
Quality Improvement Practitioner 

Learning Programme

Learning Session 1

‘I don’t know where I am going 

from here, but I promise it 

won’t be boring’ David Bowie



Hello, Housekeeping, How will we do 

this?



Learning Outcomes

Programme:

Develop confidence & 
capability in Quality 
Improvement

Lead an improvement project

Develop skills to teach others

This session:
Quality Improvement Foundations

System of Profound Knowledge

3-Step Improvement Framework

Improvement tools

The Model For Improvement.
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Habits of an Improver

Lucas, B (2015) The habits of an improver.  Available at 

http://www.health.org.uk/sites/default/files/TheHabitsOfAnImprover.pdf



Improvers …

Improvers think and act in different ways from those who 

are simply set on routine service delivery. 

Improvers are constantly curious, wondering if there is a 

better way of doing something. They want to extract the 

learning from any experience. 

Never content with keeping ideas to themselves, they 

are out there talking to and persuading others that an 

issue is worth exploring. 

They have well-honed influencing skills. Aware of the 

likelihood of disagreement they are prepared for and 

deal well with conflict. 



They have a positive mindset which can remain resilient 
in the face of inevitable adversity. 

They are constantly generating ideas and then inviting 
critical scrutiny of their thinking. 

They see strength in collaboration. 

Above all they see the health and social care systems 
and all the people who use and help to design them as 
complex systems. As a consequence they look to make 
connections, to build alliances and synthesise ideas in 
order to gain maximum acceptance of any planned 
change.

They look to exercise smart common sense in the real 
world of providing care services



Find your team for today

Teams must include 6 people 

Each team must include as many of 
the following as possible:

• Someone who loves to dance

• Someone who owns a cat

• Someone who has performed or 
presented on a stage

• Someone who has ‘bagged a 
munro’

• Someone who can solve a rubix
cube

• Someone who is wearing blue

• Someone who can speak Spanish



All improvement requires change ..



The Emotional Cycle of Change

Confusion

Clarity

Stage 1

CONCEPT

Source:  James Nottingham, 2016, 

Stage 2

CONFLICT

Stage 3

CONSTRUCT

EUREKA!
Stage 4

CONSIDER

The Learning Pit
James Nottingham (2016)







TASK:  “It’s all about you”

Lucas, B (2015) The habits of an improver.  Available at 

http://www.health.org.uk/sites/default/files/TheHabitsOfAnImprover.pdf

Complete Self 
Assessment

Hopes and 
Fears for this 
programme











The System of Profound Knowledge

Appreciation 
for a System

Understanding 
Variation

PsychologyTheory of 

Knowledge

Deming 1993

https://www.youtube.com/watch?v=xKv--YA8XJE

https://www.youtube.com/watch?v=xKv--YA8XJE


The System of Profound Knowledge



TASK: Your Improvement Project

How well do you understand the system you are working in?

What steps have you taken to address the human factors?

Are you confident you understand what may be affecting 

performance for your project?

Is your improvement project based on a sound theory?

What insights might be obtained by looking 
through the Lens of Profound Knowledge at your 
project?



The Improvement ‘Journey’





The six questions to be asked of EVERY change programme:

1

Aim

Is there an agreed aim 

that is understood by 

everyone in the 

system?

2

Correct changes

Are we using our full 

knowledge to identify 

the right changes and 

priorities those that are 

likely to have the 

biggest impact on our 

aim?

3

Clear change method

Does everyone know 

and understand the 

method(s) we will use to 

improve?

6

Spread plan

Have we set out our 

plans for innovating, 

testing, implementing 

and sharing new learning 

to spread the 

improvement 

everywhere it is needed?

5

Capacity and 

capability

Are people and other 

resources deployed in 

the best way to enable 

improvement?

4

Measurement

Can we measure and 

report progress on our 

improvement aim?

Step 2 –Creating the Conditions



The Model For Improvement

Step 3 Making the Improvement – “aim big – start small”



DESIGN DESIGN DESIGN DESIGN APPROVE

Conference Room

Real World

The Typical Approach…

IMPLEMENT

http://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&docid=ykjq9r53VQnKwM&tbnid=Bh7v-Zkx9hqHzM:&ved=0CAUQjRw&url=http://www.ageuk.org.uk/home-and-care/help-at-home/care-after-leaving-hospital/&ei=lTUKUpPAGYGw0QWrhYHIAg&bvm=bv.50500085,d.ZG4&psig=AFQjCNFONiCM5Un3Fcgu9X7jfquGp4mfGg&ust=1376487061723991


DESIGN

TEST & 
MODIFY

TEST & 
MODIFY

APPROVE
IF NECESSARY

Conference Room

Real World
TEST & 

MODIFY

Quality Improvement Approach

START TO 
IMPLEMENT



Time for a break?



The System of Profound Knowledge

Appreciation 
for a System

Understanding 
Variation

PsychologyTheory of 

Knowledge

Deming 1993

https://www.youtube.com/watch?v=xKv--YA8XJE

System 

Thinking

https://www.youtube.com/watch?v=xKv--YA8XJE


Appreciation of a System



What is a system?



Appreciating your system!







http://cognitive-edge.com/videos/cynefin-framework-introduction/

The Cynefin Framework

http://cognitive-edge.com/videos/cynefin-framework-introduction/




Improvement Toolkit

Understanding a system

Process Mapping

Pareto Chart

Force Field Analysis

Cause & Effect Diagram

Tools to help 

us consider 

each part of 

the lens …



1. Consider your 

project/area for 

improvement

2. Choose which tool you 

would like to find out 

more about

3. Prepare a 5 minute 

presentation:

• Your description of the 

tool

• An example of how it 

could help with one of 

your projects

• Any other thoughts

TASK: Choose your tool!



(pg 75)

(pg 122)

(pg86)

(pg 34)



• It is a way of revealing the complete 
process and captures the reality of 
how it works now.

• Acts as a catalyst for good ideas 
assisting the multidisciplinary team to 
make improvements for the future.

• Giving everyone in the team a 
broader perspective of what is 
happening (rather than what they 
think is happening).

• Has the potential to improve team 
building because it promotes 
ownership of and increases staff 
involvement in design of processes.

Process Mapping



• Helps to focus efforts on the 
problems that offer the greatest 
potential for improvement.

• Based on the Pareto principle 20% of 
sources cause 80% of problems or 
20% of your work drives 80% of your 
outcomes. 

• Provides a visual representation of 
problems to provide incentive to 
improve based on data not 
assumption

Pareto Chart



Force Field Analysis  

Helps analyse forces for and 

against a change

Helps communicate the 

reasoning behind decision

Use it for two purposes:

1. decide whether to go 

ahead with the change; 

2.   increase chances of 

success, by strengthening 

the forces supporting 

change and weakening 

those against it.



Cause & Effect Diagram

Helps analyse the root cause 

of any challenges or issues

By identifying all possible 

causes and not just the most 

obvious, you can work 

towards removing the 

problem.

Working through cause and 

effect analysis enables those 

involved to gain a shared 

insight into the problem, 

develop possible solutions 

and create a snapshot of the 

team’s collective knowledge https://www.youtube.com/watch?v=387chd8p54c

https://www.youtube.com/watch?v=iFlX6EDewgE

https://www.youtube.com/watch?v=387chd8p54c
https://www.youtube.com/watch?v=iFlX6EDewgE




The System of Profound Knowledge

Appreciation 
for a System

Understanding 
Variation

PsychologyTheory of 

Knowledge

Deming 1993

https://www.youtube.com/watch?v=xKv--YA8XJE

The human 

side of change

https://www.youtube.com/watch?v=xKv--YA8XJE


Psychology:  Improvement Team

Sponsor/Champion

Team Leader

Subject Matter Expert

Improvement 
Advisor/Coach

Data Manager

Practitioner



Psychology:  Find your early adopters 

Diffusion of Innovations,   Everett M. Rogers

But don’t forget about the laggards!



• Establish early engagement.

• Identify potential pitfalls.

• Enable proper planning for

success.

• Minimise conflict.

• Minimise delays.

Human Side of Change: Stakeholder Analysis



Power, Influence and Impact

Stakeholder Matrix

H
ig

h
P

o
w

e
r

Opinion formers. Keep them satisfied 

with what is happening and review your 

analysis of their position regularly.

Key stakeholders who should be fully 

engaged through full communication 

and consultation.

L
o

w
 P

o
w

e
r

This group may be ignored if time and 

resources are stretched.

Community members often fall into this

category.  You should take steps to increase 

their  influence by organising them into groups

or undertaking active consultative work. 

Low Impact / Stakeholding High Impact / Stakeholding

Manage

EngageMonitor

Satisfy



•What financial or emotional 
interest do they have in the 
outcome of your work?

•What motivates them?

•How do they want to receive 
information – what is best way 
for you to communicate to 

them?

Understanding  Stakeholders





Lunch

Start again at

2pm



The Improvement ‘Journey’



•Rationale for improvement 

• Project aim

• Baseline data

• Change ideas

• Improvement Team

•Communication tool

Improvement Toolkit:  Project Charter



Improvement Project Stage Assessment Tool

Project Stage Actions Timescale

Getting 

Started

(Project Score 

1-3)

What initial activities are required to get started?

(Forming the improvement team; developing the 

project charter; gathering and analysing baseline data; 

understanding the current system)

When do you 

expect to complete 

this stage?

Designing and 

Testing 

Changes

(Project Score 

4-7)

What activities are required to start testing changes? 

(Identifying changes and prioritising; engagement with 

customers & colleagues; Identifying the people, place 

to start testing)

When do you 

expect to complete 

this stage?

Implementing 

and sustaining 

changes that 

demonstrate 

improvement

(Project Score 

7-10)

What actions would be required to implement and 

sustain the changes that have resulted in 

improvement? (Training?; Changes to procedures?;  

changes to resources?)

When do you 

expect to complete 

this stage?

Spreading 

Changes

(Project Score 

9-10)

What actions are required to reach the full scale of the 

project?  (Engagement of other teams/colleagues; 

other locations?)

When do you 

expect to complete 

this stage?

Improvement Project Plan

Improvement Toolkit:  Project Plan & Project 

Stage Assessment Tool 
https://communityplanningaberdeen.org.uk/innovate-and-improve/resources/

https://communityplanningaberdeen.org.uk/innovate-and-improve/resources/


Improvement In Practice

A Practical Need Often Drives Creativity!

The Model 

for 

Improvement

AND

Driver 

Diagrams



The Thinking Part

The Doing Part

The Model For Improvement



The Model for Improvement: 

the thinking part

If you don’t answer the 3 thinking questions 
before you start your improvement project – be 
prepared to fail!



The doing part: testing

Plan: How will we ‘test’ 

doing something differently? 

Do: Let’s try!

Study: Did it work?  

Act: What’s next?

All improvement requires change, but not 
all change is an improvement.



The Model for Improvement



What are you trying to achieve?

Aim statement

• What?

• How much?

• By when?

• Target group



Our improvement project

The Scotland national rugby union team 

takes part in the annual Six Nations 

Championship.  In 2019, the Scottish Rugby 

team won 1 of the 5 games played in the 

Championship.  They want to improve this in 

2020.

Write an aim 
statement

• What?

• How much?

• By when?

• Target group

Scottish Rugby needs our help!



Example: 

What are you trying to accomplish?

Aim statement  

Support and inspire 

the Scotland Rugby 

team to improve their 

performance in future 

tournaments 

Aim statement 

The Scottish Rugby Team 

will win 4 games during the 

Six Nations Championship 

in Feb & Mar 2020



The Model for Improvement



Outcome
Tells a team whether the changes it is making are 

helping to achieve the stated aim – e.g the voice 

of the customer

Number of games won by Scottish Rugby Team 

during 2019 Six Nations Tournament

Process
Tells a team whether the a specific process 

change is having the intended effect – e.g voice 

of the workings of the system

Number of players completing their individual 

fitness plan each week

Balancing
Makes sure that changes to improve one part of 

the system are not causing problems in other 

parts of the system – are there any unanticipated 

consequences?

Performance of Scottish Football Team

Family of measures

Qualitative data is also valuable

e.g. 

‘I feel a greater sense of confidence about 

my role in the team and what I can do to help 

us win’



The Model for Improvement



Selecting Changes

• Fixing something or innovative change?

• Where are changes sourced from: literature, 
evidence, experience of others, hunches and 
theories

• Steal shamelessly and learn from others

• Use best practice

• Choose the changes you think will have the 
biggest impact 

• Avoid low impact changes

Selecting changes



Example: 

Aim: The Scottish Rugby Team will win 4 games during the 
Six Nations Championship in 2019

Change ideas?

• Analyse our data

• Meet with partners

• Complete a survey

• Develop a communications 

strategy

Change ideas?

• Would individual fitness plans 

increase physical endurance?

• To what extent would daily 

visualisation techniques increase 

players confidence and belief to 

win?



The System of Profound Knowledge

Appreciation 
for a System

Understanding 
Variation

Psychology
Theory of 

Knowledge

Deming 1993

https://www.youtube.com/watch?v=xKv--YA8XJE

Theory of 

change & 

building 

knowledge

https://www.youtube.com/watch?v=xKv--YA8XJE


Improvement Toolkit:  Driver Diagram

A tool to help 
organise our 
theories and 
ideas during 
an 
improvement 
effort

Langley et al. 2009, p.429



Supports the team to 
explore all factors that will 
help achieve the aim

Helps identify measures

Provides an improvement 
route map

Communication tool

Why a driver diagram?



1. Aim

2. Primary Drivers

3. Secondary Drivers

4. Change Package –
including changes

The 4 Key Components of a Driver Diagram



1

Aim

Is there an agreed aim 

that is understood by 

everyone in the 

system?

2

Correct changes

Are we using our full 

knowledge to identify 

the right changes and 

prioritise those that are 

likely to have the biggest 

impact on our aim?

3

Clear change method

Does everyone know 

and understand the 

method(s) we will use to 

improve?

6

Spread plan

Have we set out our plans 

for innovating, testing, 

implementing and sharing 

new learning to spread the 

improvement everywhere it 

is needed?

5

Capacity and capability

Are people and other 

resources deployed in 

the best way to enable 

improvement?

4

Measurement

Can we measure and 

report progress on our 

improvement aim?

3 Step Improvement Framework & Driver Diagrams



72

Improvement Toolkit:  Driver Diagram

Describe theory of 
change

Develop your measures

Communication tool

Track project 
progression

NB: It is not set in 
stone!



73

Secondary 

Drivers 

These are the 

actions which

will bring about 

the primary 

drivers

i.e. breaking the 

Primary drivers 

down to more 

manageable 

chunks

Primary / 

Key Drivers

Processes

& structures

which

contribute 

directly to the

aim

(what we should

be doing!) 

AIM

OUTCOME 

The Why The How



Tips for developing a driver 

diagram 

Gather the subject matter experts 

Brainstorm: ‘What do we need to 
do to reach our aim?” 

Cluster ideas/thoughts generated 

Logically link together themes 

Work backwards from project 
ideas if that helps

Practise!



Group Task

Aim:

‘Scotland will 
win at least 4 

matches 
during the six 
nations rugby 

tournament 
in Feb-Mar 

2019’



Scotland 

will win at 

least 4 

matches 

during the 

six nations 

rugby 

tournament 

in Feb-Mar 

2020

High Quality 

Coaching

Winning 

Mentality

Analyse performance of all 

matches 

Improve diet of all players

To what extent would a 

monthly one to one 

dietician session improve 

physical fitness levels?

Do what extent does 

regular team building 

events improve whole team 

performance?

To what extent would 

individualized fitness plans 

improve player fitness?

To what extent would a 

‘formal match analysis tool’ 

enable better learning?

Develop a shared 

understanding of tactics for 

each game

Which requires…We need to 

ensure….

In order to 

achieve this 

AIM

Ideas to ensure 

this happens

Driver Diagram

Excellent 

Health & 

fitness

High 

performing 

Team-work

Learn from successful 

teams

Individual physical fitness 

plans

Recognition of team 

strengths 

Actively value all team 

members contribution

Outcome 

Measure:

# of matches 

won during six 

nations 

tournament

To what extent would 

increased ‘set pieces’ help 

improve performance on the 

day?

Process Measure:

# of players 

completing weekly 

physical fitness plan

High expectations of effort 

levels needed 

Process Measure:

# of players who self 

report that they think 

their contribution to 

the team is ‘highly 

valued’

Process Measure:

# of matches 

analysed each 

month



Scotland 

will win at 

least 4 

matches 

during the 

six nations 

rugby 

tournament 

in Feb-Mar 

2020

High Quality 

Coaching

Winning 

Mentality

Analyse performance of all 

matches 

Improve diet of all players

To what extent would a 

monthly one to one 

dietician session improve 

physical fitness levels?

Do what extent does 

regular team building 

events improve whole team 

performance?

To what extent would 

individualized fitness plans 

improve player fitness?

To what extent would a 

‘formal match analysis tool’ 

enable better learning?

Develop a shared 

understanding of tactics for 

each game

Which requires…We need to 

ensure….

In order to 

achieve this 

AIM

Ideas to ensure 

this happens

Improvement Toolkit:  ‘Cascading’ Driver Diagram

Excellent 

Health & 

fitness

High 

performing 

Team-work

Learn from successful 

teams

Individual physical fitness 

plans

Recognition of team 

strengths 

Actively value all team 

members contribution

To what extent would 

increased ‘set pieces’ help 

improve performance on the 

day?

High expectations of effort 

levels needed 

Vision – Scotland has the best rugby team in the world 



Tips for using driver diagrams

78

Remember they 
are dynamic 
tools

Refer back to the 
driver diagram 
on a regular basis

Keep it visible 
and use it as a 
communication 
tool



Today’s session…

Programme:

Develop confidence & capability in 
Quality Improvement

Lead an improvement project

Develop skills to teach others

This session:
Quality Improvement Foundations

System of Profound Knowledge

3-Step Improvement Framework

Improvement tools

The Model For Improvement.

Learning 
Session 1

Action 
Period –
Personal 
Learning 

& 
Support

Learning 
Session 

2

Action 
Period –
Personal 
Learning 

& 
Support

Learning 
Session 

3

Action 
Period –
Personal 
Learning 

& 
Support

Learning 
Session 

4

Action 
Period –
Personal 
Learning 

& 
Support

Learning Outcomes



The Thinking Part

The Doing Part

The Model For Improvement



• Contact coach & agree support 
plan.

• Plan for ‘Action Period’ before 
next session:

– Use relevant tools

– Collect baseline data

– Develop your aim and rationale 
for improvement

• Develop project charter & 
monthly report.  Email to QI 
coach & CP Team by

Next Steps…

Next Learning Session: Wednesday 30 October @ 10am

including ‘Project Surgery’



Monthly Reports…



Monthly Progress Update
Project Title:              Report Date:                          
Project Lead Name:  Contact Info:  

Team

What are we trying to accomplish?

List of Measures

(Please include data/run charts on 
additional slides) 

Team Project  Progress Score (0.5-5.0 Scale) 
and Reason

•Project score: 

Barriers and Specific needs to Overcome Them. 

Changes We Plan to Test
•

Recommendations / Next Steps

PDSA’s In Progress Now
•



EXAMPLE Monthly Progress Report
Project Title: Improving Attachment-led Practice in Aberdeen

What are we trying to accomplish? 
80% of children in Angels & Co will demonstrate 
high levels of emotional wellbeing by 31 October 
2014

Team
AS – Manager & Project Lead
SM- Asst. Manager & Data  Lead
J M– Practitioner 
SZ – subject matter expert
SW – IA

Team Project  Progress Score (0.5-5.0 Scale) and 
Reason
•Project score: 3.5

•PDSA cycles carried out, data collected, improvement 
evidenced and implementation plan is being developed.

Barriers and Specific needs from Sponsor to 
Overcome Them. 
Ensure SW has capacity to support the  local 
authority settings who have volunteered to test the 
use of the Leuven Scale.

Changes We Plan 
To what extent does the article in the nursery 
newsletter help parents to understand the 
purpose and benefits of observing and 
responding to children’s level of emotional 
wellbeing and involvement.

Recommendations / Next Steps
• Develop implementation plan for wider use 
of assessment tool in setting
•Review policies & procedures.

• Share learning with other settings

PDSA’s In Progress Now
• To what extent does the ‘Smiley Face’ chart 
help parents, staff and children understand the 
reasons for assessing children’s emotional 
wellbeing 
• To what extent does the ‘Smiley Face’ chart 
help the staff team to analyse children’s level of 
emotional wellbeing?
• To what extent do the weekly staff meetings 
help staff feel more confident about the new 
system.

List of Measures
Outcome Measures

Children’s emotional wellbeing

• % of children who have high levels of emotional wellbeing  (O1)

Process Measures

Assessment

•% of practitioners using assessment tool (P1)

• % of children who have been assessed using assessment tool (P3)

Support plans

•% of children with individual support plans related to supporting emotional wellbeing (P4)

Balancing Measure

•# of children who have reduced ability to self-regulate. (B1)



PROCESS MEASURE 4

OUTCOME MEASURE 1
PROCESS MEASURE 1

PROCESS MEASURE 3



Please feed-forward

What Went Well…

Even better if….


