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Webinar Instructions
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To avoid echoes and feedback, we request that you use the telephone audio 
instead of your computer audio for listening and speaking during the webinar.  

Figure 1

Figure 2

Click Switch Audio

Enter telephone number

You can switch your audio 
connection by clicking on the 
three dot ellipsis icon found 
at the bottom of your screen. 



Webinar Instructions
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• All attendees have been muted to 
eliminate any possible noise/ 
interference/distraction.

• Please take a moment and open 
your chat box by clicking the chat 
icon found at the bottom right-
hand corner of your screen and as 
shown in Figure 1. 

• If you have any questions, please 
type your questions into the chat 
box, and they will be answered 
throughout the presentation.

• Be sure to select “Everyone” when 
sending a message.

Figure 1



Conflict of Interest
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All presenters have signed a conflict of interest 
form and have declared that there is no conflict 
of interest and nothing to disclose for this 
presentation.



Learning Objectives

Model for 
Improvement 
methodology

1
Developing aim 

statement

2
Developing a 

project charter

3
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Learn, Understand and Practice



Overview:
QI and the Model 
for Improvement



QI Approaches

• Model for Improvement (MFI) – Simple and powerful, 
healthcare-specific framework for accelerating 
improvements.

• Human-Centered Design – Management framework that 
develops solutions to problems by involving the human 
perspective in all steps of the problem-solving process. 

• Six Sigma – Project-based methodology for improving 
customer experience while reducing costs by perfecting a 
processes or system. 

• Lean – Creates maximum value for patients by focusing on 
continuously streamlining and reducing waste (cost, time, 
defects) within process(es).
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How Do You Define QI?
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Quality Improvement Defined
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Health Resources and Services Administration



What is Quality Improvement?

Theory or hypothesis
• Changes based on learning
• Cyclical process

Regular, ongoing assessment and measurement
System focus

• Quality is the default
• Reliability

Reduction of variability
• Error, waste, workarounds
• Non-value added, redundant, and single-point of failure activities
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Why Quality Improvement?
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“Improving quality is about making healthcare more 
safe, effective, patient centered, timely, efficient 

and equitable.”

“From Quality Improvement Made Simple,”  The Health Foundation Inspiring Improvement



Why Focus on Quality Improvement?
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“Improving our work is our 
work, not a distraction 

from our work!”
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How Does Quality Improvement Work?
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Model for Improvement
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Developed by the Associates in 
Process Improvement 

• Widely used as a framework to guide 
improvement projects

• The Improvement Guide is considered the 
“go-to” reference book for improvement.

• Used by the Institute for Healthcare 
Improvement (IHI)

*Langley, Nolan, Nolan, Norman, and Provost, Jossey-Bass, 1996

https://www.google.com/url?q=http://www.docstoc.com/docs/81688432/The-Improvement-Guide-(PDF)&sa=U&ei=-YUfU_2gN5DzoASNkAI&ved=0CC8Q9QEwAQ&usg=AFQjCNGCelsZ6Dx5Gy2HRRGcxtFpPTayzA
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What are we trying to
accomplish?

How will we know that a
change is an improvement?

What changes can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do

From Associates in Process Improvement. 



Three Key Questions

• What are we trying to accomplish? (Aim)

• How will we know that a change is an 
improvement? (Measure)

• What changes can we make that will result in an 
improvement? (Change)
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“Central Law of Improvement”

Berwick, D. “A primer on leading the improvement of systems.” BMJ 1996;312:619-22. 
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC2350403/pdf/bmj00532-0035.pdf

18

“Every system is perfectly 
designed to deliver the 

results it produces.”
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What are we trying to
accomplish?

How will we know that a
change is an improvement?

What changes can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do

From Associates in Process Improvement. 



Model for Improvement

PDSA model is based 
on a scientific method 
made popular by Dr. W. 
E. Deming

– The System of Profound 
Knowledge
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PDSA – Rapid Cycle Improvement
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•What changes
are to be made?

•Next cycle?

Act
•Questions & 
predictions 
(why?)
•Plan to carry out 
the cycle

Plan

Check/Study Do
•Carry out the plan
•Document

problems and
observations

•Begin data 
analysis

•Complete data 
analysis
•Compare data 
to predictions
•Summarize 
what was 
learned

Adapted from the 
Institute for Healthcare 
Improvement 
Breakthrough Series 
College. 



Testing Changes

• Small scale tests = BIG changes
• Experimentation is required
• Small, rapid tests of change  PDSA cycle
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Consider This . . . 
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“I have not failed. 
I've just found 
10,000 ways that 
won't work.”

- Thomas Edison 



Repeated Use of PDSA Cycle
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Review the Model for Improvement
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What are we trying to
accomplish?

How will we know that a
change is an improvement?

What changes can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do

From Associates in Process Improvement. 
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What Do We Want 
to Accomplish? 



Aim Statements within Model for 
Improvement
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What are we trying to
accomplish?

How will we know that a
change is an improvement?

What changes can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do

From Associates in Process Improvement. 

AIM Statement



Why are Aim Statements Important?
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Why Aim Statements are Important
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• Answers the question: “Why 
are we doing this?”

• Sets realistic vision for QI 
work

• Clearly states a purpose or 
direction

• Makes sure everyone is on 
the same page
– Improvement team
– Leadership



SMART Characteristics
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• Specific
• Measureable
• Achievable Ambitious
• Relevant
• Time-bound



Aim Statement Format
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• We will (reduce, decrease, increase, improve)
• XXXX (area of improvement, i.e., diabetes 

management, cervical cancer screening rate, 
etc.)

• From (baseline) to (target goal)
• By (target date)



Aim Statement Examples

• Partnership Clinic will increase cervical cancer 
screening from 40% to 65% by December 31, 2020.

• Clinic ABC will reduce cycle time from 60 minutes to 
45 minutes by October 31, 2020.  

• CA Clinic will increase the percentage of patients 
with Type II Diabetes whose HbA1c is < 8 from 35% 
to 45% by November 30, 2020.
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Assess the Aim – Example 1

Partnership Clinic will do a better job getting 
women in for their pap smears.

– Is it:
Specific?
Measureable?
Achievable/Ambitious?
Relevant?
Time-bound?
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Assess the Aim – Example 1

Partnership Clinic will do a better job getting 
women in for their pap smears.

Revised Aim:  Partnership Clinic will increase 
our cervical cancer screening rate from 60% to 
70% by December 31, 20XX. 
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Assess the Aim – Example 2

To improve operational efficiency, Clinic ABC 
will reduce cycle time within 3 months.

– Is it:
– Specific?
– Measureable?
– Achievable/Ambitious?
– Relevant?
– Time-bound?
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Assess the Aim – Example 2

To improve operational efficiency, Clinic ABC will 
reduce cycle time within 3 months.

Revised Aim:  ABC Clinic will reduce cycle time 
from 70 minutes to 50 minutes by January 31, 
20XX.
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Assess the Aim – Example 3

Good Health Clinic will reduce the hospital all-cause 
30-day readmission rate from 20% (baseline) to 15% 
by December 31, 20XX. 

– Is it:
– Specific?
– Measureable?
– Achievable/Ambitious?
– Relevant?
– Time-bound?
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Aim Statements with
Multiple Outcomes

Clinic A will improve care management of our 
patients with Type 2 Diabetes by December 31, 
20XX, as evidenced by:

– Increasing the percentage of patients with HbA1c <
8 from 52% to 55%

– Increasing the percentage of patients with BP < 
140/90 from 40% to 60%

– Increasing the percentage of patients with timely 
retinopathy screening from 45% to 54%
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The Aim Statement is 
a Collective Effort

Aim statements should not be written alone! 
Create/refine your aim statement with your team. 
Use SMART criteria:

–Why is this aim important to our organization?
–When (exactly) can we accomplish this? 
–Is that measurable? 
–What do we mean by…?
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Factors that Influence Scope
the Aim Statement
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• Organizational 
priorities
– Strategic plan
– Leadership support

• Resources
– Time
– Staffing
– Budget

• Infrastructure
– Information technology
– Ability to collect data

• External environment
– Regulatory 

requirements
– Affordable Care

Act



Aim Statement Review
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• Aim statements should meet the SMART criteria
• Aim statements should be developed with a 

team and should consider what factors might 
influence the scope



Project Charter
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Project Charter
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• Provides direction and a sense of purpose
• Demonstrates need to address the issue at hand 
• Captures agreements on how the team will 

function
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Charter 
Elements

Background
/ Reason 
for Effort

Aim 
Statement

Project 
Scope and 
Approach

Expected 
Deliverable/ 
Outcomes

Project 
Risks

Project 
Milestones

Team Roles 
/ Logistics



What Are We Trying to Accomplish?
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• Background/Reason for Effort
– Why is it important and why now?

• Aim Statement
– Documents desired outcome
– SMART aim

• Project Scope and Approach
– What are the parameters of your project?
– What approach will you take to complete the 

objective?



Project Deliverables 

• Tangible or intangible 
good or service produced 
as a result of the project.  

• Examples:
• Reports
• Documents – i.e. 

workflows, policies and 
procedure

• Improvement in a 
process or system
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Project Risks
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• What could challenge the success of your 
project:
– Scope of project
– Change management 

• Staff response
• Executive sponsor engagement/support

– Stakeholder buy-in/support
– Resources

• Time, materials, staffing
– Communication



Project Milestones
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• What specific points in 
the project lifecycle will 
measure your progress?

– What will you celebrate?
– What deliverables are due 

and when?



Who Will Participate
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• QI project team
– Team of 2 vs. team of 7
– Existing team vs. new team
– Identifying roles to fill:

• Sponsor/champion
• Project lead(s)
• Process expert(s)
• Subject matter expert(s)



Charter – Project Team
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Name team members, roles and responsibilities. 
• Sponsor – Senior leader with formal authority and 

ownership for the process being improved
• Champion – Leads project identification and prioritization; 

generates the organizational support and resources to 
ensure project success

• Project Lead – Coordinates and facilitates meetings, 
provides change management skills and improvement tools 
and resources 

• Process Expert – Front-line staff member familiar with 
day-to-day process being improved

• Subject Matter Expert – Provides expertise needed to 
improve process



Team Logistics
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• Develop team agreements:
– Meeting frequency
– Assign meeting roles 

• Note-taker
• Facilitator

– Establish ground rules



Example Project Charter

54



Continued…Example Project 
Charter
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Charter as A Living Document
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• The charter is a “living” document:
– Organizes the work
– Provides documentation regarding 

agreements
– Should be reviewed throughout the life of the 

project
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Resources

A Quick Guide to Starting Your 
Quality Improvement Projects
http://www.partnershiphp.org/Pr
oviders/Quality/Pages/PIAcade
myLandingPage.aspx

 Resources
 Quick Guide to Starting Your 

Quality Improvement 
Projects
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http://www.partnershiphp.org/Providers/Quality/Pages/PIAcademyLandingPage.aspx


ABC’s of QI – Upcoming Sessions

Session 2: Using Data for Quality
Date: Wednesday, October 14    Time: Noon – 1:00 p.m. 
Registration

Session 3: Understanding the Role of Measurement in Quality Improvement 
Date: Wednesday, October 21 Time: Noon - 1:00 p.m.
Registration

*Office Hours with Improvement Coaches – optional session for additional  
support

Date: Wednesday, October 28    Time:  Noon – 1:00 p.m.  
Registration

Session 4: Tips for Developing Change Ideas for Improvement Webinar
Date: Wednesday, November 4    Time: Noon - 1:00 p.m. 
Registration

Session 5: Testing and Implementing Changes via the
Plan-Do-Study-Act Cycle Webinar

Date: Thursday, November 12    Time: Noon - 1 p.m. 
Registration
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https://partnershiphp.webex.com/partnershiphp/onstage/g.php?MTID=e313e1950a94c008e1672989841b2c6e0
https://partnershiphp.webex.com/partnershiphp/onstage/g.php?MTID=e0d318247a5eaa0b14b05d3a496df5235
https://partnershiphp.webex.com/mw3300/mywebex/default.do?nomenu=true&siteurl=partnershiphp&service=6&rnd=0.6562010652250916&main_url=https%3A%2F%2Fpartnershiphp.webex.com%2Fec3300%2Feventcenter%2Fevent%2FeventAction.do%3FtheAction%3Ddetail%26%26%26EMK%3D4832534b0000000460acb919525961218babcf688bf7adeae00f6a3e162e40cc4d179a3beca1a3a2%26siteurl%3Dpartnershiphp%26confViewID%3D169503368004281012%26encryptTicket%3DSDJTSwAAAAR5BPzmFnd5fiz7n5Oq2o64b_U4CW5iCTe-7Hmb-q4NvA2%26
https://partnershiphp.webex.com/mw3300/mywebex/default.do?nomenu=true&siteurl=partnershiphp&service=6&rnd=0.6956377320738453&main_url=https%3A%2F%2Fpartnershiphp.webex.com%2Fec3300%2Feventcenter%2Fevent%2FeventAction.do%3FtheAction%3Ddetail%26%26%26EMK%3D4832534b000000044f49bba786bd65a2d87cafca15f2ac51cbdec1e908ff6111923a91a4ef5e3267%26siteurl%3Dpartnershiphp%26confViewID%3D169504777231704133%26encryptTicket%3DSDJTSwAAAATuxWYYSq8Fa7gKrgU7T5pa6YrYqELCTR6vP4nfy5SFOg2%26
https://partnershiphp.webex.com/mw3300/mywebex/default.do?nomenu=true&siteurl=partnershiphp&service=6&rnd=0.24097095868318075&main_url=https%3A%2F%2Fpartnershiphp.webex.com%2Fec3300%2Feventcenter%2Fevent%2FeventAction.do%3FtheAction%3Ddetail%26%26%26EMK%3D4832534b00000004648f96b5ead0b6f1d0e114fab8241a91afdb50e69c6702d9acb997862b1ea38b%26siteurl%3Dpartnershiphp%26confViewID%3D169504984566637040%26encryptTicket%3DSDJTSwAAAARtnV0VnST81W5Rq2d-eqTSHW3NzIhm8nHEpgm2ofm9tw2%26


Quality Improvement Trainings

Accelerated Learning Education Program 
• Cervical and Breast Cancer Screening 

Date Tuesday , August 25 Time:  Noon – 1 p.m.
(Recording Available) 

• Well Child Visit in the First 15 Months of Life Webinar 
Date: Tuesday, September 22    Time:  Noon – 1 p.m.
(Recording Available) 

• Childhood Immunization Measures Webinar
Date:  Tuesday, October 6    Time:  Noon – 1 p.m.

• Academic Detailing Webinar:  Improving Asthma Care and the 
HEDIS Asthma Medication Ratio
Date: Tuesday, October 20    Time:  Noon – 1 p.m.

2019 PCP QIP High Performers – How’d They Do That? 
• Webinar #1 of 3 (PCP’s with > 10, 000 PHC members) 

Date:  Thursday, September 17    Time:  Noon – 1:00 p.m. 
(Recording Available) 

• Webinar #2 of 3 (PCP’s between 10 – 20,000 PHC members)
Date:  Thursday, October 8    Time:  Noon -1:00 p.m.

• Webinar #3 of 3 (PCP’s with < 20, 000 PHC members)
Date:  Thursday, November 5   Time:  Noon – 1:00 p.m.

• Tools for Prioritizing Quality Measures
Date:  Thursday, October 1    Time:  Noon – 1:00 pm
(Recording Available)

• Change Management/Change Fatigue and  
QI  Webinar
Date:  Tuesday, October 27    Time:  Noon – 1:00 p.m.

Register:
http://www.partnershiphp.org/Providers/
Quality/Pages/Quality_Events.aspx

Recordings:
http://www.partnershiphp.org/Providers/
Quality/Pages/PIATopicWebinarsToolkit
s.aspx
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http://www.partnershiphp.org/Providers/Quality/Pages/Quality_Events.aspx
http://www.partnershiphp.org/Providers/Quality/Pages/PIATopicWebinarsToolkits.aspx


1:1 Coaching with
Improvement Advisor 

• Improvement Advisors Can Help:
• Additional Training & Clarification on the Model for 

Improvement
• Project Planning
• Advise on Quality Projects Including:

• Aim Statement
• Project Charter
• Driver Diagram / Process Mapping 
• PDSAs 
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Evaluations

Please complete your evaluation. Your 
feedback is  important to us!
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Continuing Education Credits

Approved for 1.0 AAFP Elective 
credits.**CME is for physicians and 
physician assistants and other healthcare 
professionals whose continuing 
educational requirements can be met with 
AAFP CME.

Provider approved by the California Board 
of Registered Nursing, Provider 
#CEP16728 for 1.0 hours.
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Thank You!

Quality Improvement Advisors:
Farashta Zainal (fzainal@partnershiphp.org)
Flora Maiki (fmaiki@partnershiphp.org)
Joy Dionisio (jcdionisio@partnershiphp.org)
Amanda Kim (akim@partnershiphp.org)

Project Coordinator II
Andrea Harris (aharris@partnershiphp.org) 

QI/Performance Team: 
ImprovementAcademy@partnershiphp.org
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