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DISCLAIMER

• This is not a lecture session
• Culture of  QI is multi faceted

• There is more than one way to 
evaluate and improve. This TA 
Call highlights one approach.
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Learning Objectives

• Understand key components of  a culture survey
• Understand the change process for gathering feedback
• Analyze findings from surveys 
• Inspire application of  culture survey in your workspace
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Opportunities I Discovered

• Team thought they knew QI, until we started training
• Team doesn’t feel like they have time for training
• Team disliked morning meetings
• Team doesn’t know much about each other’s work
• They have great managers 
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Survey and Project Requirements

1. Be transparent 
2. Must act on findings 
3. Measure what matters
4. Minimize burden to the team
5. Get good enough data 
6. Highlight and scale success
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Survey

• Structured questions (required); open text (optional)
• Executed ~quarterly
• Anonymous
• Aim for 100% participation
• Sent by my boss
• Share results back with team; plan for changes
• Do changes; Study, Act
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Who Is Involved
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Managing Change – Middle Manager

1. Have a track record of  being open and responsive to the team
2. Water cooler talk – promoting the idea
3. Discuss in team meeting(s)
4. Email to team
5. Survey
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Managing Change – Middle Manager

Level Setting Email Introduction Anticipating Questions
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Level Setting – Team Meeting
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Email Introduction
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Anticipating Questions
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Managing Change – Executive Manger
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Survey Components
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Requirements

• Do you know your roles and responsibilities? 
• Do you see the connection between your day-to-day and what the team 
does?

• Do you see the connection to the big picture? 
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Requirements
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Requirements
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Resources

• If  you do make all the connections…
• Do you have what you need to be successful? (from pencils to software)
• If  you have a skills gap, do you have resources? 
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Resources
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Team Fit

• Do you know your team members’ work well enough to see 
opportunities/ideas?

• Do you feel like the team is a good fit?
• Does the team problem solve together? 
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Team Fit
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Psychological Safety

• Do you feel safe with your team to speak up about ideas, questions, 
mistakes?

• How about with your boss? 
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Psychological Safety
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Quality Improvement

• Do you have the skills and confidence to do QI?
• Do we celebrate the good things?
• Are there standards for your work?
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Quality Improvement
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Manager

• Do you have psychological safety with your manager?
• Does your manager support you? 
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Manager
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Big Spreadsheets

Trust

Change 
Management

Responses
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Handling Ordinal Data
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Handling Ordinal Data (2)

1. Develop code to translate value to number

2. Make the changes in your data

3. Group and average your data (Pivot Tables)

Value Code
Strongly disagree 1
Disagree 2
Somewhat disagree 3
Neutral 4
Strongly agree 5
Agree 6
Strongly agree 7
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Analyzing Data
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Action Plan

1. Discuss with 360° managers, hypothesize root 
causes and changes

2. Share aggregate results with team
3. Discuss with team, develop root causes and changes
4. Test changes
5. Study changes
6. Adapt, adopt, abandon
7. You Said, We Did

Plan

Act

Do
Study
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We Did

Loops are not closed! Trying BCC and updates in weekly mtg 

Constraint: signing 
routing slips

I prioritized, cutting time from 3+ to 1 
day

Dedicated time for 
trainings

Closed shop and went to a training 
together 

Deadlines are 
directed, not discussed

Discussion/agreement of deadlines 
and rationale for deadline

You Said
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Next Steps

1. Evaluate current methods
• How do we collect feedback? Structured, unstructured? Response rates? Needs of  

different types of  communicators?

2. Gap analysis
• What is missing? How could you close that gap?

3. Create Vision
• How will we change our current process, and/or add a modality (e.g. quarterly survey)?

4. Discuss with leadership
• How do they feel about the idea? Will they commit to making the changes and/or 

providing necessary resources?

5. Do, Study, Act
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This project is supported by the Health Resources and Services Administration (HRSA) of the U.S. Department of Health and Human 
Services (HHS) as part of an award totaling $1.5M. The contents are those of the author(s) and do not necessarily represent the official 
views of, nor an endorsement, by HRSA, HHS or the U.S. Government.

212-417-4730 (phone)
212-417-4684 (fax)
Info@CQII.org

Learn More

Khalil Hassam, CQII Consultant, Khalil@cqii.org

Contact Information

mailto:Khalil@cqii.org
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