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Improvement Efforts
IHI National Forum, Sunday, December 9, 2018

Introductions and Objectives

#IHIFORUM



Nothing to Disclose

e The presenters, Nifion Lewis, Eddie Turner, Nate French and
Leslie Wise, have no relevant financial or nonfinancial
relationship(s) within the services described, reviewed,
evaluated, or compared in this presentation.
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Learning Objectives

1. Examine the unique challenges and opportunities presented
In multi -stakeholder improvement efforts

1. Use a tool to assess seven key behaviors critical to collective
Impact work

1. Use the Systems Improvement Engine framework to
generate, test, and implement changes and key behaviors
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Built for Zero Initiative

IHI Triple Aim Initiative

Scotland Early Years Collaborative

South Bronx Early Years Collaborative

Brownsville Early Years Collaborative

NE Wisconsin Poverty Outcomes and Improvement Network Team (POINT)
Robert Wood Johnson Foundation SCALE Initiative

Regional Triple Aim efforts in Peoria, IL; Marion County, MD; Region
Zealand, Denmark



Before we begin...

] All teach, all learn

] Share your experience working with other stakeholders

] Only you know your context dtake what resonates for
you!



Agenda for Today

Introductions and Objectives

Systems Improvement Engine [SIE]. Overview and Lessons Learned
SIE SelfAssessment

BREAK

SIE Leadership Behaviors Deep Dive

Generate Ideas for Change: World Cafe Style

Individual Work Planning

Debrief and Wrap Up
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Four Multi-Stakeholder
Improvement Settings

Working with stakeholders on a community -wide, Working with stakeholders within your sector on a
regional, or national, cross-sector issue complex change within an organization or health
system
Setting 2: Setting 5:
Working with stakeholders on a community -wide, Working with cross-sector partners on a complex

regional, or national, single-sector issue change within your organization or health system




Introduce yourself to someone else In the
room and share...

1. Name, position, organization
2. Current multi -stakeholder work underway or being

considered
3. What do you need to learn next to take your work to

the next level?
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The Systems Improvement Engine:
Background and Lessons Learned



Our Common Approach

Results
Goal or task accomplished

Dimensions of

Success
Relationships Process
The quality of the connections The way or spirit in which work is
between the people engaged in carried out

the work

Source: Interaction Institute for Social Change



What does this mean in a multi -stakeholder setting?

Lessons from our collective work

RESULTS PROCESS RELATIONSHIPS

Being comfortable with
not having all the answers

Paying close attention to
the pedagogical aspects

] Understanding community
history and context

ONot hing about thi s ofQI-embeddedinreal ]  Politics and collaboration
community, without this work ]l  CoProduction with
communityao 1 Joy in the process community members

Pace will be faster than 1 General capacity vs. ]l  Thisis people work!

you want it to; pace will motivation vs. quality Change moves at the speed
be slower than you want improvement capacity of trust

it to 1  Knowing the difference

There are no absolutes

between having the
resources and
coordinating those
resources



Our Aim:
To end chronic and veteran homelessness.

And then all homelessness.

Built COMMUNITY

For
Zero. SOLUTIONS



Built for Zero Collaborative
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Each of these cities or regions have...

1. Self-organized improvement teams with multiple
stakeholders

1. Informal leadership structures

1. Systemslevel data infrastructure



THE RESULTS TO DATE

Success In Bullt for Zero communities*

COMMUNITIES
HAVE ACHIEVED A
MEASURABLE REDUCTION

TOTAL
L HOUSED

*Built for Zero communities use the Built for Zero standard for ending veteran homelessness, a single measure that provides a higher, more measurable
bar than the federal criteria and benchmarks. We eagerly support communities in meeting the criteria and benchmarks on their way to the BfZ standard.
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No individual stakeholder will get promoted
If the aim Is achieved



No individual stakeholder will get promoted
If the aim Is achieved

No individual stakeholder will get fired
If the aim Is not achieved



Hangups we noticed

] Competing incentives and priorities

| Teams attending learning sessions but executing little of
the improvement work

] Lots of activity but no results

| Campaign fatigue

] Getting stuck on will -building n or unfocused will -building
work



Quality Improvement

Local Collective

+
Impact

Collaborative Model




We started looking for behaviors that
differentiated successful coalitions



Studied behaviors of successful improvement teams
Consulted change-management experts

Gathered input from leaders in the national
homelessness sector

Tested with users



Systems Improvement Engine

] Your communityodos ecosystem
| A set of behaviors used by highly effective
Improvement teams




Foundational elements



Team Lead

[ Champion Leader ]
Data Lead

Project Lead

Project Lead

Project Lead

Project Lead

Project Lead

Project Lead
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Project Lead
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3-5 improvement projects, each with:

A Project Lead

Start and end dates

A prediction for _t, hteinkttwilbresultfno |l fo )we ¢
A measure

Someone collecting data

Stated impact toward reaching your aim
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Google ol HI white paper executiono



System Level
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MEETING DESIGN & FACILITATION
1 Behavior 1. Every meeting begins with restating the shared aim and embeds data to evaluate progress towards that aim
1 Behavior 2. Meetings include review of the change ideas your community is currently testing, results of the last test(s)
and the next test(s) being run. These change ideas support a pathway to reaching the shared aim
1 Behavior 3: Commitments, big and small, towards your shared aim are directly asked for, written down and leadership
holds each other accountable. Period.

USING DATA TO DRIVE OUTCOMES
|l Behavior 4: Continual data analysis is done to understand where you should focus improvement efforts.

PROBLEM SOLVING BETWEEN LEADERS AT ALL LEVELS
1 Behavior 5: Two-way communication is happening between front line workers and the leadership team(s) to identify
barriers and system problems that need to be solved in order to reach the shared aim
|  Behavior 6 : Leadership and front -line teams focus on solving problems and clearing the path when barriers are identified.

CHANGE MANAGEMENT VIA TARGETED COMMUNICATION
1  Behavior 7: Regular and targeted communication to different key stakeholder groups about what is being accomplished,
what 6s next and what I s needed to get there
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The Systems Improvement Engine:
Self-Assessment



EXERCI SE: Let O0s-Assessdment t h e

]l Asyou respond to each question, reflect on:

3 Assets you have that can accelerate movement in
each area,

3 Challenges to making progress, and
3 Any Bright Spot examples from your work

1 When you have completed the handout, turn to
1-2 people at your table and share where you are at




