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Agenda

• Introduction by AIM Data Team

• Presentation led by Dr. McPherson

• Q&A (here and throughout)

• Closing led by AIM Data Team



Learning Objectives
Rational Objectives (what we aim to learn / accomplish)

1. Understand ways evaluation data can be applied in the context of QI.

2. Describe the importance of the dissemination of evaluation findings.

3. Identify at least 3 components of an evaluation report.

4. Connect some of the dots between this and the 1st January session

Experiential objectives (how we hope to feel)

• Energized about incorporating evaluation into our QI work – and 
sharing what we learn!

• Connected to each other and supports in this work

The Institute for Cultural Affairs. The Art of Focused Conversation: 100 Ways to Access Group Wisdom in the Workplace. 6.8.2009 edition. (R. 
Brian Stanfield, ed.). New Society Publishers; 2000.



Welcome and Grounding

Think of a time when you learned something via a report, 
podcast, article, or other “dissemination” venue.

What stands out about that learning experience? Consider the 
content as well as the mechanism or format. 

Invitation to share your feedback in the chat along with where 
you’re calling in from



IHI Mission
To improve health 
and health care 
worldwide

IHI Vision
Everyone has 
the best care and 
health possible



What IHI Believes

That health and health care can 
and must be better.

There can be no quality 
without equity.

Improvement science and 
methods drive results.

Love

Equity Trust

Courage



IHI's three areas of priority

Committed to the health 
care workforce

Committed to the people 
in our systems

Committed to creating 
value to society



How IHI Works

Innovate

Demonstrate 
Results

Educate

Inspire Change

My work’s focus, today’s focus



Would it help your work if you…

• Could confidently say that the measurement and data collection in 

your project was meaningfully helping to answer: “Whose lives are 

getting better because we are here [doing this work]”?

• Had a clear set of questions guiding your work and learning? 

Questions that were broad enough to follow where the learning takes you and 

focused enough that you didn’t feel like you had to solve world peace to answer 

them?

• Shared what you were learning in your work – about the process 

and/or the content and results – with others in AIM, with partners 

and customers, and with the field?

And if you knew and could build upon and share what others were learning?



Refresher: Evaluation & 
Learning Questions

And other keys to evaluation in QI



A model for learning and change

Model for Improvement is a model or framework 
in the broader context of the sciences of 
improvement

It was developed by Associates in Process 
Improvement (API)

It’s composed of 3 questions and a learning cycle

The Model for Improvement was developed by Associates in Process Improvement. [Source: Langley GL, Moen R, Nolan KM, Nolan TW, Norman CL, Provost LP. The Improvement 
Guide: A Practical Approach to Enhancing Organizational Performance (2nd edition). San Francisco: Jossey-Bass Publishers; 2009.]
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How do we know if our QI project, itself, 
is bringing about improvement? 
(aka evaluation of QI)

How might we…

• Track progress towards medium- and long-term goals

• Learn what it takes to bring about improvement
• Overall and across different contextual factors

• Make informed, evidence-based adjustments during an 
initiative to maximize improvement



Keys to a QI evaluation plan: 
Learning Questions + 5 core components

0.  Evaluation/Learning Questions

1. Aim

2. Content Theory

3. Execution Theory

4. Measures

5. Dissemination Plan

For more on the 5 core components: Cohen S, Reid A. What Does It Take to Bring about Improvement? Five Core Components for Learning 
from QI Programs. IHI Blog. Published September 11, 2014.

For an overview of evaluation in the context of QI work: Parry GJ, Carson-Stevens A, Luff DF, McPherson ME, Goldmann DA. 
Recommendations for Evaluation of Health Care Improvement Initiatives. Academic Pediatrics. 2013;13(6):S23-S30. 
doi:10.1016/j.acap.2013.04.007

http://www.ihi.org/communities/blogs/_layouts/15/ihi/community/blog/itemview.aspx?List=7d1126ec-8f63-4a3b-9926-c44ea3036813&ID=96
https://doi.org/10.1016/j.acap.2013.04.007


#0. Learning Questions
A brief set (approximately 3-5 questions, ideally) of questions that are:

• Meaningful to those most affected by the work, to those implementing the work (IHI, our 
partners), and to those funding the work. They guide what is most important to know

• Balance between being specific enough to reflect the work of project, and broad/flexible 
enough to allow for learning (and what emerges) as work develops

Ideally, developed during project design, refined at project launch, and 
revisited at key milestones in the project 

Provide connective tissue across the 5 core components of your work. 

Source: Defining Learning Questions. Learning for Action. http://learningforaction.com/learning-questions. 

http://learningforaction.com/learning-questions


#1. Aim Statement 

How much, by when, for whom? 

An aim statement describes what we expect to achieve in 
the timeframe of the project, taking the form of “how much, 
by when, for and with whom.”



Aims and Learning Qs: Relationship
Learning questions should align with your aims, and they may extend 
beyond or explore different, important aspects of the work. 

Such as…
Uncover of the elements behind achieving an aim: How do we do it? What does it 
take? What facilitates / impedes it?  

• If a project aims to: “Support teams to make progress on their clinical and strategic equity 
projects by March 2022,” then a learning question might be… What types of support are 
most valuable to teams? What is common across many teams and what needs to be 
customized based on teams’ context, focus of work, or readiness? Whose lives got better in 
the communities where teams are working? 

Get specific about a particular aspect of the content or execution theory that is of 
particular interest or importance. Example:

• What are we learning from this initiative that can support scale up of this model to a much 
larger network of health care organizations? 

Focus on an aspect of the experience of the work.
• In what ways did our implementation/facilitation of the initiative incorporate equity at 

multiple levels? Where did teams experience inequitable impacts, and how might we learn 
from those? 



#2. Content Theory (The What)

What changes will teams make that will result in improved 
outcomes? 

Content theory describes the processes or behaviors that, 
if adopted, we predict will improve outcomes. The 
prediction should be supported with a brief rationale. A 
driver diagram is one visualization of this shared theory, 
depicting areas in the system that improvement teams can 
modify to drive improvement. 



#3. Execution Theory (The How)

What will the improvement initiative do that will lead teams 
to adopt process changes? 

Execution theory is defined as the rationale for how the experience 
provided by the improvement initiative, the teaching and other 
activities delivered, and the learning accomplished leads to 
improvement in the process or outcome measures 



Measurement Plan

How will we know that a change is an improvement? 

A measurement plan outlines what data we will collect, how 
(and when) it will be collected and how (and when) it will be 
analyzed. 

In January, we talked a lot about data and measurement, both 
qualitative and quantitative, as well as equitable measurement



Dissemination Plan

How will we spread what we are learning? 

It’s essential to the work to summarize what was done, 
where it was done, what impact it had and how it was 
achieved. With these outputs, our partners, and others are 
better informed in how to spread the work in their settings. 
The Dissemination Core Component is focused on 
developing a plan to increase the chances that learning 
from your project can be shared widely. 



Cohen S, Reid A. What Does It Take to Bring about Improvement? Five Core Components for Learning from QI Programs. IHI Blog. Published 
September 11, 2014.

http://www.ihi.org/communities/blogs/_layouts/15/ihi/community/blog/itemview.aspx?List=7d1126ec-8f63-4a3b-9926-c44ea3036813&ID=96


Your Turn
As you consider your current AIM work, 
reflect on what might be important to 
share related to your learning questions & 
core components (see worksheet)



We have some data…
Now what?



QI Measurement Considerations
Overall and in the context of equitable 
measurement

• No quality without equity – as an approach and within 
measurement

• What is the family of measures that will help us understand 
our system over time? And whether we are achieving equity 
within that system over time?
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A model for learning and change

The Model for Improvement was developed by Associates in Process Improvement. [Source: Langley GL, Moen R, Nolan KM, Nolan TW, Norman CL, Provost LP. The Improvement Guide: A Practical Approach to Enhancing 

Organizational Performance (2nd edition). San Francisco: Jossey-Bass Publishers; 2009.]

What was the last 
thing you measured?



How do we know that a change is an 
improvement? 

Improvement is not just about measurement

However, without measurement 
you won’t know… 

“have we made a difference?”

“is this change making a positive 
impact?”

“have we met the aim of our project?”

“what is the best next action to take?

You need a balanced set of measures, linked to the team aim, to 
determine if the process has improved, stayed the same or got worse



Reminders about data

All data & methods

• Purpose: Deep 
understanding

• Power dynamics & context
of the data collection, 
analysis, reporting

• PDSA thinking: Learn, plan, 
practice, improve… repeat!

Specific to qualitative

• Avoid quantifying the 
qualitative

• Open up the question

• Considerations for quality in 
qualitative inquiry

See slides from January session for more detail



Qualitative Inquiry in Evaluation: From Theory to Practice, Goodyear, et al., 2014

Used with permission from Leslie Goodyear.



Take-home tips on measurement: 
planning, learning, sharing
1. Be clear on the type of measure (e.g., experience, learning, 

process and outcome measures) and data (e.g., qual / 
quant)



The Kirkpatrick Model, Types of Measures to Consider 

Kirkpatrick Level

1. Experience

(Did the participants have an excellent experience?)

2. Learning

(Did the participants learn improvement methods?)

3. Process/Behavior
(Did the participants modify their behavior or processes?)

4. Outcomes

(Did the organization improve its performance (via outcome measures))?

References: Kirkpatrick, J., and W. Kirkpatrick. The Kirkpatrick Four Levels: A Fresh Look After 50 Years, 1959-2009. April 2009. Available at 
http://www.managesmarter.com/managesmarter/images/pdfs/trg_20090417_kirkpatrickw hitepaper.pdf
Rouse D (Nick). Employing Kirkpatrick’s Evaluation Framework to Determine the Effectiveness of Health Information Management 
Courses and Programs. Perspectives in Health Information Management / AHIMA, American Health Information Management Association. 
2011;8(Spring). Accessed March 27, 2012. https://www.ncbi.nlm.nih.gov/pmc/articles/PMC3070232/

http://www.managesmarter.com/managesmarter/images/pdfs/trg_20090417_kirkpatrickw%20hitepaper.pdf
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC3070232/


Qualitative versus Quantitative Data
QuaLitative QuaNTitative

Data Non-numeric, Things we 
cannot measure or count: love, 
gaining maturity, mutual 
respect; experiences, feelings, 
perceptions, beliefs, insight

Numeric: Things we can 
measure and count

Data 
provide

Description Measurement

Learn 
About

Meaning, Experience, Context, 
Culture/Climate

Trends, Magnitude, Amount

Goal Depth Generalizability

 Truth? Bias? Subjectivity?→
Slide adapted from Jane Taylor and Donna Luff



Take-home tips on measurement: 
planning, learning, sharing
1. Be clear on the type of measure (e.g., experience, learning, 

process and outcome measures) and data (e.g., qual / 
quant)

2. Develop clear operational definitions for each measure 
(January session!)

3. Engage in data & measurement work (all phases) WITH 
those most affected by the work

4. Decide what data you will collect and how you will collect it; 
and revisit as you learn (too much? Valuable to participants 
& to project?)



Take-home tips on measurement: 
planning, learning, sharing
5. Summarize what you are learning from your data regularly 

(e.g., quarterly)

6. Use your data to inform both course corrections and 
summative learning

7. Revisit the guiding questions and key features of equitable 
measurement – reflect on and share related to those 



Guiding questions for meaningful 
measurement
Whose lives will get better because we are here? (and how do 
we know?)

Who is not thriving, and how can we partner to change that? 
(and how will we know if things are changing?)

How can we have measurement that will support us to 
understand the problem but not get stuck in either: “admiring” 
the problem, or analysis paralysis?



Some key features. Meaningful measurement 
overall and especially considering equity…

… includes the ability to see the system from multiple 
perspectives and levels

• Individual, organizational

• Overall and stratified

… provides a sense of the “what” (magnitude, big picture) and 
the “why” (stories, context, bring the big picture to life)

… is meaningful to those from whom the data are collected (e.g., 
patients) as well as to those collecting and reporting

… is feasible within / connects to other work, other initiatives

...can itself help advance equity



Your Turn,
Reflection

As you reflect on the data you have 
collected, what stands out as key areas of 
learning that you might share? 

Photo: MEM



Dissemination & 
Sharing

How will we share what we’ve learned?



“If it’s worth doing, it’s worth 
sharing.” –Jo Ann Endo, IHI



What are the ways you currently 
share your work?

• What do you like and find helpful?

• Where do you experience challenges (either in the 
preparation of dissemination products and/or the response 
you receive)?



Dissemination and Sharing Tips

• Design sharing & dissemination from the start

• Who’s your audience? 

• Get specific on the “how”: Resources (people, time…), 
associated timeline

• Story spotting

• Regularly Reflect



Overall considerations for 
dissemination & sharing

work
sheet



Who your key audiences?

Potential audience categories…

Internal (to your org)

Key partners in the work (e.g., project partners, funders, etc.):

Other external audiences

Reporters, news media: 



What are your key messages?

• Remember to revisit your aim and learning questions

• What are the data telling you?

• A few key messages can be tailored / expanded for key 
audiences and in specific products



Connecting the audiences and key 
messages

Identify why each audience segment you’ve identified will be 
interested in the work and find it relevant

Consider the key messages overall as well as specific elements 
of your data (including quantitative and qualitative)



Planning for 
dissemination & sharing

work
sheet



For each dissemination product, 
consider…
What it is (specific product / channel)

Audience

Focus / key message

Specific results / learning to share

Project management details (timing, key people responsible, 
associated budget)



Double check! Ask yourself…

• Are we taking on what is most meaningful?
Are we taking on too much?

Prioritize! (and re-prioritize!)
Results & 

learning from 
this work

Has an 
audience 
excited to 

learn

Feasible 
within the 

project



Double check! Ask yourself…

• Are we taking on too much? 
Prioritize! (and re-prioritize!)

• Are the key messages clear and jargon-free? 
Test with members of your key audience(s)!

• Are those most affected by the work part of the 
dissemination and sharing (and not in a tokenized way)?

Sharing in conference presentations and webinars, confirmed level of 
detail you will share in advance



Your Turn
Take a few moments to draft thoughts for 
your project (see worksheet)



Examples from IHI projects



From 100 Million Healthier Lives
1. Website w/ core areas of learning (www.ihi.org/100mlives), 
linked to key resources 

http://www.ihi.org/100mlives


2. Leadership Insights conversation series 
(recorded conversations with 9 leaders) 



3. Case studies from around the globe



4. Journal articles



From Project Fives Alive!
Core report with clear chapters and lessons

Sodzi-Tettey S, Twum-Danso NAY, Mobisson-Etuk

N, Macy LH, Roessner J, Barker PM. Lessons 

Learned from Ghana’s Project Fives Alive! A 

Practical Guide for Designing and Executing 

Large-Scale Improvement Initiatives. Cambridge, 

Massachusetts: Institute for Healthcare 

Improvement; 2015.

Website: 

https://www.ihi.org/resources/Pages/Publications/

ProjectFivesAliveLessonsLearnedGuide.aspx

https://www.ihi.org/resources/Pages/Publications/ProjectFivesAliveLessonsLearnedGuide.aspx










Thank 
you!

Q+A time

Photo: MEM


