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Quality Improvement  

ED Training

47 slides in 60 minutes
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Six dimensions of Quality

Source: Crossing the Quality Chasm. A 
New Health System for the 21st 

Century. Committee on Quality of 
Health Care in America.  Institute of 

Medicine 2001 

Quality

Safe

Timely

Efficient

Equitable

Effective

Patient 
centred

Cambridge University Hospitals NHS Foundation Trust

7 Levels of Change

1 Effectiveness:

2 Efficiency:

3 Improving:

4 Removing waste:

5 Copying:

6 Different:

7 Impossible:

Source: 7 Levels of Change, 3rd Edition, Rolf Smith, 2007, Tapestry Press

Doing the right thing

Doing things right

Doing things better

Doing away with things

Doing things others are doing

Doing things no one else is doing

Doing things that can’t be done
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Improvement methodologies 

Cambridge University Hospitals NHS Foundation Trust

Methodologies
IHI’s Model for Improvement 
An approach to continuous 
improvement where changes 
are tested in small iterative 
cycles 

Total Quality Management
Lean  
A quality management system 
developed by Toyota; focusing 
on value to the customer, and 
waste reduction
• Six Sigma – reducing variation

• DMAIC – cycle of 
improvement

Cambridge University Hospitals NHS Foundation Trust

Lean

Cambridge University Hospitals NHS Foundation Trust

Quality Improvement Tools

Di
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se • Process 

mapping

• Fishbone 
Diagram

• Root Cause 
Analysis

• Pareto Chart

• Five Whys

M
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• SPC Charts

• Run Charts

Te
st

• PDSA Cycles

Hu
m
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 D
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n

• Reactance –
using resistance

• Human Factors 
design

• Stakeholder 
analysis

• Lewin’s Three 
Stage Change 
Process
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Source: Institute for Healthcare Improvement

1.    Undertsand the problem.  Clarify the aim

2 Measure the improvement

3.   Change ideas

4. Test in the real world

Cambridge University Hospitals NHS Foundation Trust

Defining your aim

• SMART  
• Specific 
• Measurable 
• Achievable 
• Realistic 
• Timely

• The aim should be meaningful to all 
stakeholders. 

E.g. To reduce patient falls in all inpatient wards by 
10%, by 31.03.2020

What is our aim?

Cambridge University Hospitals NHS Foundation Trust

Aims statements: the good, the bad and the ugly

Aim statement
Good
How much 
by when 

Bad
Vague

Ugly
Disengages 
staff

We aim to improve patient safety by reducing needless harm

By April 2019 we will reduce the incidence of grade 2 and above 
pressures ulcers in the critical care unit by 50%.

Message from Director of Operations: Our patient satisfaction 
scores are in the bottom 10% of the NHS. We need to get the scores 
above the 50th percentile by the end of Q3 of 2018

We need to improve the effectiveness and reliability of home visit 
assessments and reduce admissions to hospital. The board agrees 
so we will work on these issues next year

Within 2 months to eliminate medication errors on Chestnut ward 
by using the new electronic drug chart

Source: Dr Bob Lloyd. Institute for Healthcare Improvement 

X

X

X

X

XX

Cambridge University Hospitals NHS Foundation Trust

Measurement for Improvement

Q2. How will we know if a change
is an improvement?

• Understand the current performance 
(baseline)

• How much variation is in the process

• Are there any unintended consequences –
balancing measures.
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• Change ideas are the possible 
how’s….

• Start small

• Involve staff

• Best expert guess

• Stack it up to succeed – department, 
motivated staff

Q3. What changes can we make that will result 
in an improvement?

Cambridge University Hospitals NHS Foundation Trust

Cambridge University Hospitals NHS Foundation Trust

•Do•Study

•Plan•Act
Physios will 
change their 

handover time 
if we start at  

8.45. Try 
tomorrow.

Start Board 
round at 8.30 

am

Tomorrow
Physios didn’t 
attend as  at 

team handover

Cambridge University Hospitals NHS Foundation Trust
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Diagnostic tools

Cambridge University Hospitals NHS Foundation Trust

Fishbone 

Cambridge University Hospitals NHS Foundation Trust

Effect

Cause: 
Individual 
(staff) 
factors

Cause: 
Patient 
factors

Cause: 
Communication 
factors

Cause: 
Task 
factors

Cause: 
Team 
factors

Cause: 
Education 
factors

Cause: 
Equipment 
factors

Cause: 
Working 
conditions 
factors

Cause: 
Organisations
factors

Consultant ignored 
process for 
rearranging the 
theatre list

Sisters challenge over 
ridden by Consultant

Inadequate inter professional 
challenge. Not respected/listened to

Dr unaware of the Ward 
policies / Procedures.

Short staffed

Theatre list was 
late starting

Causes

Porter was late with 
the patient

Cambridge University Hospitals NHS Foundation Trust

5 Whys
Problem:  Porter was late bringing the patient to theatre

WHY Answer
1 The Porter was late bringing the patient to theatre

2 There was a long wait for a trolley

3 A replacement trolley had to be found

4 The original trolley’s safety rail was worn and had eventually broken

5 It had not been regularly checked for wear

Problem 
Delay in theatres

Solution
Regular maintenance 

schedule
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Driver Diagrams

Building a theory of improvement

Cambridge University Hospitals NHS Foundation Trust

Effect Cause

Secondary 
Driver

Secondary 
Driver

Secondary 
Driver

Secondary 
Driver

Aim 

Outcome 
measures: 
How much? 
by when?

Primary Driver

Primary Driver

Change Idea

Change Idea

Change Idea

Change Idea

Change Idea
Outcome 
measures: 
How much? 
by when? Process measures: 

How much?  by when?

Cambridge University Hospitals NHS Foundation Trust

Reasons to use Driver Diagrams

• Helps with planning an improvement project

• Engage people in developing a strategy

• Differentiates between cause and effect

• Defines actual change initiatives

• Identification of measures for progress
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½ stone 
weight loss 

by Sept 2018

Gym 2 x
per week 

Download 
app

Run with 
friend

Never > 
2 glasses 
of wine

Reduce 
snacks

Swap 
lunch for 

fruit

No wine  
4 nights a

week

Smaller 

plate

Cambridge University Hospitals NHS Foundation Trust

Example : Losing weight

7 lbs
weight 
loss by 
30 Sept

2018

Eat less

Drink less 
alcohol

Count Calories

More exercise

Calories 
in

Calories 
out

Download app

Gym 2 x per 
week

Run with Friend

No wine for 4 
nights/week

Never >2 
glasses of wine

Swap lunch for 
fruit

Reduce snacks

Smaller plate

Aim Primary Driver Secondary Driver Change Ideas

Cambridge University Hospitals NHS Foundation Trust

Process Mapping 

“If you can’t describe your work as 
a process, you don’t know what 

you are doing” 

W Edwards Deming

Cambridge University Hospitals NHS Foundation Trust

Confirm PIN 
validation

Search 
balance

Customer Cashpoint Machine Bank 

Insert bank 
card

Enter PIN

Enter amount

Take card

Receive cash

Validate card

Validate PIN

Prompt 
PIN entry

Prompt 
entry

Dispense cash

Return card

Check balance

Return card

Return card
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•END session 1

Cambridge University Hospitals NHS Foundation Trust

Psychology of change

Cambridge University Hospitals NHS Foundation Trust

• Tools are only 20% of quality improvement

• 80% is about encouraging people and putting systems in to 
help us change our mind-set and see quality improvement as 
an integral part of our job

Marjorie Godfrey (The Dartmouth Institute)

Human Dimensions 
of Change

Mark Fields, President at Ford

Cambridge University Hospitals NHS Foundation Trust

Context

• Failing to appreciate 
the influence of 
context in 
improvement is like 
teaching a pig to 
sing…it doesn’t work 
and annoys the pig!
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Deming – Systems and the improvement loop

Cambridge University Hospitals NHS Foundation Trust

Systems thinking

Make the best car:
• Best engine from the Rolls Royce
• Best gear box from Mercedes
• Best fuel pump from Lamborghini
• Body of a classic 

Cambridge University Hospitals NHS Foundation Trust

Human factors

• Designing the process 
• Making it easier for staff to do the right thing

Cambridge University Hospitals NHS Foundation Trust

TOO BUSY TO IMPROVE?
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Source: 1962 Rodgers Everett. Diffusion of Innovations 

Social system – influenced by power, financial and social status, 

Innovators – willing to take risks

Early adopter = highest degree of opinion leadership

Cambridge University Hospitals NHS Foundation Trust Cambridge University Hospitals NHS Foundation Trust
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Harnessing resistance Describe yourself in 3 words

I am 
a rebel

Troublemaker Rebel
Complain Create

Me focused Mission focused

Anger Passion

Pessimist Optimist

Energy-sapping Energy-generating

Alienate Attract

Problems Possibilities

Alone Together Cambridge University Hospitals NHS Foundation Trust

Cambridge University Hospitals NHS Foundation Trust

Reactance theory
Instantaneous reaction to being 
TOLD what to do

Unpleasant motivational 
arousal that emerges when 
people experience a threat or 
loss to their free behaviours

Steindl et al 2015
• I want to do the opposite of what I've been told

• I react against the ‘they’

• It increases my resistance to persuasion

• I lose the big picture

• I feel uncomfortable, aggressive, sulky, angry

Cambridge University Hospitals NHS Foundation Trust

• Build in cooperation from the start

• Listen

• Empathic understanding
– Find common ground
– Appreciate their world view

• Roll with resistance
– Don’t argue against it
– Be curious & accepting
– Find out why

• Foot in the door

• Avoid being condescending

• Give the person time

• Run a ‘break the rules’ campaign

Managing Reactance
Rocking the boat without falling in

TED – Linda Cliatt-Wayman

So what, now what?

Change Management = Change Leadership
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Michael West   
Developing people, improving care: A national framework for action on improvement and 
leadership development in NHS funded services (November 2016) Cambridge University Hospitals NHS Foundation Trust

Stakeholder analysis

Cambridge University Hospitals NHS Foundation Trust

Kotter’s 8 step model for change

Cambridge University Hospitals NHS Foundation Trust

What makes QI successful – Mary Dixon Woods

• A structured approach to improvement

• Frame the problem the right way

– Sound science behind the technical goals

• Data that convinces people it’s a problem for them

• Start with a good program theory and test it

• Cumulate learning – re-use what’s gone before, share your learning

• Recognise the social and emotional work of improvement (often the hardest 

bits)

• Fidelity is important
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Starting a Movement

https://www.youtube.com/watch?v=V74AxCq
OTvg

Cambridge University Hospitals NHS Foundation Trust

Questions

https://www.youtube.com/watch?v=V74AxCqOTvg

