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Using Zoom Together!
Audio and Visual Controls 



Using Zoom Together!
During the session if you want to contribute 
but not speak please use the chat function at 
the right hand of the toolbar 



Learning Objectives

Through active participation in this webinar, participants will
 Understand the difference between activity and change ideas
 Understand the PDSA cycle and how to use it to test change 

ideas
 Understand the relationship between predications and data

collection
 Understand how to scope tests of change for rapid learning
 Discuss keys to success



Ministry of Health
 Improving quality
 Implementing innovative solutions

Centre of Excellence for MH&A
 Performance indicators to establish & monitor performance expectations

Ontario Health
 Mandate to “bring together a unified “single team” to “execute the government’s 

strategy, oversee health care delivery, improve clinical guidance, and extend and 
strengthen quality and performance improvement capacities across the 
continuum of care.”

Source: Ontario Ministry of Health Roadmap to Wellness

Strategic Plan

Quality Plan 
(QIP)

Accreditation

https://www.ontario.ca/page/roadmap-wellness-plan-build-ontarios-mental-health-and-addictions-system#section-2


Our two roles in health care

All health care professionals have 2 jobs at 
work

Providing care; and
Improving care

Quality by Design – A Clinical Microsystems Approach
E.C. Nelson, P.B. Batalden, M.M. Godfrey



• Start with what you know; look for what stands out
• Use the quality domains (safe, effective, person centered, efficient, 

timely, equitable) and your Strategic Directions and Operational Goals to 
guide you through the process

• Use others, you are not alone!
• Use data for decision making: look at all the available data – what are 

your sources? Check out the complaints and compliments
• Remember everything that counts can’t be counted – look at qualitative 

data
• Create a measurement plan and operational definitions – numerator 

and denominator, targets
• Record measures on the QIP template
• Graphically display and interpret data
• Recognize pitfalls around data collection and analysis

Recap….  Chapter One to Chapter Three



Introducing today’s Panelists

Laura Daly-Trottier
E-QIP QI Coach

Lori Derry
E-QIP Data Coach

Chris Babcock
Quality and Performance 
Improvement Officer, 
Privacy Officer



This Photo by Unknown Author is licensed under CC BY-SA

http://askubuntu.com/questions/587868/are-you-sure-you-want-to-proceed-message-on-login
https://creativecommons.org/licenses/by-sa/3.0/


5W2H
Fishbone
5-Whys
Pareto Chart
Data
Process Maps

What about root cause?

“I have just the solution….”



Change Concept: A general notion or approach found useful in developing 
specific ideas for change that result in improvement.

Use Change Concepts as a Starting Point to 
Generate Change Ideas

Change Concepts Change Ideas

Manage Variation Standardization (create a formal 
process)

Eliminate Waste Remove number of steps to 
complete the process

Improve Workflow Adjust to peak demand

Enhance the 
provider/client relationship

Listen to clients / tenants, family 
members about their experience

Manage Time Reduce wait time
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Repeated Use of the PDSA Cycle

Change Concepts

Changes That 
Result in 

Improvement

Very Small Scale Test

Follow-up Tests

Wide-Scale Tests of Change

Implementation of 
Change

Aim
Measures
Change Ideas

From S. Murray, IHI BTS College



Determining Appropriate scope for a 
PDSA

Small-to-medium 
scale testVery small-scale testsMAJOR

One cycle to 
implementationMedium-scale testsMINOR

HIGHLOWCONSEQUENCE 
OF FAILED TEST

DEGREE OF BELIEF IN SUCCESS OF 
THE CHANGE



Hints for Planning Useful PDSA 
Cycles
✔Scale down the size of your PDSA cycle (think 

“oneness”)  
• One patient, one provider, one day

✔Scale down the time you want to test your PDSA cycle 
(think “drop two”)
• If you want to test for a week – try out your change idea for an 

hour first
✔Test your PDSA cycle under many conditions

• Try with other patients, other providers, and on different days or 
different times of day

Think about next cycle – how can you change size, time, and 
conditions next time you do a cycle of your change idea?

Year Quarter Month Week Day Hour



What are we 
trying to 
accomplish?

How will we 
know that a 
change is an 
improvement?

What change 
can we make 
that will result in 
improvement?

How Change Ideas, PDSA Cycles and 
Process Measures Align with QIP



Reminder: Family of Measures

Outcomes Measures

✔Where are we ultimately 
trying to go?

✔Are your changes leading 
to improvement

✔Measures of the 
customer or client

✔Typically represents “the 
client voice”

Process Measures

✔Are we doing the right 
things to get to the 
outcome?

✔Measures of the workings 
of the system

✔Are we doing the right 
steps – are our changes 
working?

Balancing Measures

✔Are the changes we are 
making to one part of the 
system causing 
unexpected changes in 
other parts of the system? 
(ie/increased workload for 
staff?)

✔Measures of other parts 
of the system

Example:
• Outcome Measure:  Wait Time from Referral to Service Initiation

• Change Idea: Standard Work – Intake Staff prioritize client 
appointments for assessment within 48 hours of referral

• Process Measure:  % Client Calls Made Within 48 Hours of 
Referral  



Process Measures

✔Measure how a change is working in a specific setting and 
measures activity (e.g. all questions are being asked and 
reported in OCANs)

✔Drive Outcome Measures

✔Answer the questions: 
✔How well is the change working? 
✔How might we improve it? 
✔To what extent is the change ready for implementation?

✔Can only be defined once change ideas are generated!!!



Data collection tips

✔Embed the data collection into the work process – make it 
easy to do 

✔Be sure to test your data collection tool and plan with potential 
users before you collect the “real” data

✔Go for “good enough” data rather than “perfect” data (in terms 
of quantity and quality)

✔Agree on operational definitions in advance



Show the Impact!
✔Graph results using a run 
chart to determine if these 
change ideas are in fact
having an impact. 

✔You should observe movement in your Process measure 
BEFORE you see any movement in your Outcome 
measure. 

✔It is okay to use existing data sources if you have them! If 
not, measurement can be simple and practical.



QI Project: Complaints Awareness, OPOC #16



QI Project Change Ideas for Complaints 
Awareness, OPOC #16



How it fits! Using your change ideas and PDSA’s to 
inform your QIP

Change Idea Measurable 
Target

Here is where I 
speak to PDSAs



Keys to Success When Getting Started
• Be curious
• Ask questions: to the board, senior leaders, manager, service 

delivery team, clients/tenants and stakeholders - about the strengths 
and area for improvement for the agency

• Use data for decision making: look at all your data sources, check 
out the complaints and compliments – think of your data overtime vs 
a point in time

• Remember everything that counts can’t be counted – look at 
qualitative data

• Be sure everyone defines the data being collected in the same way
• Consider stubby pencil data collection
• In QI we are interested in good enough data
• Use data for light not heat – it is about learning
• Don’t let perfection be the enemy of improvement
• Involve clients/tenants – what improvement is important to them



Keys to Success continued
• Targets for improvement should be both aspirational and achievable
• Use data you already have or can easily collect that reflects what 

you are trying to measure
• Think about your audience when presenting data
• Think “oneness”. Don’t boil the ocean.
• Make sure you have revealed the root cause
• Process Measures drive Outcome Measures and can only be 

defined once change ideas are generated



Questions



Resources

Find these helpful resources on the EQIP website:

https://e-qip.ca/resources/change-concept-list/
https://e-qip.ca/resources/change-concepts-and-ideas-
primer-health-quality-ontario/
https://e-qip.ca/resources/plan-do-study-act-worksheet/
https://e-qip.ca/resources_type/measurement-resources/

https://e-qip.ca/resources/change-concept-list/
https://e-qip.ca/resources/change-concepts-and-ideas-primer-health-quality-ontario/
https://e-qip.ca/resources/plan-do-study-act-worksheet/
https://e-qip.ca/resources_type/measurement-resources/


COMING SOON! 

Chapter 5: Change Ideas – Change is hard but figuring out 
where to start is harder!

Objectives:
 Experience how a Driver Diagram can help to illustrate your change ideas
 Know how to generate change ideas
 Understand how to prioritize change ideas to assist with knowing where to 

start impact effort grid
 Be able to name sources of change ideas
 Know how to document change ideas in the QIP
 Discuss keys to success

Tuesday January 19, 2021 12:00-1:00 pm in Eastern Time (US and Canada)  
Registration

https://zoom.us/meeting/register/tJcodu6tqDwsGtBXyDIDgtJd00CSrMTPe-S3


Help us Evaluate our Event!

Please take a few minutes to help us evaluate 
today’s event and let us know what future topics you 

would be interested in!

Link to Survey

https://www.surveymonkey.com/r/5G7CTNP


Foundations to QI (IDEAS) 
e-Learning Course!

CLICK HERE TO REGISTER!

https://www.eventbrite.ca/e/registration-for-e-qips-foundations-to-quality-improvement-e-course-tickets-124631112011


Visit E-QIP’s Website!

Visit us at www.e-qip.ca

JOIN TODAY!

1) Create and account on Quorum
2) Click on the "Join Group" button on the E-QIP CoP

Don't forget to click the SUBSCRIBE TO UPDATES button in 
the group to get notified when there's new activity!

Follow us 
@EQIP_ON 
Tag us using 
#EQIPON

http://www.e-qip.ca/
https://quorum.hqontario.ca/en/
https://quorum.hqontario.ca/en/Home/Community/Groups/Activity/groupid/37


Quick QI Webinars & Newsletter

E-QIP’s Quick QI webinar series now 
available online!  
• For refreshing knowledge on the Model 

for Improvement
• A series of 9 webinars which are 20-30 

minutes each
• Based on our coach’s first-hand 

experiences and case studies

Join our mailing list to stay informed of 
future webinars and training events:

http://eepurl.com/b1A5EX
October 31st, 2019

http://eepurl.com/b1A5EX
https://www.youtube.com/channel/UCBFMZ5ECrtm3s7pEZVASLzg/videos?view_as=subscriber
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