Learning from rapid
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improvement
Virtual workshop
7 May 2020

#RapidQI

Introduction
• This is a write up of the Rapid Learning and Improvement workshop that took place on 7 May
2020. It includes a summary of the content that was covered (for people who missed the
session) as well synthesis of content from group discussions – to allow people to follow up on
ideas that were shared.
• This was the first in a series of workshops that Q will deliver over coming months – aimed at
supporting Q members to develop their approaches to capturing the learning and innovations
that are taking place during the Covid-19 pandemic.
• The workshops are designed to help identify structured ways to make sense of what is being
learnt, with opportunities to connect and share with others across the UK and Ireland.

Join us for our next workshop on Friday, 29 May at 1pm.
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What to expect during this workshop series
1. Interactive sessions
These are interactive
workshop sessions, with
space for Q members to
learn from each other.

2. Focussed on ‘how’

3. Safe and supportive

Our focus is on how people
can capture learning during
this time of immense
change.

We recognise the pressure
many people are under –
and invite participants to be
honest and vulnerable with
each other.

4. Shaped by your needs

5. Collaborative learning

The sessions will take
place every 3 weeks and
will be designed with
feedback and input from Q
members.

We will bring in expertise
from Q and Q Labs in
supporting collaborative
and peer learning – with a
focus on learning together.

Meet the team delivering the workshop

Technical and comms support

Facilitators

Libby Keck

Stacey Lally

Tracy Webb

Chat box facilitators

Matt Hill

Penny Pereira
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Sarah Khoo

Louise Smith

Breakout group hosts

Anindita
Ghosh

Matthew
Mezey

Will
Warburton

Zarina
Siganporia
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Who was on the call and what they wanted from it…
Over 160 participants joined the workshop – from across the UK health and care
sector. The workshop started with a short icebreaker to see who was on the call.

By asking a series of short, quick fire questions we were able to get a better idea
of how people were feeling, what they were sensing and what they wanted to
take from the workshop.
This activity was based on a Liberating Structures technique that we adapted to
work online using the chat box feature in Zoom.
The next three slides give an overview of what was shared.
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3 words that describe how I’m
feeling about the change of pace in
my organisation…

Something we must learn to
live with is…
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A question that is emerging for me is…
• How can we sustain these changes
• How do we capture all the learning and
lessons

• How do we retain momentum and
openness to change

• How do we engage everyone in a virtual
• How to share transferable learning inside world
• What is the 'new normal'
• How can we keep hold of the good
changes and improvements
• What are we learning
• How to measure change quickly and
effectively

• What do we need to keep doing whilst
doing things differently

• How to help and support others

• What does the future hold

• How to take the learning forward

• What is my role

• How to keep up with everything

• What is the evidence

• How do we do this
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A big opportunity I see for us is…
•
•
•
•
•
•
•
•
•
•
•

More and better collaboration
New ways of engaging
Changes to the way we work and working differently
Better use of technology and online tools
Trying new things
Learning across teams
Innovation
Keeping good practices that have emerged
Taking forward rapid changes and learning how to implement these
Using examples from COVID19 to show what works and what doesn't in QI
Partnership working across the system

Understanding the role of
learning capture and
sensemaking during Covid-19
Tracy Webb
Associate Director – Collaborative change, Q
Twitter: @TracyWebb007

Learning capture and sensemaking
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Learning capture and sensemaking is the process for
recording learning - live and real time - and being able to
use and interrogate this to move into action.
Friedman describes a cycle with processes that
are common to all learning health systems.

The blue side includes a number of technical
steps and the red side is very much an
interdisciplinary and social challenge.
Further info:
http://www.learninghealthcareproject.org/section
/background/learning-healthcare-system

Principles for good learning practices

Principles for learning during Covid-19
We identify three principles to consider when
approaching learning during this crisis.

1. Timely
2. Support a range of people to
participate
3. Purposeful

#RapidQI

Principles for good learning practices

1. Timely
A good learning process should be
about making sure you move
between the different stages of the
ladder of inference – and avoiding
moving straight to assumptions. In
order to do this, learning should
happen in, or as close as possible, to
real time.
Links:
• Diagram source
• 9 min read on using the ladder
(Mindtools)
• 5 min video on using the ladder
(HarvardX)
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Principles for good learning practices
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A couple of great tools we have come
across for timely learning capture
include:
• Quality impact assessment for service
change during Covid-19 from East
London Foundation Trust (ELFT)
• Learning from Covid-19: A tool for
capturing insights (from Collaborate
CIC)
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Another useful approach is journaling – creating
ways for people to observe what they are doing,
seeing, experiencing and feeling.
Nurse Research journal identify six strategies to
promote participation in journaling:
1. Coach participants
2. Limit the journaling period
3. Provide follow-up contact
4. Provide comfort and support
5. Ensure safety
6. Provide clear content expectations

Source: Nurse Researcher; Haymon, Wilkes and Jackson

#RapidQI

Principles for good learning practices
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2. Support a range of people to participate
The second principle, is about making sure you support a range of people to participate
in your work to capture learning. The more you get diverse perspectives into the
analysis, the better placed you are to make decisions. If you can’t reach those people,
notice they are missing and hold yourself to account to involve them when you can.

Pay attention to psychological safety and model active listening. Find out more in this
blog from IHI: What to Do and Say to Support Psychological Safety During the COVID19 Pandemic?
What are we missing?
Thank you for speaking
up

Let me repeat that to
check my understanding

Never worry alone

That’s exactly what we
need to hear

Principles for good learning practices

3. Be purposeful
The volume and pace of change in health and care
services is unprecedented. Asking people to record
everything they experience will not be possible. So
be clear about what you most need to understand,
and what is feasible right now. Empower those
around you to do the same.

Focus on:
• Identifying your goals
• Agreeing how you’ll use the information that has
been collected
• Setting aside time to interrogate the learning
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Exploring tools, learning
and challenges
Group discussion

Online collaboration – using Miro
• To support group discussions we ran the session using Miro – an online collaborative
whiteboard platform. Miro allows people to collaborate, communicate and share ideas virtually,
in real time.
• There are other, similar platforms available, such as Mural and Stormboard.

• Miro proved popular with some participants – who were keen to learn more about how it works.
To find out more about Miro, including functionality and how it can be used to run interactive,
online sessions, please take a look at some of the resources linked below.
• Miro academy (links to various courses and resources – in particular Getting started with
Miro)
• Getting started with Miro: Board basics (video)
• Remote meetings and workshops in Miro (recorded webinar)

• If you start to use Miro we’d love to find out more about your experiences.
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Group discussions
• We split up into nine breakout groups – in order to share experiences about:
• The tools and techniques being used for learning
• Inspiration people are taking from other places
• What is working well
• The biggest challenges people are facing
• The main themes from these conversations are shown on the next two slides. To see
the information in more detail, and to add your own comments, please see this Miro
board.

How are you collecting
learning?
Unsurprisingly, lots of different
approaches are being used to
collect learning. There were lots of
comments about the use of
survey tools and virtual
platforms that are well suited to
data capture. People are also
gathering learning directly from
teams – using a mixture of
impromptu conversations,
huddles, virtual meetings and
social channels. There were some
examples of people forming new
groups to support learning. There
was also a reasonably large
segment of people who felt that
nothing formal was in place yet
for them locally.

Who or what is inspiring your work?
People are taking inspiration from improvement
organisations such as IHI and the Q community, with a
significant number seeking inspiration from Q members
joining this workshop series. Lots of people are finding
inspiration on Twitter – with mentions of some individuals
including Helen Bevan, Trish Greenhalgh, Suzette
Woodward, Amar Shar, Paul Gray andChris Bolton.

What tools are you using?
The most common tool mentioned was from ELFT – with
two examples of people adapting the tool locally.
Following this, people mentioned the Collaborate CIC
learning framework, AQuA’s knowledge exchange, a
learning matrix developed by the RSA, and some simple
tools including Stop, Start Continue, lessons learnt, and
Liberating Structures What, So What, Now What.

What is working well?

What are the biggest challenges?

Can do attitude – with high levels of
flexibility, adaptability, creativity and
innovation.

Keeping up with the immense pace of change and being
able to track what is changing

The ability to make changes quickly is
refreshing
Levels of digital transformation have been
incredible – both in how care is delivered,
and the importance placed on technology
and connectivity across teams and
organisations.

Positive experiences in involving and
engaging a wide range of people in the
importance of learning and improvement.

Managing the volume of information and noise in the
system and knowing where to start
Being able to harness the energy in the system and make
the most of this period of change
Understanding the new normal – and supporting people
to manage uncertainty and prioritise wellbeing.

Being able to analyse and make sense of learning from
the vast amount of information that is being collected from
multiple sources.
Learning across regions and organisational boundaries

We will be looking to explore these themes further at future workshops.

Informing the design of
future workshop sessions
Group feedback and after action review

At the end of the session we asked people to reflect on what they had taken away from the
sessions. Here is a summary of what people shared.

This time together has prompted me to reflect on…
How to engage effectively online

How to capture learning

The session helped people to see
how effective online collaboration
can be – with ideas on better ways to
organise online meetings.

People felt more confident in how to
capture learning – and find the right
tools to work for them.

Power of sharing as a community

The need to be purposeful

People valued the different
experiences and approaches people
are using – and appreciated seeing
how similar their challenges are.

People saw the need to be
intentional about learning and
formalising the approach they will
take.

I’m feeling…

Actions I’m going to take…

1

Learn more about virtual collaboration
and how to use technology better in the
current climate

2

Use some of the theory and resources
discussed in the session today

3

Share my learning with others in my
team – and build consensus on a way
forward

4

Look at different engagement
techniques such as Liberating
Structures
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We also sought feedback to inform future sessions.

What went well in this workshop?
• The overall focus on interactivity, and the use of breakout rooms
was the most popular element (x19)

• Generally participants liked the length at 75 minutes (x18) – although
there were some votes suggesting to extend it to 90 minutes (x4)
• The professional delivery of facilitators was noted (x14), as was the
quality of organisation and planning (x12) and the way that sessions
were introduced (x8)
• Given the importance we are all now placing on virtual meetings –
people valued how the session showed how technology can be used
to aide virtual sessions (x13)

• The mix of content – with different techniques to support
collaboration – was mentioned as a positive (x9), balanced by some
preference for more depth vs breadth in future sessions (x3)

“My first interactive Q
session and it was
fantastic”

“Very well prepared, the
initial information really
helpful, feels like
preparing us for the
beginning of something.
Somehow it still feels like
there was human contact”

What went well?
“Seeing use of tech
to facilitate large
sessions virtually“
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What would make it even better?
• The most common phrase was that people would like more time! The biggest
feedback was for more time in breakout sessions to interact with each other
(x26)
• Connected to this, participants would like more vocal discussion and
opportunity to hear from each other, potentially in smaller groups recognising
the large number of people who joined (x8)
• Some found the pre-information and the invitation to trial Miro before the
session helpful (x2) but there was a general view that it could have gone
further – sending it earlier (x2), explaining potential IT challenges like the
preference for using laptops and Chrome (x4) and delivering practice runs on
the technology beforehand (x3)

“More time!! and
more of these
sessions”

“Even better if this
could be done
again to follow up
on some ideas and
review progress”

• There was also a suggestion to dedicate more time to real-life examples (x6) “Wonder if we can
focus on fewer
which connects to a suggestion that more conversations could be participant
subjects with more
led (x3)
• Overall the use of technology was positive, but some wanted less time
dedicated to learning it live (x4) and opportunities to build personal confidence
before the next session (x6)

time to engage in
it”
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Our survey says…
In a final poll, we asked all participants how they would rate the workshop as a use of
their time. The results show that 90% of participants who voted considered the
workshop to be a very good or good use of their time.
Thank you to everyone for your participation and feedback in the session. We look
forward to the next workshop on 29 May.

Share your experiences on Twitter @theQcommunity #RapidQI
Save the date for our next workshop: Fri 29 May, 1pm
Get in touch with feedback to QLab@health.org.uk

