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Definitions and context

Scoping the problem and the solution(s)

Implementation, measurement and evaluation

Sustain, share, spread and scale-up

Incorporating QI into the research to practice cycle

Outline



What is Quality Improvement (QI)?

A systematic and continuous effort to improve the safety, 
effectiveness, patient-centredness, timeliness, efficiency and equity 
of care received by the patients and service users. It involves:

• Identifying areas for improvement

• Planning and implementing change

• Measuring the impact over time

• Adopting changes which improve quality



Background
• Industrial philosophies to 

improve manufactured products

• Engineering theories to improve 
systems and services

• Developed further in healthcare 
context since 1990s



Quality Improvement Methodology

Analyse the system 
to identify:

What needs to 
improve

Which changes 
might lead to 
improvement

Conduct sequential 
iterative tests of 

change

Modify the 
changes after 

each test

Increase the 
scale of the 

change

Measure and 
analyse the effects 

of change

Outcome, 
process and 
balancing 
measures

Frequent 
measurement 
and analysis

Adopt the changes 
which improved 

quality

Embed the 
changes which 

worked

Share, spread 
and scale-up 



Limitations to the methodology

Not designed to generate generalisable evidence

‘Product improvement’ focus doesn’t always translate to healthcare

Skills and resource (time) are essential for success

Works best as part of an improvement system

Dixon-Woods 2016; Brathwaite 2018; Stevens and Thomson 2023



Does QI improve quality?

Low fidelity to method

Inadequate training and resourcing

“Projectification” limits sustained improvement

Challenging to scale up or replicate in other contexts

Some dimensions of quality are rarely addressed

Davidoff 2015; Reed 2016; Dixon-Woods 2019; Rose 2021; Etchells and Trbovich 2023



Increase the chances of success

Team members with experience of quality improvement

Officially sanctioned time

Projects which engaged service users

Careful application of methodology at the problem definition stage

Sufficient data collection before and after change implementation

Fidelity to PDSA method including rapid learning cycles

Chua et al 2022



Analyse the system

Define the 
gap in 

quality and 
ask why

Listen, 
observe and 

engage

Collect 
baseline 
data and 
create a 

SMART aim

Clarify the 
assumption, 
logic and 
outcome









Double-diamond 
for co-design



Sequential, iterative tests Plan

DoStudy

Act

Plan

DoStudy

Act

Plan

DoStudy

Act

Plan

DoStudy

Act

Match 
interventions 
carefully to 
the problem

Apply 
intervention 
to a small 

cohort for a 
short time

Review and 
modify 
and/or 
scale-up

Continue the 
cycles until 
the aim is 
achieved





Will training help?



COM-B Model of 
Behaviour 

(Mitchie et al 2011) 



Sequential, iterative tests Plan

DoStudy

Act

Plan

DoStudy

Act

Plan

DoStudy

Act

Plan

DoStudy

Act





Drug chart 

display
Cross-checking; 

countersignature

Manual entry on 

computer 

(abandoned)

Software-

generated 

prescription

< Training >



Measure and analyse

Choose 
outcome, 

process and 
balancing 
measures

Collect “just 
enough” 

data

Measure 
and analyse 
frequently – 
then apply 
the analysis

Plot your 
data as a 
time series 

and 
annotate it







Embed and share

Treat 
‘embedding’ 

as a 
separate 
project 
stage

Share 
locally – 

restate the 
aims and 

describe the 
process and 
the outcome

Consider 
spread,  
scale-up 

and 
resource use

Use the 
SQUIRE 2.0 
Guidelines 
to record 

your project



QI is well-designed for implementing 
evidence into clinical practice

Flexible and adaptable to suit any type or size of problem and 
any local context

Growing pool of QI expertise among clinical and non-clinical 
staff working in and with critical care teams

Well-described QI initiatives can inform practice and develop 
evidence-base for implementation science

Requires considerable resources, time, leadership, collaboration, 
supervision and skill to do well 



Thank you
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