
Intro to Continuous Improvement
CI 101
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WELCOME & INTRODUCTIONS

Youth Initiative                 
Institute Team

FACILITATORS
• Latife Bulur Kowalski, 

North America Master 
Black Belt, Cummins Inc.

• Ashley Edinger, 
Partnership Associate

SUPPORT
• Lisandra Gonzales, 

Partnership Director

Check-In

• Name
• Role
• Organization
• What do you know 

about Continuous 
Improvement?

• What do you hope to 
gain from this session?
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HOUSEKEEPING ITEMS
• Today’s workshop is scheduled to last 1 hour including 

Q&A

• Questions can be asked by raising your hand

• Handouts will be emailed after

• Opportunity to provide us feedback via a survey at the 
end of the session

• This is a prerequisite for our next session: ‘LEANing’ 
Into Results Oriented Work



• Understand what Continuous Improvement is… and 
what it is not.

• How the process can help improve outcomes

• Understand a basic tool to get started

• Learn about ways to engage with the Youth Initiative 
of Adams County Partnership including the next 
workshop in our Continuous Improvement Series
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SESSION GOALS
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WHO WE ARE

https://docs.google.com/file/d/0B3Q8Z3g9BLwMQ0JpaE5XU2F3Wjg/preview
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CREDENTIALS
● Bachelor’s degree in Psychology & 

Sociology from the University of 
Colorado, Boulder

● Master’s degree in Statistics from the 
University of Denver.  

● Since 2010, Latife has been working for 
Cummins Inc., currently as the Master 
Black Belt serving the North America 
Distribution Business. 

● This role involves the management of 
the 6 Sigma and Continuous 
Improvement program for North 
America.  

● This includes providing coaching for 
existing Green and Black Belts as well 
as training new Belts and Project 
Managers. 

Latife Bulur Kowalski
North America 
Master Black Belt
Cummins Inc.

Youth Initiative Team 
Credentials:

● Certified in LEAN 
by Denver Health

● Trained in Results 
Based Facilitation 
by StriveTogether 
and the Annie E. 
Casey Foundation
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WHAT CONTINUOUS 
IMPROVEMENT IS NOT

• Not a silver bullet

• A straightforward process to follow

It’s a way of thinking and approaching your work that is 
supported by various tools and techniques to help improve 
outcomes

WHAT CONTINUOUS 
IMPROVEMENT IS
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.

Above all else…

WHAT IS CONTINUOUS 
IMPROVEMENT?
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Innovators

Change Agents

Pragmatists

Skeptics

Traditionalists



Planner
Traffic Officer
Fire-Fighter

Problem Solver

Coach
Facilitator

Resource Allocator
Conductor
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CHANGING ROLES
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Continuous improvement is a journey, 
an ongoing effort to improve services 
and supports for children and families 
over time in order to improve a 
community level outcome. These 
efforts can seek "incremental“ 
improvement over time or 
"breakthrough" improvement all at 
once.

USED ACROSS 
MANY SECTORS

A.K.A…
• Lean
• Six-Sigma
• Model for Improvement
• Others...

TO US...



Customer Focus 

Data driven decisions

Respect

Results 

Accountability

Excellence 12

KEY PRINCIPLES OF 
CONTINUOUS IMPROVEMENT

Children & Youth
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“There is something 
fundamentally amiss 
about building or 
rebuilding a system 
without consulting at 
any point those it is 
designed to serve.”

- Alison Cook-Sather
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CONTINUOUS IMPROVEMENT 
PROCESS

• What is the problem 
you are trying to 
solve?

• Verify that is it is a 
problem.

Using tools and techniques 
to help along the way
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CONTINUOUS IMPROVEMENT 
IMPACT

Ramp of Improvement

● Methodical (Process)

● Impactful (Results)

● Sustainable (Ongoing)
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CURRENT 
STATE

FUTURE 
STATE

IDEAL

MA
TUR

ITY



Many tools available to help with…

● Determining the Problem: Run charts, trend charts

● Root Cause Analysis: 5 Whys, fishbone diagram

● Determining What is within your Sphere of Influence 
and Control: PICK Chart

● Determining Who Needs to be Involved: Results at the 
Center

● Metrics: Leading and Lagging Indicators

● Tracking Data: Control Plans, Status Boards
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CONTINUOUS IMPROVEMENT TOOLS



• Named after the size of paper

• Designed to help us begin eating the elephant
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A3: YOUR BLUE PRINT

• Meant to be a pencil to paper tool – not to be 
overthought or to spend too much time getting it 
perfect

• Summarizes the story of the work that you are doing to 
solve your problem

• If the problem you are trying to solve is too large for 
the paper, it might be too large of a problem to focus 
on

• Meant to help you get started and is a living document 
that is continually updated to show progress
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A
3 

TE
M

P
LA

TE
 Where are you now?

What are the current conditions?
What are the symptoms?
What impact is it having?
Who is involved in the work?

What is the problem?
Why is this a problem?
What measurement are you using to know the problem?
Does the data show this is actually a problem?

Where do you want to be?
What is the target you want to achieve?
What is your goal for improvement?
Consider both long-term and short-term targets.

What is preventing you from getting there?
What are the root causes?
Where will you focus your work?
What is within your sphere of influence and control 
to accomplish?

What will you work on?
How will you know it is working?
Be specific about the steps you will take, and 
identify what specific data you will collect to 
measure the impact of your intervention.

What happened?
What were your results?
Collect data quickly to test your theory about the 
problem. 
Use your data to Adapt, Adopt, or Abandon.

Did everything go according to plan?
What did you learn?

Based on what you learned, what will you do next?
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Kindergarten chronic absenteeism has increased by 
10% over 5 years, current baseline is 24.6%

The goal is for the average number of days 
kindergarten students at this school are present in 
the classroom to go from 18.5 to 25

One classroom, one teacher – incentivize students for 
being at school on time through recess

Baseline average: 
18.5 days
Average after 
Cycle 1: 20.2 days
Average after 
Cycle 2: 26.4 days

Adopt, abandon, or adapt?

A
3 
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sm Community Outcome: Kindergarten Readiness
Result Statement: All Kindergarten students at this 
school will meet or exceed the attendance standard
Indicator: Attendance

How much extra recess time worked best?
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Proficiency on the 8th grade math PARCC test has 
increased from 18.9% to 20.4% over 2 years, current 
baseline is 20.4%, but overall % of students proficient 
is still low.

Increase Proficiency on 8th Grade Math PARCC 
Scores at ABC Middle School from 20.4% to 25%

Student engagement and ownership over their work.
Students in one classroom  will chart their goals 
(visually) in the classroom and measure their 
performance on a weekly basis. 

Students proficiency on classroom assessments will 
be measured weekly.

Baseline average: 7 out of 29 students proficient on week 1
Week 2: 10 students proficient
Week 3: 9 students proficient
Week 4: 10 students proficient
Week 5: 14 students proficient 

Adopt, abandon, or adapt?
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Community Outcome: Middle Grade Math
Result Statement: All 8th Grade Students at this school                             
will meet/exceed state average in math.
Indicator: % of 8th grade students who meet/exceed standard

Students started to help each other in week 4 and 5.



ROOT CAUSE ANALYSIS

22THE 5 WHY’S – THE JEFFERSON MEMORIAL



23

Problem: The stone and cement are crumbling

D
rill dow

n

Why? It is being washed several times a week

   Why? There are lots of pigeon droppings

Why? Pigeons come to eat the spiders

Why? Spiders come to eat the midges

Why? Midges fly to the flood lights of the monument

Why? The lights come on before dusk and attract the midges

Turn the lights on one 
hour later

Check logic

“Therefore” rule
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INTERESTED?

Is there an opportunity 
for improvement in 
your space?



We will be offering participants from this webinar the 
opportunity to apply to participate in:

‘LEANing’ into Results Oriented Work’ -  An intensive, 
one-day, applied learning session for teams who are ready 
to dive into the Continuous Improvement (CI) process. This 
workshop builds on the skills learned in Intro to Continuous 
Improvement 101 and is intended to enable participants to 
learn and engage with continuous improvement tools in the 
context of an outcome area. Prerequisite: CI 101

25

ONLY TOOL FOCUSED ON TODAY

A3
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• What is the problem you are trying to solve?

○ Identify the Problem Example: Students are not 
enrolling in post-secondary opportunities

○ Identify your Community Level Outcome - Example: 
Post-Secondary Enrollment

○ Create a Results Statement - Example: All students in 
Camden County will complete the FAFSA

○ Determine your Indicator - Example: % of students 
completing FAFSA

○ What is the Measurement Tool? - Example: FAFSA

• Verify the Problem - Show data that verifies this is a 
problem - Run Charts - We will provide data coaching to help

• What is the Root Cause?

PRE-WORK FOR NEXT WORKSHOP
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The ‘LEANing into Results Oriented Work’ Workshop will convene teams from the 
Youth Initiative of Adams County Partnership. Each team can be comprised of 3 – 5 
partners who are interested in or currently working to impact an outcome or indicator. 

To be eligible for the Workshop, teams must:

● Be a Partner who has participated in a Continuous Improvement 101 Workshop. 
Note: Not all  participants need to have attended CI  101. We ask that at least one team member have 
attended or be familiar with basic CI  concepts and tools to be able to facilitate the pre-work and to 
catch up team members that have not previously participated. 

● Have already launched work to impact an outcome through a Collaborative Action 
Network (CAN) or other approach.

● Complete pre-work and attend a pre-workshop coaching call.

● Include partners that are working closely to improve an outcome
Note: It is recommended that teams with 3-5 participants should have some vertical 
alignment of participants and contain a mix of front-line and administrative-level 
partners who can impact multiple levels within a system. 
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• January 2 Interest forms due to Ashley at 
ashleyedinger@acyi.org

• January 2-February 1- schedule a coaching session

• Friday, February 2 7:30 AM - 5:00 PM - Teams attend 
workshop session

ADDITIONAL OFFERINGS

The Adams County Student Survey & YOUth

● 2.14.18 2:30-4:30pm
● 2.21.18 2:30-4:30pm

PRE-WORK TIMELINE

mailto:ashleyedinger@acyi.org


  
 

Supporting an unprecedented coalition of stakeholders 
who have agreed to work together to benefit students 
throughout the community, from cradle to career.

• Technical Support
• Collective Impact
• Continuous Improvement
• Data Coaching
• Resource & Policy Alignment

• Project Management
• Adams County Student Survey
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OUR STAFF HELPS WITH THE FOLLOWING



Together We CAN.
ACYI.org
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QUESTIONS?

Thank You!
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SLIDES FOR 
WEBINAR 
VERSION
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WEBINAR HOUSEKEEPING ITEMS
• Today’s webinar is scheduled to last 1 hour including 

Q&A

• This webinar is being recorded

• All participants will be muted to eliminate background 
noise

• Questions can be submitted via….

○ Q&A Box

○ Chat Box

○ Hand Raise Tool

• Handouts will be emailed after

• Opportunity to provide us feedback

• This is a prerequisite for our next session: ‘LEANing’ 
Into Results Oriented Work

Need Offline Help? 
Contact Ashley at 
AshleyEdinger@ACYI.org


