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Agenda 

• Welcome and Introductions 
• Brief Review 
• Beyond Aim Statements 
• Developing Roadmaps 
• Designing Interventions that Work 
• Next Steps 
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Review – QI 201 to Date 
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• LS 1 Review of QI 101 and the 7-Task 
Improvement Process 

• LS 2 
  

Stakeholders, Aims, and Changes (Driver 
Diagrams) 

• LS 3  More on Aims and Identifying  
Interventions 



Today’s Focus 

• How will we know a 
change is an 
improvement? 
 

• What changes or 
interventions will 
make a difference? 
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The Improvement Process 
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Resources for QI Teams: One-on-One TA 
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Questions, Comments and Discussion 
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Recap: Aim Statements 

The aim statement should be easy to 
remember: 

• What will we improve? 
• For whom? 
• How much? (specify number goals for outcomes) 
• By when? 
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Advanced Concepts for Aim Statements 

• Consider both a population health and an improvement 
aim with different time frames and goals 

• Set a bold goal: differentiate between longer term 
population health goals and shorter term improvement 
goals  

• Considerations for setting the baseline: 
• Population health data 
• Improvement data and role of earliest data points 
• 50% rule  

• Solicit buy in and commitment from stakeholders 
• Consider your statement from the target population’s 

perspective 
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Example Aim Statement - California 

“Under construction” – helping women sustain smoking 
cessation after birth 
• By May 1, 2014 Davis Community Clinic, a FQHC, will 

increase the number of women who sustain smoking 
cessation after the birth of their children.   

 We expect that the changes we make will increase by 50% 
the number of women who sustain cessation at the 6 week 
post natal visit and the 4 month well child visit.   

 We plan to start with one provider, scale up to 5 providers by 
May, then to 3 other clinics by September 2014, and create a 
spread plan for Northern California FQHCs that will begin in 
January, 2015. 
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Poll 1 

• In developing your aim statement for QI 201 
projects which element was most challenging to 
articulate? (Select one) 
a) What to improve 
b) For whom (targeting a population) 
c) How much (setting numerical goals) 
d) By when (setting a deadline) 
e) Other 
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Questions, Comments and Discussion 
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Developing Road Maps  
and Designing Interventions 
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Developing a Road Map: Driver Diagrams 

• The driver diagram represents the best theory to date on 
how to succeed with your project 

• It guides your interventions 
• The sequence, scale, and tempo of change requires 

expertise, finesse, and ability to learn and revise as you go 
• A useful driver diagram moves from broad concepts to 

specific interventions 
• You don’t have to jump immediately from the world of 

testing interventions to large-scale implementation.  
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Driver Diagrams:  
Examples from QI Teams 
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Illinois 

16 



Georgia 

17 



Iowa 
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California 
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Questions, Comments and Discussion 
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Designing your Intervention 
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Relationship of Aims to Interventions 

• The aim is like a “true north” but cannot be your 
step-by-step navigation for interventions 

• What do interventions depend on? 
• Pilot site to help design/implement intervention  
• Cooperative nature of relationship with the pilot site 
• Ability to make the case of learning as you go to 

develop a ‘let’s see what we can learn’ attitude with 
pilot site(s) 

• A focus on usefulness and what works 
• Willingness to learn from experience 
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Spectrum of Interventions 
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(C) 2001, Sarah W. Fraser.  
Used by IHI in IMPACT Series 

Adapted from Ashkenas, 1995 



Poll 2 

Think of a preliminary intervention your QI team has 
identified. Where on the Passive-Active spectrum does that 
intervention fall? Select one: 

a) Very passive (general publications) 
b) Somewhat passive (personal touch communications) 
c) Neither passive nor active (two-way exchanges) 
d) Somewhat active (public events) 
e) Very active (face-to-face engagement) 
f) None of the above 
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Discussion – Rounding Out an Intervention Plan 

Discussion Topics 
• How would you describe your QI Team’s main intervention(s)? 
• Is your intervention plan weighted more toward active or 

passive changes? 
• Are there any “gaps” that you’d like to fill in your intervention 

plan? 
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The Value of “Failed” Tests 

“I did not fail one 
thousand times; I found 
one thousand ways how 
not to make a light bulb.”

Thomas Edison

From IHI/Hret-HEN Improvement Advisor Fellowship Track 1  
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Coming Attractions 

• Small-scale tests 
of change:  
• Selecting an 

intervention 
• Time-bound tests 
• Encouraging buy-in 

• Monitoring change: 
• Measure selection 
• Tracking progress 
• Sharing results 
• Measurement systems, 

challenges, and 
solutions 

27 



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  

• Our next session will focus on scaling interventions and 
measurement 

Thank you for participating in today’s Learning Session. 
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