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• To visualize your theory of what drives the achievement of your aim

• Shows the relationship between the overall aim, the primary drivers 
that contribute directly to achieving the aim, the secondary drivers 
that are components of the primary drivers, and specific change 
ideas to test



Aim 
Statement
(outcome 
measures)

Primary Drivers Secondary Drivers
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Ideas to Test

Org-wide 
Aims



Increase 
mammograp
hy  rate for 

PG site from 
10% to 25%

Patient 
identification

Clinical 
protocol

Referrals and 
follow-up  

Primary Drivers Secondary Drivers

Guidelines for screening 

Workflow from patient 
ID to referrals 

Care team training

Document referral and 
outcome in EHR

Follow-up on positives 

Workflow for making 
referrals 

Planned care 

Outreach 
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Ideas to Test

Test report to use in 
daily huddles

Call patients, educate, 
refer

Do training at staff 
meeting

Call positives and make 
appt with specialist 

Increase 
mammograp
hy screening 

rate from 
50% to 70%



Primary Drivers
• Primary influencers 
• Groups of secondary drivers with common resources, 

manager, equipment, patients, etc…
• Could be assigned to a team to improve
Secondary Drivers
• Structures, processes, or aspects of culture that contribute to desired 

outcomes
• Evidence based: from the clinical or improvement literature
• Necessary and sufficient for improvement



• Your aim contains your outcome measure (s)
• 1-3 outcomes are best 

• Outcome measures are typically longer indicators of progress/success

• Three types of measures
• Outcome – “the voice of your project”

• Process – relates to your secondary drivers or changes

• Balancing – evaluates unintended consequences

• Process measures are earlier indicators of success 



Improved 

outcomes for 

patients with 

Diabetes:

80% with good 

A1c control,

70% BP 

control, 80% 

with foot exam,  

Information 

Systems

Identify DM patients at 

time of visit

Outcomes Primary Drivers Secondary Drivers Change Ideas

Planned Care

Guideline-

driven Care

Patient Self 

Management

Identify needed 

services for DM 

patients

Recall patients for 

follow up

Team work dedicated 

to patient centered care

Care conforms to 

individual patient plan

Reliable care delivery 

processes

Patient is 

knowledgeable about 

DM & control

Patient is able to 

participate in self 

management

DM protocol

Source: Richard Scoville, PhD

Clinical workgroup 
develops 

guidelines and 
posts them in 

exam rooms and 
complete training

AM and PM 
huddle- to review 

diabetes data 
report and do pre-
planning checklist

Develop patient 
diabetes 

education 
pamphlet to 

review at visit 

Develop clinic 
team data report 

for diabetes 
management

Org aim:
Provide 

high-value, 
quality care



• Identify 3 process measures for the diabetes diagram 

• Identify 1 balancing measure 



• Include those who know the work, front line staff

• If primary drivers aren’t known, start with secondary drivers
• Cluster common ideas together to identify primary drivers

• No more than 6 drivers

• Include patients to validate drivers and to develop changes to test

• It’s iterative 



• 20 minutes: start a driver diagram for your project
• Begin identifying primary and secondary drivers for your project 

• Complete at least one primary driver and one secondary driver 

• 10 minutes: pair up with another team, present your diagram 
• Can you consolidate the primary drivers?

• Ideas for secondary drivers?

• 10 minutes: who wants to share?
• What are your drivers?

• What surprised you about this experience?





What are we trying to
accomplish?

How will we know that a
change is an improvement?

What changes can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do

From Associates in Process Improvement. 
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• Process mapping

• Driver diagrams

• Change packages

• Great ideas from site visits, conferences, etc. 



• 1-2-4 All

• Pick a primary or secondary driver
• 1 minute: what ideas do you have?

• 2 minutes: pair up, and share

• 4 minutes: pair up with a team (now your four)

• All: share two great ideas



Increase 
mammograp
hy  rate for 

PG site from 
10% to 25%

Patient 
identification

Clinical 
protocol

Referrals and 
follow-up  

Primary Drivers Secondary Drivers

Guidelines for screening 

Workflow from patient 
ID to referrals 

Care team training

Document referral and 
outcome in EHR

Follow-up on positives 

Workflow for making 
referrals 

Planned care 

Outreach 
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Ideas to Test

Test report to use in 
daily huddles

Call patients, educate, 
refer

Do training at staff 
meeting

Call positives and make 
appt with specialist 

Increase 
mammograp
hy screening 

rate from 
50% to 70%



1) Define your problem – what is the case for change?

2) What are your goals? – what are the outcomes you are hoping to 
achieve?

3) How do your goals fit in with your larger org-wide goals? – within 
which focus area or larger org wide goal does this project fit into?

4) What changes will help you reach your goals? – secondary drivers 
and changes to try

5) How will you know a change is an improvement? – measures, 
record your outcome, process and balancing measures
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•What changes

are to be made?

•Next cycle?

Act

•Questions & 

predictions (why?)

•Plan to carry out 

the cycle

Plan

Check/Study Do
•Carry out the plan

•Document

problems and

observations

•Begin data 

analysis

•Complete data 

analysis

•Compare data to 

predictions

•Summarize what 

was learned

Adapted from the IHI Breakthrough Series College



• Understand the likelihood that change will result in improvement

• Understand the extent and limitations of the change

• Learn to adapt the change to local environment

• Evaluate cost 

• Address unexpected consequences

• Gain buy-in and minimize resistance if change is implemented and 
spread
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Adapted from the IHI Breakthrough Series College 



• PLAN:  Activities and timelines, including person 
responsible

• DO:  Describe what actually happened during test

• STUDY:  Review data collected during plan phase and 
compare to predictions

• ACT:  Determine what to change and what to keep 
based on previous plan cycle (this is a new PLAN)
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• Draft your first PDSA 

• Does your charter line up with your driver diagram? 
• What works?

• What doesn’t? 



• Driver diagram template

• Tracking multiple PDSAs worksheet

• Charter for Improvement worksheet 


