?v=8e38RCU8-uA
• Summary of Diffusion of Innovations 

Summary_Diffusion_Theory.pdf (enablingchange.com.au)

http://www.ihi.org/resources/Pages/HowtoImprove/default.aspx
https://www.youtube.com/watch?v=uow7mzrFif4
https://www.youtube.com/watch?v=8e38RCU8-uA
https://www.enablingchange.com.au/Summary_Diffusion_Theory.pdf
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