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Guide to Completing a Quality Improvement Project
(Domain 9 Measures 9.1.4 and 9.1.5)

This guide walks you through the essential steps for completing a Quality Improvement project
from start to finish. It outlines a practical approach for identifying projects, prioritizing the most
impactful projects, and initiating them with a clear plan. The templates below will guide you
through a full improvement cycle—identifying issues, testing solutions, collecting data, and
determining next steps.

Start Here

What do you want to improve and what does it have to do with your Strategic Plan?

The purpose of Domain 9 is to establish a performance management system that seeks to
continuously improve programs, policies, and processes. Improving the work of the health
department improves the broader public health system, which ultimately improves health
outcomes. So where do you start?

The Strategic Plan can offer a starting place for developing quality improvement goals and
objectives and finding projects. What are the strategic priories or goals your department wishes
to accomplish? How are you going to do it?

Try this:

e In the Strategic Plan, note which strategies will require “quality improvement”. Those
noted with a “Ql” will illustrate that its success is dependent on implementing a quality
improvement tool.

o Example Strategic Priority: Enhance Community Health Outcomes
=  Example Key Strategy: Collect and utilize customer feedback (Ql)

Try this:

e Include an entire strategic objective around quality improvement in your Strategic Plan.
This highlights the department’s commitment to prioritizing performance management
and quality improvement.

o Example Strategic Priority: Develop a culture of quality improvement by 20XX
= Example Key Strategy: Develop a system to collect customer feedback (Ql)
= Example Key Strategy: Train employees in quality improvement (Ql)

Other ideas for integrating quality improvement in the Strategic Plan:



Work with staff to prioritize goals or objectives within the Strategic Plan to provide
clarity, direction, and focus for employees.

Regularly celebrate achievements and wins! Make wins meaningful by developing rituals
for celebration.

Build a feedback loop to ensure continuous alignment with the strategic plan. Regularly
review the status of strategic initiatives and make adjustments as needed. Example: go
through the strategic plan each month and simply share if the item is on track or off
track. This simple clarification helps know what items need to be addressed and focused
on by the team.

Establish clear metrics and accountability for strategic initiatives. Assign responsibility for
each item to specific team members and regularly track progress.

Project Identification

If you know the specific program, policy or process you’d like to improve, move on to the next

step. If you’re unsure where to begin, look for possible projects by considering the 8 Wastes:
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Defects: Errors or mistakes that need correction.

Overproduction: Doing more work than needed or producing too soon.
Waiting: Delays between steps or waiting on information.

Non-utilized Talent: Not using employees' full skills or expertise.
Transportation: Unnecessary movement of materials or information.
Inventory: Excess materials, supplies, or data waiting to be used.

Motion: Excessive movement by staff, searching for tools or information.

Extra Processing: Doing more work than necessary due to inefficient processes.

Try this:

Facilitate a team discussion to prioritize issues that impact overall goals or cause
frequent bottlenecks. Other areas to explore for possible improvement projects include
workflows are inefficient or slow, situations where customers or staff have raised
concerns, and any data showing performance gaps.

Discuss with your team to prioritize issues that impact overall goals or cause frequent
bottlenecks.

Save the ideas compiled during the discussion! This can be a useful list for future quality
improvement projects.



Project Team

List the people involved in the project. Who will help contribute to the project? Who will be
involved in identifying root cause and brainstorming solutions? Who will be helping implement
the improvement?

Project Definition

e Project Title: Provide a descriptive title for your project that clearly conveys the focus to
someone unfamiliar with it.

e Describe the Issue: What is the problem or area for improvement? Be specific: Who is
affected, and why does it matter?

e Explain the Need for Change: Why is this change necessary? What was the situation like
before the project began?

e Impact on Staff and Customers: How has this issue affected staff and their work? How
has it impacted customers?

e Contextual Details: Provide additional context by answering “who, what, where, when,
and why” to give a complete understanding of the problem.

Set a Goal & Date

e Answer this question: what measurable outcome do you want to achieve?
o Example: Reduce processing time from 10 days to 5 days.
o Start Date: list the date that you started working on your project
e End Date: list the date that you fully implemented your improvement (or hope to fully
implement your improvement)

Analyze the Current State

Identify your root causes of inefficiencies. Why is this happening? Use a root cause analysis tool
to collect information. Facilitate the exercise with the project team. Remember to collect any
known data and information about the current state. For example: photos, metrics, and/or
stakeholder feedback.

List of tools:
e Fishbone
e 5Whys

e Spaghetti Diagram
e Current State Process Map



Check off which oof the 8 Wastes are observed in the current state.

Waste Observed (Check all that apply)

Defects Transportation
Overproduction Inventory
Waiting Motion
Non-Utilized Talent Extra Processing

Brainstorm Solutions

Brainstorm possible solutions with the project team. Consider all possibilities, including small,
manageable changes that could make a big impact. Record as many ideas as you can think of
that will help achieve the project objective, remove wastes, and move the process towards your
goal. When offering solutions, be sure to think about (and list when known) what can be
recorded or counted that would provide evidence of change. How much? How well? How long?
How would we know if anyone is better off?

If we... Then we...

List brainstorming ideas here for how you could Write out the expected result you would
address your problem and solve the issues raised | expect the corresponding solution to
during the root cause analysis. generate.

Now that you have a list of possible solutions, work with the team to plot them into an Impact /
Effort matrix. An impact effort matrix allows participants to sort the alternatives and identify
easy solutions while eliminating the difficult ones that won’t solve the root cause. The Impact /
Effort matrix helps narrow down a list of solutions and establishes priorities. It allows team
members to see why some alternatives should be tabled. It also highlights which “low-hanging
fruit” solutions can be implemented quickly.

Try this:

1. Using the list created in the “If we, Then we” exercise, talk through each possible
solution. Will it solve the problem? This discussion can occur via electronic polling,
voting dots, flip chart & post its, whiteboard, etc.!

2. Work together to plot each solution into one of the four quadrants. Example: adding a
new employee would be high effort; changing a form could be low effort.



High Impact / Low Effort (Quick Win) High Effort / High Impact (Big Project)
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Low Impact / Low Effort (Low Hanging Fruit) High Effort / Low Impact (Not Right Now)
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Very Easy Effort @ Implement Very Difficult

Implement Solutions: Action Plan

Based on the team brainstorm and Impact / Effort matrix, choose the best solution(s) to carry
forward and implement. Be sure to consider how you can measure the impact of the solution.
What metrics or wastes will improve?

There are a variety of Improvement Tools to use. Below are three examples.

1. Just Do It (JDI): This is the implementation of a simple solution to a known issue. JDIs are
typically “Low Impact / Low Effort” solutions that can be implemented quickly.



2. 5S:5S Organization is concentrated on eliminating waste and maintaining standards and

sustainability.
a. Sort: Clearly distinguish needed items from unneeded
b. Setin order/straighten: Keep needed items in the correct place to allow easy and
immediate retrieval
c. Shine: Keep the area neat and clean
Standardize: Make changes habitual
e. Sustain: Maintain established procedures
Standard Work: Standard work establishes the best and most reliable methods and
sequences for each process and each worker. They are often implemented as “Standard
Operating Procedures” and are the only acceptable way to do the task and process
within the organization. Standard work reduces variation and should be continually
improved. Examples of standard work include:
a. A standardized process, including step-by-step instructions.
b. A script or guidelines for responding to customer inquiries or complaints,
ensuring every customer interaction follows a consistent approach.
c. A standardized interview script for hiring and an onboarding process for new
employees.

Try this:

Track the progress and collect data.

List all the actions necessary for full implementation.

Schedule recurring project team meetings to stay on top of the action plan. Continue
meeting even after solution implementation to check in on the new changes and ensure
they are working as planned.

Keep meeting notes and make adjustments as needed to maintain improvements.

Completed?

# | Action Item / Task

Assigned To

Due Date

Date?

Notes

Example: redesign
customer survey form

Parking Lot Issues:

Monitor and Reflect

Summarize the steps you took to complete the improvement. Describe how you collected and

used data, which quality improvement tools were used, what intervention or change was




implemented, and how the staff / customers were involved in the project. Collect screen shots,
photos, and revised documents.

Try this:
As a team, answer the following questions and prompts:

e Briefly describe the improvement changes. What are the key differences between the
old and the new? What has changed or will change?

e What were the results? Reflect on how the improvements changed the process, staff
experience, customer experience, health equity, and const savings. Report changes seen
in the data or performance measures. Describe a plan to sustain the improvement(s)
over time.

e What lessons were learned? Describe the key takeaways from the project.

e How has the new process or improvements been shared with employees, customers,
and stakeholders?

Share Results

Great work! Now that you’ve worked through the steps of completing an improvement project,
it’s important to share the results. This can help spread the news of new / updated processes
and procedures and foster a culture of continuous improvement. Using a Storyboard is an
effective way to communicate the project’s journey from start to finish. The storyboard should
focus on visuals rather than heavy text, making it easy for stakeholders and department staff to
quickly grasp key insights, achievements, and lessons learned. This method not only highlights
successes but also encourages collaboration and the adoption of similar strategies across the

organization.
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