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Presenter
Presentation Notes
SLIDE SCRIPT:
Hello, my name is Alice Kennedy, I’m a Research Project Director with The Dartmouth Institute for Health Policy and Clinical Practice at Giesel School of Medicine at Dartmouth. I’m here to share an installment of the IBD Qorus Quality Improvement Curriculum, brought to you through a partnership of The Crohn’s & Colitis Foundation and The Dartmouth Institute. This lesson marks the beginning of your journey into improvement measurement with the Qorus collaborative – during this session we will start to understand and interpret the reports you receive every month so you can turn your improvement measurement into action. In Quality Improvement, measurement is only helpful if it informs action. 
TIME: 30 seconds




Learning Objectives

Reinforce the definition of a team in the context of quality 
improvement.Reinforce

Identify the importance of psychological safety as teams 
move from forming and storming to the norming and 
performing stages. 

Identify 

Recognize that sharing data with your team is critical to 
accelerate quality improvement. Recognize 

Presenter
Presentation Notes
SLIDE SCRIPT:
Our 3 learning objectives for today include:
Presenter simply reads the learning objectives. 

Time: 1 Minute 





“a small number of people 
with complementary skills 
who are committed to a 

common purpose, 
a common set of performance 
goals, and a common approach 
for which they hold themselves 

mutually accountable.”
Katzenbach JR, Smith DK. The Discipline of Teams. Harvard Business Review. March-
April 1993.

Definition of a Team

Presenter
Presentation Notes
SLIDE SCRIPT:
Team lesson Part 1 provided a classic definition of a team. In this lesson we will build on this definition and link it to the way disciplined QI and innovation teams are invested to work together. 

Summary Statement: Remember - we are learning to move from a “team of experts” – to an expert team. From “me” to “we”. And as always we are striving to co-produce this with patients and families.  

Time: 1 minute



Why Use the Model For Improvement?
It Creates a Shared Mental Models for Teams!
Langley GJ, et al. The Improvement Guide:  A Practical Approach to Enhancing Organizational Performance, 2nd Edition.  San Francisco, Jossey Bass. 

Presenter
Presentation Notes
SLIDE SCRIPT: 
What is our common approach, or shared mental model? 
In this project, we have committed, as a team, to using the Model For Improvement as our shared paradigm and mental model to guide our team(s). 

Whether you are a QI participant or a coach, you will continually revisit these 3 questions, and each time learn more about how they drive your improvement effort. 

TIME: 30 seconds
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Adapted from: BW Tuckman (1965), Developmental Sequence in Small Groups,  Psychological Bulletin 63.

4 Classic Stages of Team Development 

Presenter
Presentation Notes
SLIDE SCRIPT:  In Part 1 of our Teams lesson we reviewed the science of team formation and the forming and storming stages of team development. Today we will focus on the final 2 stages: norming and performing. In this lesson we will identify the critical role of psychological safety and key team behaviors that help teams move into the norming and performing stages.

Instructor Notes: If time allows, it is always a good practice to reflect back to the learners, a few of the most important learning(s) from related lessons . . .Comments below are pulled directly from lesson evaluations.  
The Different stages of team performance – I can use that information immediately!
That there is a “science” behind teamwork
That there is data to support the contribution of teams to outcomes
Key differences between work groups and teams and being clear on this!
I like being able to pull slides from the [microlesson] to customize
Better meeting skills and roles;
Better understanding of how I can work within a team! 

TIME: 30 seconds (review and reset)




Team Stages: The Path to a High Performing Team

Forming Storming Norming Performing

1. Develop a clear 

and compelling aim

2. Pay attention to 

psychological safety 

3. Develop a charter 

and use this as a 

living document to 

guide your work

1. Team co-develops 

rules of engagement

2. Ongoing open 

dialogue on working 

together effectively 

3. Conduct small tests 

of change (PDSAs)

Team moves 

from 

cooperation to 

true 

collaboration

1. Progress toward 

aim

2. Engagement & 

joy in work 

3. No longer 

dependent on the 

“leader” all teach, 

all learn together 

Presenter
Presentation Notes
SLIDE SCRIPT:
As teams transition from a forming and storming phase into a Norming phase, our goal is to help them move from mere cooperation to true collaboration. In this phase, you might start to observe: 
A growing appreciation for differences and shared mental models; 
Testing new ways of working together, i.e. standard agendas, adopting meeting expectations, assigning explicit roles such as timekeeping;  
Building in routine data feedback loops; and
Increased participation across multiple roles in the group;
You also may note increased comfort with controversy; and 
Increased infusion of fun into the daily work!

Over time, and with practice, teams advance to become high performing. The goals of teams in a performing phase include:
Steady progress toward stated outcomes or goals;
Shifting from a dependence on a single “leader”, to situational leadership, where, depending on the task, every member can both teach and learn together. 

So, what do high performing teams “look and feel like”? They:
Measure their collective performance; 
Are equally committed to shared goals and have a shared pride in their work; 
Discuss, decide and do real work together
Hold themselves and each other accountable, and last but not least 
Celebrate small wins and know how to bring joy into their work!

Instructor Notes: If time allows, you could connect back to Project Aristotle “story”. They demonstrated that how teams “start up” and how they organize and set group norms, expectations and traditions in the early phases, are a big predictor of their success. Technology roll-out projects, such as dashboards and point of care tools  are particularly sensitive to this. Tools are designed, developed and rolled out (a first round win) and then subject to failure for lack of use, or failure to learn from the data they generate. 

TIME: 90 seconds





What is psychological safety?

A sense of confidence that the team will not embarrass, 
reject, or punish someone for:

– speaking up
– for giving unpopular feedback
– for asking questions
– for requesting help

This confidence illustrates mutual respect and trust 
among team members.

Edmondson, Amy. Psychological Safety and Learning Behavior in Work Teams. 
Administrative Science Quarterly, 44 (1999): 350-383

Presenter
Presentation Notes
SLIDE SCRIPT:
Let’s take a slightly deeper dive into the critical concept of psychological safety, which is a key ingredient to resolving conflicts. 

Read slide – to define psychological safety. Then if time allows, discuss the implications . 

When team members do not speak up, they are often performing an unconscious “risk calculation.” Team members are frequently unaware that they are doing so . . . self-editing along the way. 

Edmonson, an expert on psychological safety and the author of the book “Fearless Organization” says “no one wants to wake up in the morning and go to work looking ignorant, incompetent or disruptive. In fact, most of us want to look capable or helpful in the eyes of others . . . We learn to manage this interpersonal risk, early in life (elementary school), editing our actions and thus lowering the risk of rejection or scorn by not speaking up.”

Psychological safety is critical at every stage of team development. Forming (setting the tone) Storming (navigating controversy and seeking clarity), Norming (setting group norms and expectations for psychologic safety),and Performing (groups that don’t have psychological safety don’t perform as well). Also, it is critical to understand that psychologic safety evolves at the group level and may differ from group to group. 

Instructor Notes: Psychologic safety can be an emotionally laden area. Team leaders, and team members often view the safety climate differently. If issues emerge, capture them in a “parking lot”, and arrange a time to explore in more depth with the team in the future (perhaps with a skilled facilitator if you are member of the current team). If time allows, and in partnership with a skilled facilitator consider:
Allow team reflection . . .  Do any of these concepts surprise you? 
Ask participants to share an example of desired behaviors . . .
Has anyone ever helped you or made it safe to take a risk? 
Expand examples . . . How can we help our teammates feel more comfortable with taking risks?

In a longer session or workshop when more time is allocated, you could explore how race, gender, role, and education might contribute to (or detract from) psychological safety. For more tips on psychologic safety check out: https://www.aamc.org/news-insights/amy-edmondson-psychological-safety-critically-important-medicine

More resources / full version of Edmondson psychological safety questions available in the Tools Folder.

Optional additional poll for future session on psychological safety.  
On this team it is safe to take a risk. 

Strongly Disagree        
Disagree
Neutral     
Agree 
Strongly Agree

Single question extracted from A. Edmonson’s 7-Item Psychological Safety Survey. Administrative Science Quarterly Vol. 44, No. 2 (Jun., 1999), pp. 350-383.

TIME: 1.5 minutes






CULTURE
Qualities of the team’s character that 

create mutual trust

Candor
Being open, real genuine, transparent, and 

sincere in team interactions

Trust
Living up to high standards and mutual 

accountability

Support 
Demonstrating care, sharing credit, and 

providing  assistance

Both/And Thinking 
Appreciating that complexity means opposing 

ideas can both contain truths

Curiosity
 The humility to solicit input and other points 
of view, and to regularly evaluate the team’s 

effectiveness

Bates Leadership Team Performance IndexTM

CREDIBILITY
Qualities of a team that inspire faith in 

the team

Enterprise Focus 
Awareness of and fidelity to putting first the 

interests of the enterprise; acting to 
contribute to the organization’s success

Courage 
Facing difficulty or uncertain situations by 
acting in a bold, timely, decisive manner; 

challenging authority for a purpose

Resilience 
Being calm, steady, resolute, and focused in 

times of challenge or crisis; agile and adaptive 
in the face of challenges

Awareness 
Being attuned and attentive to the 

interdependence with other teams, and their 
differing points of view

Shared Vision 
Rallying around a powerful future state for 
the team that supports and aligns with the 

enterprise’s vision

COLLABORATION
Behaviors that align and engage members 

to drive execution

Commitment 
Feeling engaged, passionate, and energized, 

and taking pride in the work of the team

Coordination 
Working together to get aligned around 
commitments, ownership and outcomes

Belonging 
Valuing and respecting differences; fostering an 
environment where all experience a fullness of 

membership and affiliation 

Communication 
Communicating in a timely, productive, positive 

way; using appropriate methods; working 
toward clarity and understanding

Decision Savvy 
Identifying the right problems to solve; 

fostering and encouraging constructive conflict; 
making decisions all can support

Presenter
Presentation Notes
SLIDE SCRIPT:
Let’s spend some time walking through this slide together.

In addition to psychological safety, which is the foundation of all teamwork, healthy teams are characterized by the 3 C’s – behaviors that exemplify psychological safety.

Qualities that create mutual trust can be called (Culture). Qualities that inspire faith in the team can be called (Credibility). Qualities that align and engage members to drive execution can be called Collaboration.

As I walk through this slide. I invite you to listen and reflect on “your team”. Please chat in if a particular item spurs your interest or sparks a thought! Behaviors that underlie culture include… (read both the high-level concept i.e. candor – and the definition of candor) . . . Pause.

Behaviors that demonstrate credibility include… (you can move a bit faster here).

Finally, behaviors that demonstrate collaboration include…- again read both the high-level concept (i.e. commitment, and the definition of it). 

Summary Statement: In summary becoming a high performing team takes time, discipline and a willingness to practice and learn the essential behaviors together. The bottom line? Each of these key behaviors rely on the foundation of psychological safety. 

Instructor Notes: This slide is deep and has many layers of learning. Take your time and walk through it!

You may want to refer back to it in future lessons. Also, be aware that there is another normed instrument for team assessment, the Bates Leadership Team Performance Index, based in part on Edmonson’s psychological safety work. This instrument can be a very useful exercise for teams who are committed to ongoing improvement. See Toolkit for related materials. 

TIME: 2 minutes 





Building a Culture of Improvement with Data

Presenter
Presentation Notes
SLIDE SCRIPT: 
This slide helps us move from imagining our future state, to the real world . . .

As a QI participant or coach, you will guide towards “future state” by continually revisiting these 3 questions to drive your innovation or improvement effort. Revisiting this model helps you and your team continuously reinforce a shared paradigm and mental model to guide your work!

TIME: 1 Minute



Building a Culture of Improvement
Using Data

Presenter
Presentation Notes
SLIDE SCRIPT:

Instructor Notes: PLAY VIDEO. This is a perfect time to customize the example, to the clinical or innovation challenge you are working with on this team. If you are trying to get them to use pre-visit surveys or dashboards more effectively . . . Use the run chart example, on Slide 13, and help the team to connect these concepts and method to their work! What will they measure? What will they track? 

TIME: 1.5 minutes









An Example of Data Sharing

Run Chart for Pre-Visit Survey Completion
9/14/2020 to 3/15/2020

Your data will go up

Your data will go down

Your team will be learning together

Visual Management Board

Desired 
direction

Median

Presenter
Presentation Notes
SLIDE SCRIPT:
This run chart illustrates one example of a team working on improving the agenda setting pre-visit survey completion in a busy IBD Clinic.

This might be something you would share on a visual management board

The same example could apply for [include examples per your audience here].

This team developed a SMART aim and identified key process and outcome measures. They then began to evaluate patients for “eligibility” during the standard weekly team meeting. They included a patient and family member as part of their team and began to audit their practice, identifying “eligible patients” and undertook a “plot the dot” campaign to measure progress towards their SMART aim. Each week, they looked at the data, and plotted “dots” on a simple run chart, and then debriefed their PDSA cycles. This generated opportunities for tests of change. You can see the PDSA cycles, annotated on the run chart, demonstrating that they were turning data into actionable information. 

The intentional use of data, provided routinely to the front-line team to drive improvement is an important implementation science tool On the next slide you will meet Dr. Amelia Cullinan who will share the power of developing a healthy culture of data driven improvement in the clinic. 


TIME: 1 Minute






Tip

Huddles are a great place 
to share data with the 
team and discuss what 
small changes you can 

make to improve.

Presenter
Presentation Notes
SLIDE SCRIPT:
We will cover the art and science of huddles, and more about teaching teams how to debrief PDSA cycles in a future team installment.

However, if you want a head start on the importance of huddles refer to the DHMC huddle video available in the lesson’s articles and videos folder. 

TIME: 30 seconds




Summary

High performing teams are transparent with their data to foster a 
culture of improvement and experience joy in work. 

Psychological safety 
is a critical ingredient for teams’ success. 

During norming and performing teams move from 
cooperation to true collaboration. 

Presenter
Presentation Notes
SLIDE SCRIPT:
In summary the most important take home messages focus on getting your team off to a good start, creating psychological safety and cultivating key behaviors for teams to move from forming, to survive “storming” and move into norming and performing together.

TIME: 30 seconds




Resources

• Edmondson, Amy. Psychological Safety and Learning Behavior in Work Teams. 

Administrative Science Quarterly, 44 (1999): 350-383

• Measuring Psychological Safety: An interactive team exercise: 

https://mcleanonline.medium.com/measuring-psychological-safety-

81dd1da91915 

Presenter
Presentation Notes
SLIDE SCRIPT: Here are some resources for you to explore, that may be found in the supplemental lesson materials. 

INSTRUCTOR NOTES: 
If you will be coaching others you will find reviewing at least these brief resources will enrich your learning and help you meet your team’s needs more completely. Also, it is often  important to share these resources with eager or more advanced learners on your QI team may help you to meet their learning needs.  

TIME: 30 seconds

https://mcleanonline.medium.com/measuring-psychological-safety-81dd1da91915
https://mcleanonline.medium.com/measuring-psychological-safety-81dd1da91915


Next Steps

• TEAM FORMATION

ACTIVITY MATERIALS
Review Foundations For High Performing Teams, 
Part Two. Share the lesson and/or key slides or 
readings with key members of your team 

Teams Part Two microlesson powerpoint

Consider the following future activities to create 
more psychological safety in your team:
• Ask your team if they are interested in working on 

psychological safety?
• Consider taking the 7-item psychological safety 

instrument and debriefing the results.
• Consider asking team members for consensus on 

building psychological safety into your work. Examples:
• Rules of Team Meeting Engagement
• Post-Meeting Debrief
• Shout-out to team member(s) who exhibited 

“courage” or someone who fostered psychological 
safety in others. 

• Measuring Psychological Safety: A quick, simple 
and interactive team exercise: 
https://mcleanonline.medium.com/measuring-
psychological-safety-81dd1da91915 

Presenter
Presentation Notes
SLIDE SCRIPT:
If the Collaborative is currently in an Action Period of an Improvement Initiative, you may be asked to take some next steps at this time, such as [Read Slide]

Check with IBD Qorus Leadership to see what next steps are right for you!

TIME: 60 seconds



https://mcleanonline.medium.com/measuring-psychological-safety-81dd1da91915
https://mcleanonline.medium.com/measuring-psychological-safety-81dd1da91915
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