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Quality Coach

Human Side of Change

SESSION 8

Note: Session 8 content is deemed ‘supplementary’. Please see the Programme Leader Guide for more

information on ‘core’ and ‘supplementary’ content.

Tasks you should undertake
before the session

* Prepare the templates for the
activities

* Review and tailor the slides to suit
your organisation. Update the slide
numbers in the table on the next

page(s)

« Allocate a trainer to each section of
the session

* Read the activity guide and prepare
the activities

* Check that the handbook numbers
indicated on the slides are correct
(only applies if your Programme
Leader has adapted or tailored the
handbook)

* Share the slides with delegates
beforehand (if applicable)

+ Update the teachback topics (if you
changed them last time).

Tasks the delegates should
complete before the session

* Read the COM-B and the behaviour
change wheel sections of the
handbook (page 204)

* Read the IHI Change Concepts
section of the handbook (page 232)

* Read the Reverse Brainstorming
section of the handbook
(page 231).

Tasks you should undertake after
the session

*  Send out the session evaluation
form and conduct a debrief with
the faculty once delegates have
responded (this can be done
immediately after the session)

* Send out a reminder for the self-
directed learning from the session
and .CC in the mentors

* Share the slides with delegates
(if applicable)

» Share the link to the Mural (or
whichever platform you use) so
delegates can access the activity
content afterwards (if virtual).

Learning outcomes for session 8

* Be able to apply creative problem-
solving methods and behaviour
change concepts to support teams to
revive a stalled effort

* Understand and be able to apply
COM-B and the behaviour change
wheel to support QI work

* Be able to use a convergent thinking
tool to facilitate an improvement
workshop

* Understand the IHI change concepts
and how they can be used to inspire
improvement work.
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Schedule

Quality Coach

(A) indicates this topic has an in-classroom activity (B) indicates this topic has a breakout room/small group activity

More complex activities, particularly those in breakout
rooms, have detailed explanation in the activity guide.

The activity guide for session 8 is located below.

9.00
9.15

9.15
10.00

10.00
10.05

10.05
11.00

11.00
115

115
11.55

11.55
12.00

12.00
12.45

12.45
115

115
1.45

1.45
1.55

Introduction to the day:
Housekeeping and agenda
Introduction to the facilitators
Programme aims and learning
outcomes
Today’s learning outcomes

Teachback (B)

Comfort break

COM-B and the
behaviour change wheel

Coffee break

COM-B activity (B)

COM-B further reading

Lunch

Graduation drawings (A)

IHI change concepts activity (B)

Comfort break

The timings for all sections with an activity include
time for any teaching and/or explanations required, as
well as the activity itself and any group reflection after
completing the task.

1-1 Add who is
delivering this
section here

See activity 8.1 12-13
in the activity guide

- 15-29
See activity 8.2 31-32
= 33-34
See activity 8.3 36-37
See activity 8.4 38-41
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Slide

Time Topic Activity numbers Facilitator
1.55 Reverse brainstorming (A) See activity 8.5 43-47
2>2.45
2.45 Convergent thinking (A) See activity 8.6 48-56
23.30
3.30 What's next for you as a coach = 57-61
24.00
4.00 Close and self-directed learning = 62-63

* Recap of learning outcomes
* Feedback
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Activity Guide for session 8

There are six activities for this session.

Template Breakout Group
Activity provided? size Duration reflection* Link
81 Teachback No 3-5 45 mins - >
8.2 COM-B activity Yes 3-5 45 mins 5 mins S
8.3 Graduation drawings Yes All 30 mins = >
8.4 IHI change concepts Yes 3-5 15 mins 5 mins >
8.5 Reverse brainstorming Yes All or large 15 mins 15 mins S
groups
8.6 Convergent thinking Yes All or large 20 mins 10 mins >
groups

*additional time to re-group, reflect and discuss breakout room activities


https://app.mural.co/template/c748f8cc-def1-4142-bf4c-45dd26517967/e96d5fd5-e471-4ee2-8d35-115504e9a6d4

Session 8

Trainer Guide > Facilitator Guides > Session 8 > Activity 8.1
© Quality Coach Design Group

Activity 8.1
Teachback

Quality Coach

This is a repeat of the activity from session 3 — see activity 3.1 and further information in the

slide set for session 3 for more details.

Teachback aims to ‘flip the classroom’, by
asking delegates to have a go at teaching
their peers on a basic Ql concept or tool.
The purpose of this activity is to provide a
safe learning space for delegates to practise
the idea of Just-in-Time' learning. There are
added benefits — such as enabling the group
to ‘top-up’ Ql knowledge as their peers teach
them about a QI tool/concept. Additionally,

it allows the group to build up their ‘Ql
toolbox’ by perhaps saving a copy of a good
presentation or providing ideas for how they
might present a specific topic to a team they
are coaching.

In this task, you should create three to six
breakout groups of (ideally) between two to
four people. Suggested topics are provided
on the slides — feel free to change these (note
that if you do, you will need to change the
slide at the end of session 2 as well as this

is set as homework). Each group should be
assigned a topic at random. They have ten
minutes to prepare a quick presentation to
bring back to the main room. They should
pitch the topic to someone who is a Ql
beginner. The teaching should last no more
than five minutes, with an additional two
minutes for Q&A after. Each group should
have time to present so adjust timings
accordingly for large groups. The group can
use existing content to help with the teaching
(for example, images from google).

Teachback is used a few times throughout the
programme. Please ensure different topics are
covered each time.
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Activity 8.2
COM-B

Quality Coach

The purpose of this activity is for delegates to
experience the application of COM-B and the
behaviour change wheel.

The activity is completed in two parts:

1 Identifying secondary drivers

2 Identifying change ideas.

In the first part, groups are tasked with
identifying secondary drivers for a given
aim. In the template provided we have

used ‘Reduce Cardiovascular Disease in
Westminster by 10 % by the end of 2025'".

The primary drivers are capability, opportunity
and motivation. The groups have around ten
minutes to brainstorm appropriate secondary
drivers. All groups should then feed back to
the main room for up to ten minutes, in order
to cross-pollinate drivers and approaches to
the task.

In the second part, groups are asked to
identify the change ideas that reflect their
drivers for the same aim. They must use the
behaviour change wheel in support of this. The
groups have 15 minutes to brainstorm their
ideas. Groups should then present back to the
main room

Example of template for activity 8.2.
Template available on Mural for session 8

Group 1 - Behaviour change

Step 1 (10 mins)

Brainstorm secondary drivers that relate to the given aim. We have already provided the primary drivers using the COM-B framework.
Do not generate any ideas at this stage. After 10 mins you will come back to the main room to feedback your progress and share ideas

with the other groups

Step 2 (15 mins)

Identify change ideas building from your secondary drivers for the same aim. Please use the behaviour change wheel in support of this

Primary Drivers

Capability

Opportunity

Motivation

COM-B model (for reference)

LT R -

Capability

I

Secondary Drivers

Matrix for COM-B and the behaviour change wheel

Change Ideas

Ibervrnbion b unclions

— =

] / -
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Activity 8.4
IHI change concepts

This task uses the IHI change concepts
worksheet.” An IHI log in is required (this is free
to create).

This task aims to familiarise delegates with
change concepts, and how they can be
used in support of creative thinking and the
generation of change ideas.

Ask each delegate to consider Ql work

they are involved in and use the change
concepts to help them identify a new idea for
improvement. They should discuss these with
their peers in small groups and scrutinise and
challenge one another on these ideas. How
can they be bettered?

17 https://www.ihi.org/resources/_layouts/download.aspx?SourceURL=%2fresources%2fKnowledge+Center+Assets%2fToo
Is+-+QualitylmprovementProjectChangeConceptsWorksheet_c8af5542-2cb3-467f-a7ac-11000709eed8%2fIHITool _
QIProjectChangeConceptsWorksheet.pdf
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Quality Coach

Frequently Asked Questions

Please see the Programme Leader Guide for full details on how to deliver this programme.

1. Atwhat level of QI do I need to be to
teach on the coach programme?

This programme has been written to support a
faculty with a diverse range of experiences in
improvement. You do not need to be an expert
in quality improvement to teach the content
on the programme. Instead, you should

bring your experiences of supporting people
through change (such as Ql) and teach the
subjects you are most confident in.

The programme brings together subjects
from fields such as improvement, coaching,
group dynamics, organisational development,
human factors, Liberating Structures, design
and measurement. You will undoubtedly have
good experience in some of these fields.

Given the content has been written by
someone other than yourself, we have tried
to make it as easy as possible to ‘pick up’
the content and teach. Slides have full notes
and the Trainer Guide explains how to run
activities in comprehensive detail.

2. Ideally, how many delegates should we
have in a cohort of the training?

From our experience a cohort size of

between 10-30 people is recommended. This
ensures a good return on investment whilst
providing a positive and manageable learning
environment.
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3. How many facilitators do we need to
deliver the content per session?

Two facilitators is enough to deliver each
session. The activities have been designed

to be self-facilitated, making the content
easier to teach and less demanding on

the facilitators. It is possible to deliver the
content alone, but we do not recommend this.
Having two facilitators will also ensure a more
diverse range of experience, make running

the sessions more straightforward, and mean
sessions do not have to be rescheduled if
one facilitator is unwell or otherwise unable
to attend. You may decide to have the same
two people deliver all of the content, or use

a wider faculty to deliver the sessions or
parts of the sessions, perhaps owing to each
individual's subject matter expertise.

4. Will the slides be provided or
do I have to write my own?

The slides (and other content such as
supplementary materials) are available to
download as part of the Training Resource Pack.

5. How much out-of-course time do I need
to dedicate to the programme?

This depends on how confident you are in the
subject(s) you are teaching. A general rule of
thumb when preparing for a teaching session
on this programme is to spend the equivalent
amount of time preparing as you would do
teaching the content. This means you may
need to spend up to a day beforehand getting
ready, by:

* Reviewing the slides and slide notes to see
how much you need to read up on (if at all)
and how much needs amendment

* Meeting with any co-facilitators to discuss
the session

» Adapting or tailoring the slides to suit your
teaching style

¢ Adding in slides using your own examples

> Preparing the activities (e.g. creating
templates, preparing resources)

* Preparing supplementary resources
(e.g. links, handouts, feedback forms)

Each individual is different; you may need
more or less time than this.
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6. Do I have to teach on every week or
can I select which weeks to teach?

Your Programme Leader should work with the
programme faculty in order to decide who will
deliver the content of each session.

We recommend that the sessions are
delivered fortnightly (or thereabouts allowing
for half term and other breaks). Delivering
the content in this way allows to the coach
to learn concepts at the pace that QI work
tends to develop (e.g. they learn about
measurement before the team start to
consider measurement).

An additional benefit of delivering the content
fortnightly is that it affords delegates the time
they need to complete self-directed learning
and meet with teams to practise coaching.

However the programme has been designed
to be flexible, and can be delivered at a pace
that suits your organisation and availability.

7. How much can I modify the slides or
notes to suit my style of presenting or
my organisation’s context?

The programme has been designed to support
tailoring and adapting to many different
settings. This includes all of the teaching
resources, notes, guides and supplementary
materials (case studies, activities etc.)
Tailoring content, for example by substituting
some of the provided materials and examples
with your own content, is highly encouraged.

More information on adapting the content
for your organisation can be found in the
Programme Leader Guide (Step 3, Agree the
Scope and Outcomes of the Programme).
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Appendix 1

Mentor conversations

A mentor is usually someone with more Points to note:
experience and or qualifications than
the mentee, who can pass on knowledge,
experience and open doors to otherwise * Both parties need to keep on track and
out-of-reach opportunities. The focus of stick to time
the relationship is on career and personal
development, and thus can last for during
and beyond the programme. The meetings are
usually informal, taking place as and when the ¢« Each person should keep notes
mentee needs advice, guidance or support. on meetings and action points for
development purposes

*  The mentor should listen more than talk

* Any conflict between the two parties
should be aired and dealt with immediately

* Always pre-arrange meetings and avoid
last minute cancellations

* Respect confidentiality of both parties.

Frameworks like the GROW model may be useful for using as a template. Alternatively, you may
wish to use the below framework as a template.

Aims

* What is the purpose of the meeting? * What do we need to achieve?
Progress

*  What's happened since we last met? * What has been completed?
Activities

*  What development activity has taken place? < What work projects are you working on?

Relationship

¢ What has the mentee and/or mentor done since the last meeting?

Issues

* What issues do both parties feel should be discussed?

Wellbeing

* How is the mentee feeling and how may that be impacting on their progress?
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Some other useful questions as a mentor
may be:

What's the issue?

What makes it an issue now?

Who owns the issue?

How important is it on a scale of 1-10?
What have you already tried?

In an ideal world, what would be happening
about the issue?

How would you know it has been resolved?

What is standing in the way of the ideal
outcome?

What is going well right now?

Imagine yourself at your most resourceful
— what do you say to yourself about this
issue?

What are the options for action here?

What criteria will you use to judge the
options here?

Which option seems best against these
criteria?

What's the first step to addressing
the issue?

When will you take it?

Quality Coach

Try to avoid:

Starting from the point of view that you
know better than the mentee what's in his
or her interest

Being determined to share your wisdom
with the mentee whether they want it or not

Deciding what you and the mentee will talk
about and when

Doing most of the talking, checking
frequently that the mentee is paying
attention

Neither showing nor admitting any personal
weaknesses

Expecting to be the mentee’s role model
in all aspects of career development and
personal values

Discouraging any signs of levity or humour

Taking the mentee to task when they don't
follow your advice.
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Glossary

Adapt
Changing the content with regards to modules/
core/supplementary content

Behaviour change wheel
A model that demonstrates factors that affect
behaviour and different types of intervention that
can be used to change behaviours.

Buddy
A person who is on the course who will act as
peer support for someone else on the course

Change idea
An idea that a team may want to test out as
part of their improvement work. Teams may have
many change ideas and may only test two or
three for example.

Coaching circle
A tool used throughout the programme where the
peers can practise coaching in a safe space in
order to explore challenges and solutions, either
related to their coaching experiences, or not.

Contracting
Creating an agreement between coach and
improvement team to establish boundaries and
ways of working together.

Core content
The essential knowledge that every coach needs
in order to succeed in their role.

Coachee
Person who is being coached.

Dosing approach
Building capacity and capability using training
programme, appreciating that not everyone
in the organisation will need the same level of
knowledge about Ql so deploying that knowledge
accordingly.

Faculty
Group of experts and non-experts delegated to
teach or run the Quality Coach Development
Programme.

Family of measures
The different types of measures used to
evaluate Ql work including outcome, process and
balancing measures.

Fishbone diagram
A tool used to understand root cause of a
problem by breaking it down into different causes
which may be affecting it.

GROW coaching
GROW (Goals, Reality, Options, Will), a well-known
coaching model which supports coachees to
make realistic and achievable goals.

Kirkpatrick model
AKA four levels of training evaluation — a way
to evaluate the results of a training programme,
widely recognised.

Lean approach
Process improvement approach which uses
the concept of continuous improvement
to systematically improve efficiency on an
incremental basis.

Liberating Structures
Liberating Structures are a selection of 33 tools
which can be employed for facilitating meetings
and conversations, by removing hierarchy and
enhancing trust and promoting participation
within a group.

Macrosystem
A system at a divisional, organisational or
system level.

Mentor
Someone who is an experienced improvement
coach and will provide you with support and
advice throughout the course and beyond.

Microsystem
A system at an individual-, team-, or service-
level.

Model for Improvement
A simple tool which underpins QI work, it is widely
used and is comprised of three key questions
supported by a testing cycle (PDSA cycle, see
below). This allows people to think about an aim,
data and ideas for change.

PDSA
‘Plan, Do, Study Act’ a framework that can be
used to test different change ideas and learn
what works and why.

Process map
A visual map which shows how a something works
from start to end; can be a step-by-step guide or
more high level. This can be used to help identify
problems where process improvements can be
made.

Ql team
Members employed within a centralised Ql or
improvement department.

Run chart
A chart showing data over time with a median line
marked.

SMART aims
Goals for work which are Specific, Measurable,
Achievable, Realistic, Time-bound.

SPC charts
Statistical process control charts are line graphs
showing data over time. They show the mean of
a dataset plus calculate upper and lower control
limits allowing performance monitoring.

Stinky fish
A metaphor for the things that you carry around
but don't talk about. The longer you hide it, the
stinker it gets.

Supplementary content
Additional content that is not essential to be a
coach; however, is advised to ensure quality of
coaching.

Tailor
Modifying the content, e.g. changing examples to
fit your organisation.






For additional information contact
clcht.continuous.improvement@nhs.net or the Q Community

The Trainer Guide is part of the wider Quality Coach Development
Programme © resource bundle. For more information visit:
https://g.health.org.uk/resource/quality-coach-development-programme/

© Quality Coach Design Group 2023.
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