
Creating a road map for 
improvement
Continuous quality improvement (CQI) office hours
May 28, 2024  |  2:00 – 3:00pm ET
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How you can participate
⁄ You may also use the chat or 

share verbally using the hand 
raise feature

⁄ REMINDER: Never text or email 
client personally identifiable 
information (PII), including during 
office hours or when contacting 
the TA teams
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Maintaining and strengthening CQI practices

⁄ Knowing where you’re going 
with improvement: The 
importance of a roadmap
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Revisiting pause points

⁄ Last spring, we talked about the importance of pause points 
in CQI
- These include being sure you understand your challenge, considering the rationale 

for your strategy, and reflecting on what findings from a road test mean for practice

⁄ Today, we will explore a key pause point in more detail
- Planning out your strategy – specifying what you intend to do, considering potential 

barriers, thinking through the rationale for improvement, and defining success 
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Agenda

⁄ What is a roadmap for change?
⁄ Components of a roadmap

- The What: What will you do differently?
- Influencers: What factors will help or hinder implementation?
- Implementation supports: How will you build on or get in front of these factors?
- Outcomes: What does success look like?



What is a roadmap for change?
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Building a roadmap to improvement
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Benefits of a detailed roadmap

⁄ Clarifies what the team does not know—specify what you can 
and create road test learning questions for everything else 
⁄ Provides a good check on whether the strategy makes sense

- Roadmaps make it easier to assess your strategy rationale, that the strategy 
addresses root causes and those root causes influence SMART goals

⁄ Supports consistent and efficient implementation so that 
teams can effectively assess the strategy
- Roadmaps can be used to communicate the strategy and implementation approach 

to teams, and as a framework for documenting insights and sharing road test results 
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Share with us

⁄ What is your team’s approach when you have a strategy idea?
- We don’t move forward with implementing it until every detail is figured out
- We think about the key parts of it and figure out the rest as we go
- When we believe we have a good idea, we go ahead and implement it! 

To access the poll
• Use the link in the chat

OR 
• Visit Slido.com and enter 

the code 3976512
OR

• Scan the QR code on this 
slide
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What is your team’s approach when you have a 
strategy idea?

 














 



The What: What will you do 
differently?



12

Approach 1: What will you do?

⁄ Strategy: The team wants to enhance communication with 
referral partners to generate more program referrals
⁄ Approach: Tell your case managers which partners they are 

responsible for and ask them to increase communication
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Learning questions for Approach 1

⁄ You’re planning a road test of 
this strategy. What are your 
questions?

To access the poll
• Use the link in the chat

OR 
• Visit Slido.com and enter 

the code 3976512
OR

• Scan the QR code on this 
slide
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Approach 1: What will you do?

What 
resources are 
currently at 

our disposal?

What it our 
cohesive pitch 
we are sharing 

with our referral 
partners?

How can you get 
in touch with the 

partners? And 
how often?

To what extent will 
referrals from partners 

increase after 
communicating with 

them more often?

What are the 
communication 

methods being used 
most often currently? 

Are they useful?

Is the strategy 
helpful?

Who do our case 
managers 

already have a 
relationship 

with?

What 
communications 
methods work 

best for referral 
partners?
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Mapping the What

⁄ Build out your idea as much as possible, even if there are still 
questions

⁄ Consider the 4Ps
- People: Who delivers this strategy? Who receives it? Who oversees it?
- Practices: What is the practice? What are the steps to implementing it? How often, for how 

long, where?
- Principles: What overarching values (e.g., trauma-informed) guide implementation?
- Products: What tools, technology, or training is needed to implement this strategy?

⁄ If you’re not sure, flag it as something to figure out in the road test



16

Approach 2: What will you do?
⁄ People

- Implementers: Case managers will be assigned to a set of partners
- Recipients: Contact at partner agency will vary based on who is making referrals

⁄ Practices
- Case managers contact each of their partner agencies biweekly, by phone, email or text
- Contact can be conversational, for the purpose of providing an update on a referred 

participant, or to forward a community resource or event

⁄ Principles
- Build relationships, avoid transactional language
- Find a way to emphasize how the program helps their efforts/mission

⁄ Products
- Staff should use Outlook calendar reminders for biweekly outreach
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Learning questions for Approach 2

⁄ You’re planning a road test of 
this strategy. Now, what do 
you want to learn in the road 
test?

To access the poll
• Use the link in the chat

OR 
• Visit Slido.com and enter 

the code 3976512
OR

• Scan the QR code on this 
slide
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Now what are your learning questions?

How much 
time do you 

have to 
conduct the 
outreach?

Is biweekly 
communication 
too much or too 

little?

Do case 
managers have 

time?

How many referrals 
are we already 

receiving from a 
partner?

Is the biweekly 
contact well-

received?

Are we 
successfully 

making contact 
with the referral 

partners?

Is it too much 
contact?

How will we 
monitor the 

strategy?

Are we getting 
more referrals?

What regularity 
of 

communication 
is most 

effective?



Influencers: What will help or hinder 
implementation?
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What might influence implementation? 

⁄ A key step in planning is to be proactive about identifying 
barriers and facilitators to implementation
⁄ Why might the strategy fail? What could get in the way? 

What would support success?
- Capability to change (“Staff won’t know how to do this”)
- Consider opportunity to change (“We don’t have enough resources” or “We don’t 

have the time”)
- And motivation (“Staff aren’t going to like being asked to do something 

differently”)
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When thinking about influencers, consider 
COM-B

 




















Share with us 
⁄ What barriers would you 

anticipate if you were testing a 
strategy to enhance staff 
communication to partners 
through biweekly outreach?
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To access the poll
• Use the link in the chat

OR 
• Visit Slido.com and enter 

the code 3976512
OR

• Scan the QR code on this 
slide
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What barriers would you anticipate?

Consistency 
by those 

implementing

Too many 
communications 
becoming less 

meaningful and 
could get fewer 

responses

Partners feel 
overwhelmed by 

too much 
communication

Overload – 
maybe they 

already have too 
much on their 

plate

Staff fatigue or 
lack of 

enthusiasm

Partners being 
slow to respond. 

Conflict with 
schedules.

Folks being out 
of the office!

The type of 
reminder is 
ineffective 

Are we getting 
more referrals?

Slow or no 
response from so 

much 
communication

Poor 
communicators

Workload
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Building a roadmap to improvement
Strategy

People: Each case manager will be assigned 
  to a set of partners

Practices: Case managers contact (call, email, text) 
 partner agencies biweekly

Principles: Build relationships

Products: Use Outlook calendar reminders

Barrier 1: Staff resistance due to time available
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Think about helpful factors, too

⁄ What influencers might help implementation?
- For example, the program has a lot of long-term staff who are very knowledgeable 

and understand the program well

⁄ Think about how you can use any helpful factors to your 
advantage
- For example, you could use staff to help develop messaging to various partners, as 

they know the partners well
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Building a roadmap to improvement
Strategy

People: Each case manager will be assigned 
  to a set of partners

Practices: Case managers contact (call, email, text) 
 partner agencies biweekly

Principles: Build relationships

Products: Use Outlook calendar reminders

Barrier 1: Staff resistance due to time available

     Facilitator 1: We have experienced and knowledgeable staff 



Implementation supports: How will you 
build on or get in front of these 
factors?
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What are implementation supports? 
⁄ Being proactive about identifying factors that help and 

hinder strategies is useful only if you come up with 
supports to address those factors
- If you are concerned that staff resistance may be a barrier to implementing your 

improvement strategy, plan to intentionally bring staff on board

⁄ Supports may be for individuals (staff training, incentives) 
or systems (changing organizational policies)
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Consider the nature of the barrier/facilitator
⁄ Capability

- Provide training 
- Develop how-to guides or tip sheets
⁄ Opportunity

- Reallocate resources (time, money) to make the strategy easier to implement
- Change organizational policies (e.g. social media policy) to allow staff to 

implement
⁄ Motivation

- Use staff champions or credible messengers to set an example for 
implementing the change

- Incentivize the change
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Strategy
People: Each case manager will be assigned 
  to a set of partners

Practices: Case managers contact (call, email, text) 
 partner agencies biweekly

Principles: Build relationships

Products: Use Outlook calendar reminders

Building a roadmap to improvement

Supports

To address staff 
resistance, we will 
designate time for 

outreach time every 
other Wednesday

Barrier 1: Staff resistance due to time available

     Facilitator 1: We have experienced and knowledgeable staff 



Share with us 
⁄ If we think staff will resist our 

partner communication strategy 
because they lack time to 
implement it, how could we try to 
get ahead of this barrier?
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To access the poll
• Use the link in the chat

OR 
• Visit Slido.com and enter 

the code 3976512
OR

• Scan the QR code on this 
slide
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How can we try to get ahead of the barrier of 
staff resisting due to lack of time?

Soliciting the 
help of 

volunteers

Ask how we can 
make this a priority 

and if there are 
other 

responsibilities that 
can be put on hold

Record video of 
training so staff 
can watch on 

their own time
Provide office 
hours for any 
questions or 

concerns and an 
anonymous survey

Have templates 
for email 

outreach or 
phone scripts



Outcomes: What does success look 
like?
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Define short- and long-term outcomes

⁄ Long-term outcomes (SMART goals) describe what success 
looks like (Step 2 of the CQI worksheet)
⁄ Short-term outcomes inform what you need to track, what 

data to collect to learn about your strategy
⁄ Short-term outcomes should be related to key root causes

- If referrals from partners are lagging because we think partners forget about the 
program, our strategy to enhance communication should aim to enhance awareness

⁄ Be intentional about thinking through your rationale for the 
strategy (Step 3 of the CQI worksheet)
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Strategy
People: Each case manager will be assigned 
  to a set of partners

Practices: Case managers contact (call, email, text) 
 partner agencies biweekly

Principles: Build relationships

Products: Use Outlook calendar reminders

Building a roadmap to improvement

Supports 

To address staff 
resistance, we will 
designate time for 

outreach time every 
other Wednesday

Barrier 1: Staff resistance due to time available

     Facilitator 1: We have experienced and knowledgeable staff 

Short-term 
outcomes

Increase 
partner 

awareness  

(partner 
survey)

Long-term 
outcomes

 Increase 
enrollments 
from partner 

agencies
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Using the roadmap for road testing

⁄ Ask staff to consider what they are uncertain about:
- Strategy → “What outreach mode (call, text, phone) works best for partners?”
- Influencers → “Were staff resistant to biweekly communication? If so, why?”
- Supports → “Was it helpful to reserve time for outreach?”
- Outcomes → “Did the strategy increase awareness of our program among 

partners? Did increased awareness lead to more referrals and enrollments?” 

⁄ Write these learning questions in Step 4 of the CQI 
worksheet or Section D3 of the template



CQI Worksheet and CQI Plan Template

37
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Announcements
⁄ Join us next month—invitations are coming soon! 

- nFORM 2.0 office hours on Tuesday, June 11, 2024, 2-3p.m. ET
- CQI office hours on Tuesday, June 25, 2024, 2-3 p.m. ET 
⁄ For more resources:

- The HMRF Grant Resources site (https://hmrfgrantresources.info/continuous-
quality-improvement) contains CQI template, worksheet, office hours slides, tip 
sheets, and other CQI resources

- For more information related to this session, see the Using COM-B to Support 
Improvement tip sheet and the February 2023 office hours on using a logic model 
to guide improvement

⁄ For CQI-related questions, reach out to the CQI helpdesk
- HMRFCQI@mathematica-mpr.com 

https://hmrfgrantresources.info/continuous-quality-improvement
https://hmrfgrantresources.info/continuous-quality-improvement
https://www.hmrfgrantresources.info/resource/using-com-b-support-improvement
https://www.hmrfgrantresources.info/resource/using-com-b-support-improvement
https://www.hmrfgrantresources.info/resource/february-2023-office-hours-using-your-logic-model-guide-your-cqi-efforts
mailto:hmrfCQI@mathematica-mpr.com


Thank you!
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