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Toolkit Resource 2:  
Graphic on Launching an Improvement Project

Creating Initial Aim

*Criteria for Aim
	■ Important to patients
	■ Important to people 

who work in the system
	■ Important to the 

organization
	■ Worth investment of 

resources
	■ Process modifiable

Information to support 
the aim 

Obtain organizational 
buy-in 

*Revisit this when 
discussing goal with 
team.

Determine Action Plan for 
Changes: Serial or Parallel?

Identify team leader/
champion

Identify facilitator/
QI process expert

Pick potential team 
members

Team Members
	■ Representatives of the 

people who work in 
process

	■ Diverse areas of 
expertise and 
knowledge

	■ Early adopters
	■ Incentive to participate
	■ Able to participate 

regularly 

Finalize Team Members

Clarifying the Objective of 
the Team

Review pertinent  
literature

Benchmarking

Goal Meeting
	■ Define specific goal
	■ Review barriers to 

achieve goal

Write Aim Statement
	■ Measurable goals
	■ Anticipated benefits of 

change

Identifying measures

How are we doing now 
with respect to the overall 

aim?

Create clinical
 value compass

	■ Brainstorm
	■ Consensus on top 

priority measures

Studying the  
current situation to identify 

potential change

What do we know about 
current process, as 

relates to overall aim & 
outcomes?

Describing process
	■ Starts with…
	■ Ends with…

Possible methods to 
study current process

	■ Flow chart process 
from patient point of 
view; high level 1st

	■ Control chart of 
baseline outcomes 
over time: When are 
outcomes not what we 
wish? Clues to why.

	■ Brainstorm causes for 
poor outcomes; display 
as cause-and-effect 
diagram

Changes: 
Generate change ideas

Selecting a Change

	■ Evaluate change ideas
	■ Select changes that 

provide most benefit 
(e.g. bottleneck)

	■ Identify barriers

	■ Related to aim
	■ Achievable in a short 

period of time, so can 
assess results

	■ Measurable results

Review solutions and 
agree on an approach

Determine Action  
Plan for Changes:  
Serial or Parallel?

PDSA Cycle(s) #1: Plan

Specify/reiterate aim of 
PDSA cycle

Keep in mind  
change drivers

	■ Tension for change
	■ Superior alternative
	■ Skills & self-efficacy
	■ Social Support

Consider expanding team 
to include members who 
can assist with potential 
barriers

Plan data collection
	■ Specify measures
	■ Operational definitions
	■ Dummy tables

PDSA Cycle(s) #1: Plan, cont.

Team members agree on 
responsibilities & timeline

Determine who will be 
affected by the change

Identify project impact on 
other depts & negotiate 

as needed

Educate all affected 
parties—make sure 

everyone knows what will 
happen when

“Bullet-proof” the plan

PDSA Cycle(s) #1: Do

Implement the trial and 
evaluate

Collect data & make notes 
about the change

Frequent feedback 
meetings

Work on unanticipated 
barriers

Change ideas based on 
results of trial
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