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Welcome
 



 Our Agenda.

1. Introductions and Welcome
2. Practical strategies for managing improvement
3. Closing

○ Survey/feedback reminder 
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Lauran Hardin
Faculty Coach
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Anna Bialik
Improvement Advisor

Meg Arsenault
Senior Manager

Aleya Martin
Sr. Project Manager



Participating Pilot Teams
 

Washington County

Sacramento

Bakersfield/
Kern County

Anchorage

Chattanooga



Introductions: Chat Waterfall
Please chat in:
● Name
● Community
● Organization
● What is your favorite 

flower, plant, or tree? 



 Our Aim.
Over the course of this 2 year Pilot 
initiative, pilot teams will have made 
measurable progress toward ending 
chronic homelessness, with a focus 
on building racially equitable 
systems. 



Our Journey Together in the Pilot

Kick-Off Call
December 2020

Foundations 
Phase
December & 
January 2020

Virtual Workshop 
1
January 28 & 29, 
2021

Action Period  1
February - May 
2021

Virtual Workshop 
2
June 2021

Action Period  2
June - October 
2021

Workshop 3
November 2021

Action Period  3
October 2021 - 
May 2022

Workshop 4
May 2022

Action Period  4
May - October 
2022

Site Harvesting
October 2022 - 
January 2023



Important Dates
● August 25,  2:00pm - 3:00pm ET / 11:00am - 12:00pm PT

All Pilot Site Call

● Pilot Site Team Coaching calls continue 
○ Anchorage: 4th Thursday of the month 10 - 11:30 AKT
○ Bakersfield: 4th Monday of the month 10:30 am - 12 pm PT
○ Chattanooga: 4th Monday 12 -1:30 ET
○ Sacramento: 3rd Wednesday of the month 9 - 10:30 am PT
○ Washington Co.: 3rd MOnday of the month 11 am - 12:30 pm PT
○

● November 2021: Date TBD 
Workshop 3



Practical strategies to manage 
improvement work
 



\

\

TOPIC AND GOAL

IMPROVEMENT: Methods 
to develop, test, 
measure, and 

implement change in 
local context 

(effectiveness)

PROJECT MANAGEMENT: 
Focused, rigorous 

execution of projects 
on time and on budget 

(efficiency)

MANAGING 
IMPROVEMENT 

PROJECTS

P11



Value of project management

• Complete projects on time, within 
budget

• Be more predictable- PMs manage 
expectation, risk, issues, scope, 
quality

• Resolve problems more quickly
• Improved work environment – team 

ownership, proactive 
communication 
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…and managing improvement projects is different
Difference Implication

Improvement project is rarely 
a full-time job for team 
leader or team

• Link improvement to day-to-day work, e.g. build into existing work and meetings 
• Keep improvement front and center
• Team may not be formally trained in methods
• Create and keep the pace

How is known, but what (i.e., 
actions) depend on 
learning

• Deliverable is a completed charter and progress towards your aim, rather than a concrete 
document or product 

• Need frequent touch points to assess learning and map work
Progress is harder to see 
due to delays between activity 
and movement in your data

• Create ways to see progress before data reflects it
• Document process of learning
• Requires a sound theory for change

Encourage failure, not 
mitigate against it

• Celebrate early failures and encourage honest reflection and unexpected outcomes
• Step-down to learn quickly
• Test at the scale appropriate to the risk

Everything is a moving target 
and a learning process

• Everything is in pencil
• Keep theory front and center AND don’t be afraid to change it
• Perfection is the enemy of the good

Project is never actually 
done (always more to 
improve or sustain) and pace 
is faster

• Frontload the work
• Select an endpoint (vs. end point being a deliverable)
• Focus on sustainability at the outset
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Six practical strategies for managing improvement projects
P14

Create and Keep Pace

Frontload the Work

Make It Easy

Build a Big Tent

Focus on Learning, 
Not Perfection

Build a Portfolio of 
Projects



Frontload the work
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Example checklist to “see” progress

See “Tools and Resources” Appendix for blank worksheet



Other methods to see progress

• Create a “to do”, “doing” and “done” visual display to move tasks as they get completed 

• Start each meeting with “one win”

• Chart out expected progress for process or outcome measures and what tasks or tests will contribute

• Use a scale to assess team progress that include tasks in early movement

• Break down work into outputs, processes, and outcomes

• Use a specific example or case study to describe how the new process will work

• Share PDSA-level data, including qualitative feedback
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All teach, all learn

How does your team identify early signs of progress?



Six practical strategies for managing improvement projects
P19

Create and Keep Pace

Frontload the Work

Make It Easy

Build a Big Tent

Focus on Learning, 
Not Perfection

Build a Portfolio of 
Projects



Predict, create, and keep pace

Set a start and end date

Establish regular meeting times to drive work forward

Use work planning to help identify the pace of improvement

Assess where you are against predicted milestones
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How often should a team be meeting for improvement work?

• As often as practically possible!

• Meeting more frequently for a shorter time (e.g. huddles)  

drives improvement work more effectively than a longer 

meeting less frequently.

• Conducive to rapid cycle testing approach and 

action based learning



Project management work plan
Documents tasks,responsibilities,  resources, due dates, time estimates, 

•



Aim: Increase enrollment in our program by 50% (from 100 to 150) by December 31, 2016.
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November (first 2 
weeks).

November (second 2 
weeks).

December (first 2 
weeks).

December (second 2 
weeks).

Standing 
events

New Year 
Networking 

Event

January (first 2 
weeks).

Meeting 
with X Org.

Tasks

Finish 
process 

map

Ask Lorraine to 
test with  next 

client

Create 2 ? 
Questionnaire to 

evaluate test

PDSAs

PDSA #1 on 
new form

Update process 
based on PDSA

PDSA #2 on 
new form

PDSA #1: 
Talking 
points

Meeting 
with Y Org.

PDSA #2: 
Talking 
points

Update 
talking 
points

Submit 
Nov. 

report

Improvement project roadmap



Gantt Chart

 



Using predictions to benchmark progress
February 2021

Pilot site formally 
enrolls in program and 
first point of contact is 

identified

Project sponsor 
identified

Score: 0.5

April 2021

Pilot team is identified 
key roles/leadership; 

roles and 
responsibilities are 

clear

Score: 1

Aim statement and 
team forming

May 2021

Pilot team has taken all 
singles scorecard + 

reported BFZ data for 
chronic homelessness 

(or completed some type 
of data analysis) to 
understand current 

baseline

Score: 1.5

Planning for project has 
begun

June 2021

Pilot team has 
identified a portfolio 
of projects (in at least 
three different pillars 

of the Theory of 
Change)

Score: 2

Activity, but no 
changes

September 2021

Pilot team is working 
on getting to a 28 on 

the scorecard and 
starting to report All 

Singles Data 

Pilot team engages 
with Racial Equity 

Assessment

Score:   2.5

Changes tested, but no 
improvement

December 2021

Pilot team has 
received a 28 on the 

scorecard and is 
reporting quality 

chronic and all singles 
data

Pilot team is testing 
and reporting data on 
at least three of their 

projects

Score: 3

Modest improvement



Sharing work at a glance….
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http://www.ihi.org/resources/Pages/Tools/Visual-Management-Board.aspx 

Visual Management Boards:

Storyboards:

http://www.ihi.org/resources/Pages/Tools/Visual-Management-Board.aspx


All teach, all learn

What methods does your team use to communicate 

around keeping pace toward outcomes?

What technique would you like to try out?



Six practical strategies for managing improvement projects
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Create and Keep Pace

Frontload the Work

Make It Easy

Build a Big Tent

Focus on Learning, 
Not Perfection

Build a Portfolio of 
Projects



Make It Easy

Keep everything in one place

Acknowledge, praise, encourage the team

Make time
• Use existing structures and meetings
• Swap time for meetings and improvement work

Use good meeting hygiene 
• Meeting roles
• Standard meeting process and agenda

Use “we would” to engage team in problem solving



Work through agenda items:
A. How easy was this task for you in the last week? (2 

mins)
• Very easy, easy, difficult 

B. Report out on any tests (5 mins)
• Anyone save a PDSA or data in Dropbox?

C. Review outcome data/measures (10 mins)
D. Project Assessment Tracker (5 mins)
E. Anything else? (5 mins)

27 minutes total 
(includes building PDSAs and collecting measures)

Example team meeting agenda





Make it easy: “We would” example
“We don’t have enough time.”

• Reframe: We would have enough time if…
• Examples:

• …we engaged someone in another community-based organization to help
• …we limited team meetings to 15 minutes per week

“The data team will never go for this.”

• Reframe: The data team would be willing to help if…
• Examples:

• …they had a hand in mapping out the new process
• …we engaged Megan, the thought leader for the group
• …we really listened to their concerns and co-designed the solution

See “Tools and Resources” Appendix for blank worksheet



All teach, all learn

How are you structuring cross-sector meetings 

between the health and homeless response systems?



Six practical strategies for managing improvement projects
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Create and Keep Pace

Frontload the Work

Make It Easy

Build a Big Tent

Focus on Learning, 
Not Perfection

Build a Portfolio of 
Projects



Don’t let perfect be the enemy of good
35

“Step-down” to learn 
quickly

Yearly
         Monthly
                    Weekly
                                 Daily

“Good enough” data 
to drive improvement

Everything in 

pencil

Fail forward



Pen & paper, tics and tallies work just fine
36



Principles are applicable at many levels 

Micro-system
An improvement project

Meso-system
Unit or area improvement

Macro-system
Organizational improvement work

Community-wide

Set an end date for your 
project

Identify a constraint for the 
max. number of 
improvement projects that 
can run at any time 

EXAMPLE: Create & keep pace

Create a pace for the start 
and end of improvement 
projects (e.g., quarterly)

Use community-wide events 
for improvement teams to 
report out on progress 
(successes AND failures)



Closing  



Important Dates

● August 25,  2:00pm - 3:00pm ET / 11:00am - 12:00pm PT
All Pilot Site Call

● Pilot Site Team Coaching calls continue 
○ Anchorage: 4th Thursday of the month 10 - 11:30 AKT
○ Bakersfield: 4th Monday of the month 10:30 am - 12 pm PT
○ Chattanooga: 4th Monday 12 -1:30 ET
○ Sacramento: 3rd Wednesday of the month 9 - 10:30 am PT
○ Washington Co.: 3rd MOnday of the month 11 am - 12:30 pm PT



 Questions .
Faculty Coaches
● Washington County, Bakersfield, Anchorage

○ Lauran Hardin (IHI) 
lhardin@camdenhealth.org

○ Anna Bialik (BFZ)
abialik@community.solutions

● Sacramento, Chattanooga
○ Catherine Craig (IHI) 

catmcraig@gmail.com

○ Anna Bialik (BFZ)
abialik@community.solutions

General
● Catherine Mather (IHI)

               cmather@ihi.org

● Meg Arsenault (Community Solutions/BFZ)
marsenault@community.solutions

mailto:catmcraig@gmail.com
mailto:cmather@ihi.org


Feedback  reminder

Please take a few minutes to complete our survey from Workshop 2

https://forms.office.com/r/yuphF9R6J0

Your feedback will help us as we plan for Workshop 3 in November, 2021

https://forms.office.com/r/yuphF9R6J0


This is a quote this is the important part 
of a quote maybe it has $778 numbers 
for our work. These partners are at the 
forefront of the conversation and offer 

instrumental thought leadership.

”
“ Thank You



Appendix: Tools and 
resources to manage 
improvement projects



Resources

•

– WIHI broadcast (July 2016: Strategies for Managing Quality Improvement 
Projects: 

– Blog post: 5 Practical Strategies to Managing Improvement Projects. 
– QI Project Management Toolkit 
– Visual Management Boards

– Huddles

– 5 Tips for Better Huddles

http://www.ihi.org/resources/Pages/AudioandVideo/WIHI_Strategies_for_Managing_Quality_Improvement_Projects.aspx
http://www.ihi.org/resources/Pages/AudioandVideo/WIHI_Strategies_for_Managing_Quality_Improvement_Projects.aspx
http://www.ihi.org/communities/blogs/_layouts/ihi/community/blog/itemview.aspx?List=7d1126ec-8f63-4a3b-9926-c44ea3036813&ID=279
http://www.ihi.org/resources/Pages/Tools/QI-Project-Management.aspx
http://www.ihi.org/resources/Pages/Tools/Visual-Management-Board.aspx
http://www.ihi.org/resources/Pages/Tools/Visual-Management-Board.aspx
http://www.ihi.org/communities/blogs/five-tips-for-better-huddles


Frontload the work: Project set-up checklist



Create and Keep Pace: Work plan template

* Status is: Not Started, Started, Underway, CompleteTask By 
When? 

Description Status* Who? Notes



Make it easy: “We Would” worksheet

• We don’t/can’t__________________

– Reframe: We would ___________________ if…
– …______________________________________
– …______________________________________
– …______________________________________

• We don’t/can’t__________________

– Reframe: We would ___________________ if…
– …______________________________________
– …______________________________________
– …______________________________________


