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Programme design and key dates
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All teach ,all learn 



By the end of this session you 
will…….

• Have a STAN aim and strong 
Driver Diagram (theory of change)

• Understand how your 
measurement plan is linked to 
your change theory

• Introduce Run Charts

• Leave with an action plan for 
Action Period 2.



If you want to go fast, go alone.
If you want to go far, go together.

African Proverb





The Thinking Part

The Doing Part

The Model For Improvement



Psychology

1. Relationships 
between 

people
2. Motivation, 

intrinsic 
/extrinsic

3. Beliefs, 
assumptions

4. Will to change

Appreciation of a System
1. Common Aim
2. Understand how things link together

3. People, process and items
4. Simple, Complicated or Complex

Theory of 

Knowledge

1. Develop a 

theory

2. Use PDSA to 

test

3.Bring

knowledge into 

the system
1. Develop a theory
2. Use PDSA to test 

3. Bring knowledge 
into the system

Understanding Variation
1. The world is not deterministic
2. Variation is expected

3. Understand when to improve
4. Understand when not to tamper

Profound

Knowledge

https://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwjN8enM6bbVAhXHKFAKHXa6Cw8QjRwIBw&url=https://collegehealthqi.nyu.edu/improvement-journey/4-understand-the-problem/&psig=AFQjCNGIKqJNQwReOB9tZvhLEqB7e98nGw&ust=1501703964235528


Improvement Journey

Build will 
and 

conditions 
for change

Understand 
current 
system

Develop aim 
and change 

theory

Identify 
specific 
change 

ideas, test 
and refine in 

context

Implement 
locally, using 
PDSA cycles 
to build in 

sustainability

Scale up / 
spread 
where 

relevant

Leadership

Coaching



Constructing 
an Aim 

Statement

Specific

Timebound

Aligned

Numeric



Falkirk : Aim Statements

Attendance will improve
All children p.1 – 7 will achieve at least 85% attendance by June 2018. 
(Attainment)

There is a shared understanding of what a good lesson looks like.
By January 2019, 95% of children and 95% of teachers will rate lessons in 
Maths as good or very good. (Self-Evaluation)

More children will be read to at home
90% of children will receive a bedtime story 3 times a week by the end of 
the summer term (Family Support)





On yellow post-its

List all the barriers, challenges and 
issues stopping you from achieving 
your aim

One issue per post-it
Be specific, no one word answers

Improvement Planning



On orange post-its

Turn those negative barriers into 
positive things that need to be in 
place

One positive per post-it

Be specific, no one word answers

Improvement Planning



Group the orange post-its into 
themes

On pink post-its

Write down a name for each theme 

No more than 5 themes

Improvement Planning



Aim
How much, 

by when

Primary Drivers
Broadly what needs 

to be in place

Secondary Drivers
Specifically what 

needs to be in place

Driver Diagram

http://www.ihi.org/resources/Pages/Tools/Driver-Diagram.aspx

http://www.ihi.org/resources/Pages/Tools/Driver-Diagram.aspx


Theory of Learning



Change Ideas

Key factors 
that drive the 
aim/outcome

Secondary factors which 
will influence delivery of 

the primary drivers

Changes or 
interventions 
that can be 
tested out

Primary Drivers

Driver Diagrams

Secondary Drivers

Result Cause
Drivers

Aim

Best 
practice?

Stakeholder 
expectations?

Fully 
understand 

system?

Research & 
evidence

User 
ideas

Staff 
ideas



People

By Jan 17 85% 
of children 

under 12  will 
be presented to 
Panel within 12 
weeks of their  

Plan for 
Permanence 
being agreed

Aim                  Primary Drivers     Secondary Drivers 

Worker confidence & 
skills

Clear agreed 
timescales aligned 
to planned outcome  

Joint early Planning

Assessment

Process

Continuous focus 
on progress

Parental 
engagement

Child 

Focus

Reduce duplication 
in paperwork

Earlier completion 
of assessments/ 

reports

Well managed 
transitions

Worker capacity

Vision – each child lives in a stable, safe, secure and happy home, where they know they 
will stay until independent and where they can make lifelong connections.





Driver Diagram: Tips on Facilitation

Gather together the subject 
matter experts.

Brainstorm “to achieve our 
aim the things we need to
improve are...”

Cluster the ideas to see if 
groups represent a common 
driver.

Expand the groups (or single 
ideas) to see if new drivers 
come to mind.

Logically link together the 
groups into a driver diagram 
format.

Work backwards from ideas of 
change if that helps.



Practical Exercise 

In teams:

STAN Aim

Driver 
Diagram

ALL TEACH 
ALL LEARN



All Teach, All Learn 

Questions?



We need a wee family of measures…



Outcome 
Measures

Process 
Measures

Balancing 
Measures



Dave Williams, IHI

Is the young person 
getting the right 

outcome?

Is the system 
working as 
planned?

What about the 
bigger picture?

Balancing 
Measures
Looking at the system 
from different 
dimensions. 

Does improving one 
thing cause problems 
elsewhere?

Process
Measures
Are we doing the 
right things at the 
right time, every 
time?

Is the process 
reliable?

Outcome 
Measures
Are we making things 
better? 

Are we on track to 
achieve our Aim?



0Healthier 
‘New Me’ 
by August 
2018

More frequentLess frequent



People

By Jan 17 85% 
of children 

under 12  will 
be presented to 
Panel within 12 
weeks of their  

Plan for 
Permanence 
being agreed

Aim                  Primary Drivers     Secondary Drivers 

Worker confidence & 
skills

Clear agreed 
timescales aligned 
to planned outcome  

Joint early Planning

Assessment

Process

Continuous focus 
on progress

Parental 
engagement

Child 

Focus

Reduce duplication 
in paperwork

Earlier completion of 
assessments/ 

reports

Well managed 
transitions

Worker capacity

% presented 
within 12 
weeks

Time taken by 
individual child

Process 
% of children who have 
their Panel date set 
when plan agreed 

Process :
% of transfers where 
workers report being 
fully informed on 
child’s plan and 
journey

Process :
% of cases with 
support meeting held 
within 2 weeks of 
allocation

Vision – each child lives in a stable, safe, secure and happy home, where they know they 
will stay until independent and where they can make lifelong connections.



Moving from a Concept to a Measure

Concept

• Parental 
Engagement

Possible Measure

• % of 
parents/carers 
invited to review 
meetings

• Number of parents 
who attended 
monthly meeting 
about their child's 
development

• % parents/carers who 
are more confident in 
understanding their 
child as a learner



Moving from a Concept to a Measure

Concept

• Staff 
Confidence

Possible Measure

• Number of 
staff 
attending 
training 
sessions

% of staff 
completing self-
evaluation 
paperwork

% of staff reporting 
they are more 
confident in 
identifying 
concerns

Number of staff 
reporting improved 
wellbeing





Concept

• % of pupils reporting 
they are confident or 
very confident 

Measure

• Learner 
Confidence

• Teaching & 
Learning

• Number of lessons 
scored as ‘6’ or above

• Teaching & 
Learning

• % of learners reporting 
lessons were 
‘appropriate’ or  ‘quite 
challenging’
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Create a measurement plan that matters
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Practical 2 Exercise 

In teams:

Start to 
identify 
your 
Outcome  
Measure 
and 1 
process 
measure

ALL TEACH 
ALL LEARN



All Teach, All Learn 

Questions?



To understand 
what needs 
improved

To understand 
variation

For testing 
changes

For monitoring 
progress

To tell the story 
of your 

improvement 
journey

Why do we need data for improvement?



“When you have two data 
points, it is very likely that 
one will be different from 

the other.”
W. Edwards Deming



Measures - Things to consider

Who will be responsible for data collection?

What is the data source / how will the data be collected?

How can data collection be integrated with work?

Frequency of data collection, and timings?

What factors might influence the measure?

Equipment needed to measure?



Improvement Journey

Build will 
and 

conditions 
for change

Understand 
current 
system

Develop aim 
and change 

theory

Identify 
specific 
change 

ideas, test 
and refine in 

context

Implement 
locally, using 
PDSA cycles 
to build in 

sustainability

Scale up / 
spread 
where 

relevant

Leadership
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Run Charts
Display data to make process performance visible

Centre 
line is 

the 
median

Usually time is represented along 
the bottom



Practical 3 Exercise : 15 Mins

In teams:

Build a run 
chart

ALL TEACH 
ALL LEARN



By the end of this session you 
will…….

Have a STAN aim and strong Driver 
Diagram (theory of change)

Understand how your 
measurement plan is linked to your 
change theory

Introduce Run Charts

Leave with an action plan for 
Action Period 2.


