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Outline

• Improvement learning structure: driver diagram

• Changes: sources and methods

• Change concepts and alternatives

• Lateral thinking: out of the rut
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IMPROVEMENT LEARNING 

STRUCTURE: DRIVER DIAGRAM

Why Use a Driver Diagram?

Improvement 

Aim

A new 

process, 

system, 

culture… ?
Effective change is 

not a “black box”.

Driver Diagrams help answer 

planning questions, like:

• HOW could we achieve our aim?

• What are ALL the changes?

• Are there priorities (emphasis)?

• Are there alternatives?

• What is the sequence?

• Who will do what when?

What is a driver diagram?

• A means of developing your theory of 

how you will achieve your aim.

• A plan of organized change: 

development, testing and 

implementation.

mailto:jim@improvisionhealthcare.com
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A simple example

Lose 10 pounds 
by the end of 

June

Exercise More

Ride bike to work

Join fitness club

Record my activity

Reduce 
Consumption

Stop eating sweets

Stop drinking 
cola and beer

Record what I eat

Reducing harm from 
pressure ulcers

Eliminate new 

Grade 3 and 4 

pressure ulcers by 

31 March 2014

Reduce the 

number of Grade 2 

pressure ulcers 

acquired under our 

care by ….% by 

31 March 2014

Risk identification

Risk assessment

Reliable 

implementation of 

SSKIN care bundle

Identification, grading 

of pressure ulcers

Education

Understand pressure ulcer risk factors

Analyse local data to assess patients at risk

Assess pressure ulcer risk on admission

Reassess regularly

Communicate risk status

S – Surface

S – Skin inspection

K – Keep moving

I – Incontinence

N - Nutrition

Use national grading tool

Utilise local tissue viability nursing expertise

Initiate and maintain correct and suitable treatment

Staff education – using workbooks, How-To guides, and 

patient stories

Patient and family education – information on pressure ulcer 

risk and how to minimise whilst in hospital / at home

AIM

PRIMARY DRIVERS
SECONDARY DRIVERS

Reference: East London 

NHS Quality Improvement 

Programme

Healthcare QI example

AIM

HOW
HOW

HOW

WHY

WHY

WHY

build plan

check plan
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Exercise

What are you improving?

5 minutes:

• Sketch a starter driver diagram

Your 
improvement 

aim

How to construct

1. Start with a SMART aim statement.

2. Identify change concepts and ideas

3. Group and organize ideas under 

themes or primary drivers (concepts). 

4. Draw, review, and revise regularly.
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CHANGE: SOURCES AND 

METHODS
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Change: 

a key to 

improvement 

The Model for Improvement
Associates in Process Improvement (API)
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Change

Creativity

Concepts

Current State

Experience

Evidence
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Evidence

Clinical Literature

QI Literature
Guidelines etc.

Human Factors
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Experience

Colleagues 

Patients and 
Families

Community 
of Practice 

Your own
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Current State

Process and
System

Data and 
Variation

“Problem”
Solving 

Value stream
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Concepts

“Change 
Concepts”

Eliminate waste

Manage
Transitions

Reliability

Lists from
IHI and

Improvement
Guide

see Appendix
Concept Extraction
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Exercise

Where are change ideas?
5 minutes:

• Your sources and methods

Your 
improvement 

aim
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CHANGE CONCEPTS AND 

ALTERNATIVES
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Concept are useful “fixed points”

• A concept is a general idea 

• Ideas and concepts on a continuum 

• Concepts are keys to more ideas (alternatives)
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Change Concept

• A change concept is a general idea for change.

• Use change concepts to develop specific process 

changes in a local context.

Ref. 2

www.ideasontario.ca 23

Using Change Concepts to find more Change Ideas

1. Concept Triangle

– Using ideas to breed more

2. Using Provided Change Concepts
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Focus

Personal:

Fitness
Walk to work

More active 

daily routine

Take stairs not elevator

Stand instead of sit (20%)
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Focus

Personal:

Fitness
Walk to work

More steps taken 

each day

Wear a pedometer

Go for walk at lunch break
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Focus

Personal:

Fitness

Wear a pedometer

Measure to 

increase activity

Use app for mobile phone

Keep a daily log of activity
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FocusA Specific idea

for change

Concept (fixed point)

Concept 

Triangle

Ref. 1

Alternative ideas 

using concept
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Purpose Concepts

What are we trying to do?

What is the purpose?

Mechanism Concepts

How does it work?

How is the purpose achieved?

What is the operating mechanism?

What is happening?

Value Concepts

Why is it useful?

What does it provide?

Why is this worthwhile? Focus

Concept 

Idea

Questions to help you to EXTRACT a concept.

Ref. 1
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Your focus:Your idea:

a concept:

Concept 

Triangle

Alternatives ideas using 

concept:

D

D

Lose 10 pounds 
by the end of 

June

Exercise More

Daily activities

Ride bike to work

Use the stairs

Planned exercise

Join fitness club

Play recreational hockey

Record my activity

Reduce 
Consumption

Stop eating sweets

Stop drinking 
cola and beer

Record what I eat

AND

Make your

plan complete OR

Identify alternatives 

Lateral Thinking



21/04/2015

6

Concept Thinking

• Strengthen your Driver Diagram with 

better thinking

• No leaps of faith, show the mechanism, 

purpose or value

www.ideasontario.ca 32

CHANGE CONCEPTS

See The Improvement Guide or the IHI app
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Reducing Delays and Waiting Times

Redesign the System

• Do tasks in parallel

• Use multiple processes

• Minimize handoffs

• Use pull systems

• Move steps closer together

• Use automation

• Consider people to be in the same system

• Use multiple processing units

• Convert internal steps into external steps
Ref. 4 www.ideasontario.ca 34

Reducing Delays and Waiting Times

Shape the Demand

• Eliminate things that are not used

• Insert an informative delay

• Combine services

• Triage process flow

• Extinguish demand for ineffective work

• Relocate the demand

• Anticipate demand

Ref. 4
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Reducing Delays and Waiting Times 

Match Capacity to Demand
• Improve predictions

• Smooth the work flow

• Adjust to peak demand

• Identify and manage a constraint

• Work down the backlog

• Balance centralized and decentralized capacity

• Use contingency plans

Ref. 4 www.ideasontario.ca 36

LATERAL THINKING: 

OUT OF THE RUT
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Random Entry
• Deliberate act to cut across established patterns

• Words hold many concepts and are a convenient way to 

get a new starting point

• Other ‘random’ stimuli can be used
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Focus:

Way finding in 

hospitals

thermostat
device to signal 

turns

lights on the wall 

like planes

lighted signs to 

guide

map drawing 

system at entrance

you start the ‘path 

light’ to guide you

when clinic on, 

special guidance

simple layout with 

convertible space

Random Entry
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Random Word
(from the word list)

Focus
What do you need

new ideas on?

What comes to mind 

when you think

of this word?

Ideas

CribNotes and random word list (12 x 60)  provided
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FROM IDEAS TO ACTION
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Apply now

Advanced Learning Program

Application deadline: June 1, 2015
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