
Metrics – Measuring our Progress

Once a team has identified an area for improvement, it’s key to figure out how you will measure your progress.  The team must figure out what the baseline is, implement a change, then see if the measure has changed.  Patient satisfaction surveys, JCHO measures, and sometimes our own developed surveys can be good measures.  

What Is The Rapid Improvement Model? 

The Rapid Improvement Model is a tried-and-tested approach to improvement.  It is a simple approach that anyone can use and offers the following benefits.

· Allows participants to reduce risk by starting small;

· Provides a systemic way to plan, develop, implement and sustain change;

· Allows team members to achieve big gains from small, rapid tests of change;

· Makes efficient use of time;

· Eliminates dangerous workarounds or unwritten rules;

· Assists the team in achieving the department’s goals and improving its performance.

How The Rapid Improvement Model Works

There are four steps to using the Rapid Improvement Model:

Set Goals

Ask:  What are we trying to accomplish?  Improvement requires setting goals that are time specific, measurable and that define the group of members/patients who will be affected.  Goals for improvement should be aligned with department/regional goals and the Value Compass.

Establish Measures

Ask:  How will we know that change is an improvement?  This question focuses specifically on what your team will measure, how you will measure it and how you will decide whether it improves your work.

Select Changes

Ask:  What changes can we make that will result in improvement?  All improvement requires making changes, but not all changes result in improvement.  Organizations must identify changes that are most likely to result in improvement.

Test Change

The Plan, Do, Study, Act (PDSA) cycle is a quick way to test change in a real work setting – plan it, try it, observe the results and act on what is learned.  PDSA is the scientific method for action-oriented learning.

Track Performance

A unit-based team gets its value primarily from the performance targets it sets for itself. When a UBT establishes a clear sense of its performance priorities and has the ability to measure and track improvement over time, team members share a common purpose.  Team members then have opportunities to engage their peers in the work of taking the unit from good to great.

Early in the team’s development, UBTs identify performance indicators that reflect business and job satisfaction are meaningful to their unit and support national, regional and local goals.  Time is taken to identify these targets and reach agreement on how best to meet them.  In addition, team members learn how to obtain; read and use data to drive performance improvements in their unit.

Data Collection

When planning data collection, the team needs to ask itself:

· What will we measure?

· What are the definitions?

· Who will collect the data?

· How and when will the data be collected, and for how long and how often?

· Do we have a process for collecting and entering data?

The best people to create and test data collection are frontline staff.

PLAN-DO-STUDY-ACT (Part of the Rapid Improvement Model)

Once a team has mapped a process, set a goal, developed measures and a data collection plan and selected changes, the next step is to test those small changes using the Plan, Do, Study, Act, or PDSA, cycle.  It’s a quick way to improve work processes that allows teams to rapidly test a change on a small scale.   Risk taking is encouraged and failures are OK because the team learns from them.

Leaders can coach their team to:

· Think big, test small;

· Survey team members on how the change is working;

· Understand that controlled failure is OK – it’s a chance for the team to learn;

· Debrief failures so they are learning experiences, not humiliations.  Ask:  “What did we learn? How could we have done this differently?  What will we do now?”

· Celebrate success early and often.

PDSA Steps

Plan.  Plan the test or observation, including how to collect data.

· State the objective of the test;

· Make predictions about what will happen and why;

· Use a baseline – create one, if needed;

· Develop a plan to test the change (what data will be collected, who will collect it, when and where will it be collected).

Do. Try out the test on a small scale.

· Carry out the test;

· Document problems and observation, expected and unexpected;

· Begin analysis of the data.

Study.  Set aside time to analyze the data and study the results.

· Complete the analysis of data;

· Compare the data to your predictions;

· Summarize and reflect on what was learned.

Act.  Refine the change, based on what was learned from the test.

· Determine what modifications should be made;

· Prepare a plan for the next test.

Source:  Institute for Health Improvement
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