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Call Agenda

• Overview of Quality Improvement Tools

• Review of the Project Charter

• Review of the Action Plan

• Examples of the Action Plan and Charter

• Resources and Support

• Questions



Sample Team Tools

1. Project Charter

2. Action Plan

3. Root Cause Analysis (RCA) 

4. Process Map

5. PDSA

6. Run Charts/ Control Charts

7. Norms of Collaboration

8. Debriefs



Team Tools

1. Project Charter



Importance of the Project Charter

• Defines project aim/objectives

• Prevents “scope creep”

• Reduces role confusion and project 
delays

• Clearly outlines team roles and 
responsibilities

oOpportunity to gain buy in early and often

• Outlines how success will be measured

oOutcome measures

oProcess measures



Components of the Project Charter

• Project aim

• Team leader(s)

• Team members

• Leadership support

• Improvement measures

o Outcome and process measures

• Strategy for engaging with external partners



Charters: answering the three questions

• What are we trying to accomplish?

– Aim Statements

• How will we know that a change is an improvement?

– Family of Measures

• What change can we make that will result in an 

improvement?

– Theory of Improvement



Aim Statements

Reference: https://resources.buffiniandcompany.com/s-m-a-r-t-goalsheet/



Aim Statements

• Teams gain clarity in their aim statements by 

crafting a statement that answers these two 

questions “by how much do you want to 

change” and “by when do you want to change”.

• Implicit is answering those questions is an 

understanding of current performance, this too 

should be reflected in the aim.



Aim Statements

• An aim, or goal, is what the team plans to 
accomplish.

• An aim statement should satisfy S.M.A.R.T. 
criteria—specific, measurable, attainable, 
realistic, and time bound.

• Team members should actively participate in the 
goal setting exercise in order to foster 
agreement.



Example of a SMART Objective:

By September 30, 2020, our program will 
increase the percentage of DBS samples 
received by the lab within 48 hours of 
collection from 90% to 95% by educating 
rural hospital staff on preparing specimens 
for timely courier pick up.



Example of a SMART Objective:

By September 30, 2020, our program will increase the percentage of DBS samples 
received by the lab within 48 hours of collection from 90% to 95% by educating 
rural hospital staff on preparing specimens for timely courier pick up.

This is time bound because I know our team has to 

reach 95% by September 30, 2020.

This is relevant because based on an assessment of our program and 5 Whys, 

this is an area for improvement, the lack of DBS received within 24hours from 

rural hospitals.

This is attainable because we know our baseline (90%) and we believe we can 

achieve a 5% increase by September 2020. This is based on the resources the 

program believes they can allot toward this project.

This is measurable because we know the amount of change (90% to 95%).

This is specific because we know who (our program) is doing what (increasing 

the percentage of DBS samples received within 48 hours) and where (at the 

lab).



Charters: answering the three questions

• What are we trying to accomplish?

– Aim Statements

• How will we know that a change is an improvement?

– Family of Measures

• What change can we make that will result in an 

improvement?

– Theory of Improvement



Outcome vs Process Measures

Outcome Measures: are the overall goal, aim or 

objective. These are typically your high-level metrics.

Process Measures: are specific steps in a process or  

system that influence a particular outcome measure of 

interest. Because multiple processes may impact an 

outcome, there may be multiple process measures.



Family of Measures for NBS Timeliness 

–Sample

• By September 30, 2020, our program will increase the 
percentage of DBS samples received by the lab within 48 
hours of collection from 90% to 95% by educating rural 
hospital staff on preparing specimens for timely courier 
pick up.

– Track date/time collected

– Track date/time received

– Track method of delivery

– Track collection facility

– Quality Indicator 5b (time from collection to receipt 
at state NBS lab)



Family of Measures for NBS Timeliness

• Track date/time collected

• Track date/time received

• Track method of delivery

• Track collection facility 

You can look at this data weekly

Do you already have this data? (for baseline)



Charters: answering the three questions

• What are we trying to accomplish?

– Aim Statements

• How will we know that a change is an improvement?

– Family of Measures

• What change can we make that will result in an 

improvement?

– Theory of Improvement/Change Being Tested



Source: © 2019 ASSOCIATION OF STATE AND TERRITORIAL HEALTH OFFICIALS





For those not applying but interested this template is available for you to review. Reiterate tool as good practice for those applying and not applying



The project charter is the road

to CQI success!



Team Tools

1. Project Charter

2. Action Plan



Action Plan

Who… 
will do 

WHAT… 
by 

WHEN…





The action plan are the points along the 

road to CQI success. 



Team Tools

• Project Charter

• Action Plan



Example of Newborn Screening QI 

Project Charter and Action Plan



Sample Project Charter



Sample Project Charter (cont.)



Sample Project Charter (cont.)



Sample Project Charter (cont.)



Sample Project Charter (cont.)



Sample Action Plan



Support and Resources

1. Sample project charters

2. Sample root cause analysis

3. Sample Action plans

Office hours are available Tuesday’s and Friday’s now 

until August to address any questions or concerns you 

may have regarding the QI Project RFP. Check the RFP 

page for times and connection information at 

https://www.aphl.org/rfp/Pages/NBS-Systems-Quality-

Improvement-Projects.aspx.

https://www.med.unc.edu/ihqi/programs/medical-student-scholarly-concentration/session-3-charters-a3s-driver-diagrams/
https://www.codot.gov/business/process-improvement/self-service/tools/solve-guide/part4/root-cause-analysis
https://simplicable.com/new/action-plan
https://www.aphl.org/rfp/Pages/NBS-Systems-Quality-Improvement-Projects.aspx


Contact Us

Email

• Chenelle.Norman@aphl.org

• ykellar-guenther@ciinternational.com

Websites

• www.aphl.org/rfp

• www.newsteps.org

mailto:Chenelle.Norman@aphl.org
mailto:ykellar-guenther@ciinternational.com
http://www.aphl.org/rfp
http://www.newsteps.org/


Questions?


