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1. Agree an area for improvement using data
2. Prepare to lead a QI team
3. Understand your system and problem
4. Define project aim and scope
5. Identify and engage stakeholders
6. Define drivers and develop change ideas
7. Agree measures including baseline data
8. Test change ideas using PDSA cycles
9. Display data over time to understand impact
10.Sustain and share improvements



Step 4. Define project aim 
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Specific

State what you’ll do

Use action words

Measurable

Provide a way to 
evaluate

Use metrics or data 
targets

Achievable

Within your scope

Possible to 
accomplish

Relevant

Makes sense within 
your job function

Improves the 
organisation

Time-bound

State when you’ll 
get it done

Be specific on a 
date or timeframe

S M A R T



Examples
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All units to reduce CVC dialysis by 
10% by Nov 2023

To increase the number of patients 
on HHD from 13 to 17 by January 
2024

To increase HT rate by 5% 
(19.3%) by the end of 2023 
(currently 13.5%)

Increase PD from 12% to 20%, 
increasing unplanned starts, by the 
end of the financial year 2023. 

80% of patients completed HHD 
training in < 3/12 by 31st March 
2024.

80% of patients completed HHD 
training in < 2/12 by 30th September 
2024.

All units to have a pre-emptive 
transplant rate of 60% by Nov 2023

All units will have 70% of staff 
who needle to have 
completed the MAGIC e-
learning by Jan 2023

Improve waiting times

Reduce the number of 
complaints

Perform more transplants

Reduce waste of food and drink in 
dialysis centre



Examples
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All units to reduce CVC dialysis by 
10% by Nov 2023

To increase the number of patients 
on HHD from 13 to 17 by January 
2024

To increase HT rate by 5% 
(19.3%) by the end of 2023 
(currently 13.5%)

Increase PD from 12% to 20%, 
increasing unplanned starts, by the 
end of the financial year 2023. 
. 

80% of patients completed HHD 
training in < 3/12 by 31st March 
2024.

80% of patients completed HHD 
training in < 2/12 by 30th September 
2024.

All units to have a pre-emptive 
transplant rate of 60% by Nov 2023

All units will have 70% of staff 
who needle to have 
completed the MAGIC e-
learning by Jan 2023

Improve waiting times

Reduce the number of 
complaints

Perform more transplants

Reduce waste of food and drink in 
dialysis centre



Activity
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SMART Aim Template

Specific

Measureable

Achievable

Relevant

Time bound

SMART Aim Statement:



Define drivers and change ideas



10 steps in QI

IHI Model for ImprovementKQ
IP
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1. Agree an area for improvement using data
2. Prepare to lead a QI team
3. Understand your system and problem
4. Define project aim and scope
5. Identify and engage stakeholders
6. Define drivers and develop change ideas
7. Agree measures including baseline data
8. Test change ideas using PDSA cycles
9. Display data over time to understand impact
10.Sustain and share improvements



6. Develop change ideas



Aims and objectives

The aim of this presentation is to provide you with an understanding 
of developing your change ideas

By the end, you will have an understanding of:

• Gathering ideas for change
• Prioritising where to start
• When to make a driver diagram
• The different components of the driver diagram
• How to use your driver diagram to drive your project



Brain -storming your change ideas
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Criticism is ruled out
There are no bad ideas at this point Go for quantity

Don’t settle for three or four 
ideas – aim for 10 to 20

Encourage wild ideas
They often provide 

breakthrough insights
Build on the ideas of 

others
What can you add? 

What other ideas does it 
bring to mind?

One conversation at a time



Prioritising change ideas
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Insert change ideas from 
brainstorming exercise
What will have a high impact on 
the project and is easy to do?

Insert change ideas from 
brainstorming exercise
What will have less impact on the 
project but is harder to do?

Insert change ideas from 
brainstorming exercise
What will have a high impact on the 
project but is harder to do?

Insert change ideas from 
brainstorming exercise
What has low impact on the 
project and is easy to do?



Prioritising change ideas -  Template
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Driver Diagram



Why Driver Diagrams
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More than one 
way to achieve 

your project aim

Gives focus Don’t eat the 
elephant

Relationship 
between drivers, 

measurement 
and changes

Communication 
tool



Driver diagram -  components

AIM

What are we trying 
to achieve? Specific

Measureable
Achievable
Relevant
Timebound



Driver diagram components

What are we trying 
to achieve?

AIM

What do we need 
to improve to 

achieve the aim?

PRIMARY 
DRIVER

PRIMARY 
DRIVER

PRIMARY 
DRIVER



Driver diagram components

What are we trying 
to achieve?

AIM

What do we need 
to improve to 

achieve the aim?

PRIMARY 
DRIVER

PRIMARY 
DRIVER

PRIMARY 
DRIVER

How do we 
influence what we 
need to improve

SECONDARY DRIVER

SECONDARY DRIVER

SECONDARY DRIVER

SECONDARY DRIVER

SECONDARY DRIVER



Driver diagram components

What are we trying 
to achieve?

AIM

What do we need 
to improve to 

achieve the aim?

PRIMARY 
DRIVER

PRIMARY 
DRIVER

PRIMARY 
DRIVER

How do we 
influence what we 
need to improve

SECONDARY DRIVER

SECONDARY DRIVER

SECONDARY DRIVER

SECONDARY DRIVER

SECONDARY DRIVER

What are we going 
to do differently?

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA

CHANGE IDEA
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Aim:
 

To increase the 
number of 

patients on PD 
from 85 to 100 

by 
31/12/2024

Increase no. of 
patients starting 

PD

Increasing time 
on therapy

Promotion

Reduce peritonitis

Repositioning tubes 
which malfunction

Staff education

Sessions for private industry

Gradual assisted PD programme with Baxter

10 point plan

IPC Refresher programme for patients

IPC for staff

Surgeons using a suture to keep drain in place  

Protocol  for management of malposition

Dietitian input – healthy eating on PD

CKD education day including patients with lived experience

Positive patient stories

Social media/ peer groups/ information

MDT PD Clinical event

What do we need 
to improve?

How do we 
influence what we 
need to improve

What are we going 
to do

Health promotion

Assisted PD

Patient education

Kidney Beam

Home Therapies 
Driver Diagram

Medical tube insertion
Training for nephrologists & ANP



Project Driver Diagram
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By 31st December 
2022, to increase 
% dialysis patients 

on a home 
therapy to 26% (27 

new patients 
totalling 153 

patients on a 
home therapy)

By 31st December 
2023, to increase 
% dialysis patients 

on a home 
therapy to 28% 
(Totalling 164 
patients on a 

home therapy) - 
stretch goal of 

30%

Medical/ 
Nursing

Patients

Resources

Referral 
pathways

Suitability of 
patients

Unplanned dialysis

Logistics

Refresher education

Education sessions for clinical team

PD catheter operator training

Increase home therapy visits and emphasise support 
for waste management etc

Early referral to VA clinic for patients anticipated not 
to do well on PD

Track a patient through AKC pathway
Patient education

Patient 
experience

Community 
Teams

AKC - HHD

PD - HHD

AKC - PD

Develop a package of support for dealing with LA / 
councils / waste

Have one-person - admin / community team 
member to deal with HT patient practicalities

Earlier involvement of the PD team

Improve responsiveness of telephone line

Resuming home visits rather than telephone appoint

Involvement of radiology services for PD insertions



Project Driver Diagram
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Increase 

Home HD 
numbers from 
1.3% to 5% by 

Dec 2022

Communication 
for patients and 

staff

Staff resource

Culture

Education

Shared Care 
Programme

Learning from 
shared care

Care package/bundle for patients (to encourage/ 
empower/enable them to understand the benefits of HHD)

Videos of patient experience - bite size

Home visits before they start HD -CKD nurses - first discussion in patients 
home. Reassure patients. Take a scanner to take away fear. Plastic 

cannulas

Leaflets - examples of showing equipment at home

Link nurse/link service - HT service to offer this 
support to patients.

Patient Buddy

ICHD staff - learn on site



Activity: create a driver diagram
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Brainstorm -  What are the drivers for your project?

1. Write your potential drivers down
 -  include language like “increase/decrease”
 -  consider how you can measure them

2. Identify links between drivers
 -  do they cluster in groups?
 -  what leads to what –  primary or secondary?

3. Prioritise those which you can measure & influence
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How to use the driver diagram

Visible
Share it with the team 

and stakeholders

Communication Review 



25

Over to you to begin to build your  
project aim  & driver diagram
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