
Housekeeping Reminders

Chat Box

Please chat in your 
questions

NameAudio 

Link your audio to 
video if you called in 

via phone 

Add your name & 
organization 

Tech Issue

Private chat Nikki 
Navarrete for assistance

Welcome!
California ACEs Learning and Quality Improvement Collaborative (CALQIC)
Roadmap Office Hours
January 21, 2021



CENTER FOR CARE INNOVATIONS     |     2
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Senior Director
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Nikki Navarrete
Senior Program 

Coordinator

Jackie Nuila
Program Manager
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MD, UCSF Co-Director

Anda Kuo
MD, UCSF Co-Director

Marguerita Lightfoot   
Ph.D. UCSF Co-Director

CALQIC UCSF Leadership
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Office Hours Goals 
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To respond to questions about developing sub-aims and your 
teams’ roadmap.

To create opportunities for peer sharing and connections. 

To provide an overview & refresher of the CALQIC sub-aims and 
roadmap, including examples of sub-aims related to equity and 
relational healing, as well as to share some ways to generate and 
prioritize change ideas and get started on small tests of change. 



Refresher: Project Roadmap, 
Setting Aims & Sub-Aims 

Report Back & Questions 

Feedback 

Breakout Groups 

Closing

Example Relational Healing 
& Equity Centered Aims 

Agenda



• Share your name & organization

• Using the Feeling Wheel, 
identify and share a couple of 
top emotions that you’ve 
experienced thus far in 2021

• Link: 
https://cdn.gottman.com/wp-
content/uploads/2020/12/The-
Gottman-Institute_The-
Feeling-Wheel_v2.pdf

Warm Up Activity



Refresher: Building a 
Project Roadmap & Setting 

CALQIC Aims



Tackling the  
problem:

Using 
Evidence-

Based  
Improvement  
Methodology

Measure
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Building a Team Roadmap 
Project Aim 
(SMARTIE)

Sub-Aims
(SMARTIE)

Change Activities & 
Measures 

Your overall project aim is the “why” and what 
you hope to accomplish in the program. 

These are the big changes and activities you’ll 
make over the course of the program. TRIADS is 
a great source for changes/activities!

P

DS

A
We’ll break down the big changes and activities 
into smaller ones to test out and see what works.  
This isn’t part of the roadmap and we’ll cover it in 
Phase 2. 

Your sub-aims support your overall aim and are 
aligned with the TRIADS Framework. There are 5 core 
CALQIC sub-aims. Your team will set your additional 
sub-aim(s) to address relational healing and equity.
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We will train and attest 100% of 
our eligible clinicians through 
ACES Aware by October 31, 2020. 

All participating sites will be 
screening for ACEs by October 
31, 2021 using PEARLS for 
pediatrics and/or an appropriate 
tool for adults. 

We will be able to report 
screening data by participating 
sites by October 31, 2021.  

We will be able to report 
screening data by race/ethnicity 
by October 31, 2021. 

We will screen at least 50% of the 
patients in our target/eligible 
population by October 31, 2021.

Sub-Aims for All CALQIC Teams 

Develop your own additional 
sub-aim(s) to address relational 
healing and equity.
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Methods to Generate Change Ideas

Driver 
diagrams 

Process 
mapping

Journey 
mapping

Empathy 
mapping

Brainstorming Using Sticky 
notes

TRIADS 
framework

Capacity 
Assessment 
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Prioritization Matrix 

• Score ideas 0-3, 3 being best alignment, 0 being no alignment
• Ideas from 9-12 should be considered as optimal for implementation
• Ideas with a score 6-8 should be tabled for later implementation
• Ideas with a score less than 5 should be put into parking lot for future re-

evaluation

Change Idea Organizational 
Mission/Vision

Org Strategic 
Initiatives

Triad 
Framework

5 Core Elements

Idea Score 0-3 Score 0-3 Score 0-3 Score 0-3

Idea Score 0-3 Score 0-3 Score 0-3 Score 0-3
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Example Driver Diagram 

25

We will improve  
ACEs screening 

using the PEARLS 
tool in all three 
clinic sites in 

pediatric patients 0-
3 in for a well-child 

visit  from 20% to 
60% by October 31, 

2021.

Aim  
Statement

Provider Training 
and Attestation 

(TR-F 6.3)

Screening 
Workflows          
(TR-S 3.2)

EHR enabled 
reporting 
(TR-F 6.1)

Primary Drivers  
(from TRIADS 5 Core 

Elements)

Secondary Drivers
(Areas for Improvement/Change Ideas)

Correct schedule templates used (well-child/sick)

ACE score for patient documented in EHR

Documentation of Patients referrals related to screening

Designate Provider training day & block schedule

Incentivize Providers with gift card raffle

Staff handout ACE screening per workflow

Use of ACE screening administration script by staff

Use of Provider script for patient discussions

Provider agreement about Patient Education materials

Generation of 
Brilliant 

Change Ideas
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Start Testing Changes: Rapid PDSAs 
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Next Steps
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Set up time with your 
team & coach to work 
on your roadmap

Office hours with 
Karissa starting in 
January - virtual 
consults!

Submit your roadmap to 
CCI by February 1 

Need more support? Check 
out CCI’s QI training at 
https://www.careinnovations.org
/cci-academy/

https://www.careinnovations.org/cci-academy/


Relational & Health Equity Goals
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Breakout Groups 



Breakout Groups
Remember to designate a facilitator and a notetaker.

Determine next steps: when are you 
meeting next to work on your 
roadmap? What support do you 
need? 

1

2

3

How is your progress on your roadmap 
going?

What challenges are you encountering 
what what questions do you have?



Report Back
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What was the most difficult thing about getting 
started with your roadmap?

What other questions do you have?

Do you have clear next steps?

Reflections
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Feedback & Closing 
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Important Dates & Timelines

Evaluation 
Interviews 
with CCHE

February

Content 
Session 

February 18 

Roadmap 
Due to CCI

February 1

Peer 
Sharing 
Session

March 16
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February 18 Virtual Content Session: 
Moving TRIADS from Theory to Practice
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Observe role plays from Dr. Alicia Lieberman & 
CALQIC Coach Chris Bradley, modeling 
practices that can support relational healing 
and equity goals. 

Discuss ways to implement relational care into 
your clinic settings.

Hear about the deep connection between 
Adverse Childhood Experiences and Trauma 
Informed Systems from Dr. Ken Epstein. 



Poll 
Experience

On a scale of 1-5, please select the 
number below that best 
represents your overall 
experience with today's session: 

(Single Choice)
5 - Excellent
4 - Very Good
3 - Good
2 - Fair
1 - Poor

Use of Time
Please select the number below 
that best represents your response 
to the statement: Today's session 
was a valuable use of my time. 

(Single Choice)
5 - Excellent
4 - Very Good
3 - Good
2 - Fair
1 - Poor
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Program Portal

www.careinnovations.org/calqic-portal

qUpcoming Events & Activities 
qWho’s in the Program & 

CALQIC Community
q Information on Evaluation & 

Data Reporting
qArchive of virtual events
qTRIADS Framework & Tools 



We’ll stay on the line for 
additional questions!


