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Agenda 

• Welcome and Introductions 
• Designing Interventions and Small Tests of 

Change 
• Measuring Improvement  
• Next Steps 
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QI Team Introductions 

3 



Review: QI 201 to Date 
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• August: Welcome and Kick-off 

• September: Review of QI 101 and the 
Improvement Process 

• October: Stakeholders, Aims, and Changes 
(Driver Diagrams) 

• November: More on Aims and Identifying 
Interventions 

• December: Designing and Testing 
Interventions and Defining Measures 

• 2014: Implementing Interventions, Measuring 
Improvement, and Spreading Results 



Today’s Focus 
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• Designing 
interventions:  
• Selecting an 

intervention 
• Conducting small tests 

of change 
• Encouraging buy-in 

• Measuring change: 
• Selecting measures 
• Tracking progress 
• Measurement systems, 

challenges, and 
solutions 



The Improvement Process 
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Designing Interventions 
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Relationship of Aims to Interventions 

• The aim functions as a 
“true north,” not a step-
by-step navigation  

• Characteristics of 
successful changes or 
interventions are: 
• Basis in experience or 

evidence 
• Can drive learning 
• Supported by key 

stakeholders 

Key Concepts in 
Improvement Testing 

Test on a small scale 
 

Trial and error 

Test as a series of sequences 

Build confidence in the change 
under a wide range of conditions 
before implementing  



Example from Georgia 
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Early theory or approach  

• Stakeholder alignment 
• All 3 Medicaid health plans will 

implement a policy 
• Statistically significant change 

in data = improvement 

QI 201 revised approach 

• Build on OB/GYN Society 
support  

• Each health plan identifies 2 
pilot clinics with a provider 
champion (one rural & one 
urban) 

• Test use of tool with one 
provider, then spread clinic 
wide as kinks are worked out 

• Collect ‘just enough’ data (3 
months – 10 charts per CMO 
each month) 

• Create a spread plan for state 
• Policy implementation   



Georgia 
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Georgia 
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Example from Georgia (cont’d) 
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Engaging with Pilot 
Sites 
• Health plans meet with and 

help clinic write an aim  
• Share tool(s) with providers  
• Review measures and data 

collection plan  
• Review PDSA concept and 

worksheet 

Launching Potential Small 
Tests of Change 
• Pilot site to discuss how to test with 

the next patient (n=1) 
• Identify the conditions under which 

clinicians can test 
• Early in pregnancy 
• Patients with high health literacy v. low 

health literacy 
• Non-English speaking  
• At postnatal visits 
• Throughout perinatal period 

• What other changes might 
supplement the tool? 

• Teach back 
• Motivational Interviewing Questions: 

confidence and importance 
• Joint problem solving 



Minnesota 

13 



Minnesota (cont’d) 
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Questions, Comments, and Discussion 
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Balancing your Intervention Approach 
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Spectrum of Intervention Activities 

Adapted (2013) from (C) 2001, Sarah W. Fraser.  
Used by IHI in IMPACT Series 
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Adapted from Ashkenas, 1995 



Discussion: Small Tests of Change  

Discussion Topics 
• When would you work on the left side of the 

diagram (passive) and not the right side 
(active)? 

• How would you engage a pilot site in a small 
test?   

• How do you know when you have tested enough 
and are ready to implement?  
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Identifying the Right Scale for Testing and 
Implementing Changes 

Current Situation 
Community or Stakeholders 

Resistant Indifferent Ready 

Low 
Confidence 
that current 
change idea will 
lead to 
Improvement 

C
os

t o
f F
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re
 

Large Very Small Scale 
Test 

Very Small Scale 
Test 

Very Small Scale 
Test 

Small Very Small Scale 
Test 
 

Very Small Scale 
Test 
 

Small Scale 
Test 

High 
Confidence 
that current 
change idea will 
lead to 
Improvement 

Large Very Small Scale 
Test 

Small Scale 
Test 

Large Scale 
Test 

Small Small Scale 
Test 

Large Scale 
Test Implement! 

The Improvement Guide 2nd ed. 
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Example from California: How to use a sequence of 
tests to increase confidence in the change 

Aim:  By May 1, 2014, Davis Community Clinic, a FQHC, will increase by 50% 
the number of women who sustain smoking cessation at the 6 week 
postnatal visit and the 4-month well child visit.  

Approach: We plan to start with one provider, scale up to 5 providers by May and 
then spread to 3 other clinics by September 2014 and create a spread 
plan for Northern California FQHCs that will begin in January 2015. 

Very Small 
Scale Tests 

1. Provider will co-set quit date with next patient who smokes, give a 
good message about Quit Line and refer to quit line  

2. Provider will do same and add teach back for next patient   
3. Provider will do #2 and add MI Questions    

Small Scale 
Test 

1. Provider will do this for all women in first trimester   
2. Provider will add messaging with partners and patient or patient at 

first postnatal visit 

Large Scale 
Test 

1. Provider will test for 1 month on all peri- and postnatal patients   
2. Provider will document and test most useful combination of changes 

as protocol and test on all subsequent patients   
3. Provider will enlist other providers with spread plan inside clinic 

Implementation! 



Questions, Comments, and Discussion 

21 



Defining Measures 
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Three Types of Measures 

• Outcome measures 
• Results or aim of the project 
• Usually relate to an overall system improvement or a clinical outcome 

• Process measures 
• Reflect how the improvements are done 
• They are more sensitive to change than the outcome measures 

• Balancing measures 
• May reflect volume 
• May include staff and constituent experience 
• Reflect unintended consequences of change to other parts of the 

system or other systems  
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Medicaid/CHIP Maternity Core Set 

Measure Set Medicaid/CHIP Core Set Measure 

  Timeliness of Prenatal Care 

  Frequency of Ongoing Prenatal Care 

Child Core Behavioral Health Risk Assessment for Pregnant Women 

  Cesarean Rate (for 1st Pregnancy) 

  Percentage of Live Births Weighing Less Than 2,500 Grams 

  Well-Child Visits in the First 15 Months of Life 

  Antenatal Steroids 

Adult Core Elective Delivery 

  Postpartum Care 
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Example from California: Draft Family of Measures 

Outcome Measures 

Number of women who quit 
smoking anytime during 
pregnancy who say they are 
not smoking  
• at first postpartum visit 
• at 6 week postpartum 

visit  
• at 4 month postpartum or 

at 4 month well child visit 

Process Measures 

• Number of referrals to 
Quitline each month 
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Example from Georgia: Draft Family of Measures 

Outcome Measures  

• Percentage of women 
who create a reproductive 
life plan 

Process Measures 

• Documentation of birth 
planning, spacing 

• Documentation of birth 
planning, spacing and 
contraception 

• Documentation of “tool” 
for reproductive life 
planning 



Discussion: Measurement 

• What kinds of process measures could be designed for 
your QI project that are sensitive enough to detect small 
improvements? 

• What data might signal improvement while waiting for 
HEDIS data? 

• How might data be generated and from where?  
• Pilot site data 
• Core measures 
• Qualitative/survey data 
• HEDIS 
• Claims data 
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Questions, Comments, and Discussion 
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Coming Attractions 
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• Piloting tests of 
change 

• Measuring changes 
• Sharing early results 



Next Steps 

• We are available for individual TA discussions about your 
team’s specific needs 

• Please contact us through the TA Mailbox to schedule a 
TA discussion or for other support: 
MACqualityTA@cms.hhs.gov  

Thank you for participating in today’s Learning Session. 
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