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INTRODUCTIONS

Youth Initiative                 
Institute Team

FACILITATORS
• Becky Hoffman, Chief 

Executive Officer

SUPPORT
• Ashley Edinger, 

Partnership Coordinator

Check-In

• Name
• Organization
• On a scale of 1 - 5 
(5 being you know 
a lot)... How much 
do you know about 
Continuous 
Improvement?

• What do you hope 
to gain from this 
session?



• Understand ACYI and the role it plays
• Understand what Continuous Improvement 

is… and what it is not
• Understand how the process can help improve 

outcomes
• Understand a basic tool to get started
• Learn ways to engage with ACYI and additional 

workshop opportunities
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SESSION GOALS



4

WHO WE ARE

https://docs.google.com/file/d/0B3Q8Z3g9BLwMQ0JpaE5XU2F3Wjg/preview
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A NATIONAL MOVEMENT



6

VITAL SIGNS



“Our job is not 
about helping kids 
beat the odds. It’s 

about changing 
the odds that have 

to be beaten.”

- R.T. Rybak
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OUR END GAME

60% of the Cradle to Career outcomes are 
maintained or improved AND gender, racial, 

and economic disparities are eliminated
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Together we can do more/better on behalf of our 
children and youth.

And... using an Outcomes Focused framework is how 
we can do it.

Success for EVERY young person. Cradle to Career.

OUR PILLARS...
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OUR PILLARS...
How We Support Working Together
Our Community Leaders Council:
● CEO level
● Maintain the overall vision
● Set global targets
● Hold the Partnership accountable
● Align resource and policy

Board of Directors:
● Responsible for ensuring 

organizational effectiveness
● Provide leadership and oversee the 

activities of the organization
● Fiscal oversight

Collaborative Action Networks (CANs)
● Collaborative Action Networks or CANs 

are the "guts" of the Youth Initiative of 
Adams County. 

● Using the Cradle to Career Outcomes to 
guide their work, CANs focus on specific 
targets as a                                          
collective force, applying                                             
their efforts in a                                      
collaborative and                                   
constructive way using                                           
our Outcomes                                                                
Focused Framework.
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OUR PILLARS...
How We Support An Outcomes 
Focused Approach
● Coaching CANs
● Institute

○ Training Tracks:
○ Leadership Development for 

Systems Change
○ Continuous Improvement
○ Educators
○ Closing the Equity Gap
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CONTINUOUS IMPROVEMENT TRAINING
Belt Credentials
White Belt Recognition ● Introductory level belt for people who understand the basics of Continuous 

Improvement
● Attend ‘Intro to ACYI and Continuous Improvement’

Yellow Belt Recognition ● Prepare individuals to serve as effective team members on a Continuous 
Improvement effort

● Attend a full day Level 1 training

Yellow Belt Certification ● Honor effective team members on a Continuous Improvement effort
● All of the above AND be a team member of a successfully completed 

Continuous Improvement effort

Green Belt Recognition ● Prepare individuals to lead comprehensive Continuous Improvement 
efforts

● All of the above AND attend Level 2 training

Green Belt Certification ● Honor effective leaders on a Continuous Improvement effort
● All of the above AND lead one successfully completed Continuous 

Improvement effort
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CONTINUOUS IMPROVEMENT TRAINING
Belt Credentials Continued

Green Belt 
Methodologies Expert

● Honor leaders who utilize different types of Continuous Improvement tools 
as they lead Continuous Improvement efforts

● All of the above AND lead three successfully completed Continuous 
Improvement efforts

Black Belt ● Honor leaders who continue to utilize different types of Continuous 
Improvement tools as they lead Continuous Improvement efforts

● Attend a full day Level 1 training, be a team member of a successfully 
completed Continuous Improvement effort, attend Level 2 training, AND 
lead five successfully completed Continuous Improvement efforts



OUR OUTCOMES FOCUSED PROCESS

Results Count

Continuous 
Improvement 

Equity and 
Designed 
Thinking

Collaborative 
Action 

Networks

We have found that 
by using Continuous 
Improvement, 
Results Count, 
Equity and Design 
thinking tools and 
techniques, 
partnerships can 
create the clearest 
picture of what is 
currently happening 
in their community 
and implement 
strategies that yield 
results.
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USED ACROSS 
MANY SECTORS

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



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. 

TO US...
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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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● TEGA (Technology Enabled Girl Ambassadors) 
○ Girls aged 18-24 trained to conduct research 

via a mobile application. 
○ Girl Effect designed the app so girls can 

become digital interviewers, collecting real-time 
data about their communities in the form of 
audio, videos and photos, as well as traditional 
survey data.

● Adams County Student Survey
○ Survey asks students in Adams 12 Five Star 

Schools, Adams County School District 14, 
Mapleton Public Schools, School District 27J, 
and Westminster Public Schools their opinions 
about a number of things including: life at home, 
at school, and in the community.

AUTHENTIC YOUTH, PARENT AND COMMUNITY 
MEMBER VOICE AND PERSPECTIVE
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Innovators

Change Agents

Pragmatists

Skeptics

Traditionalists
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CONTINUOUS IMPROVEMENT 
PROCESS

• What is the problem 
or area of 
opportunity 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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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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 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.

Who is needed to help you achieve your target (Results 
at the Center)?
What factors are 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 is the current process for your target 
population (macro process map)?
What will you work on (choose your intervention)?
Be specific about the steps you will take.
How will you know it is working?
Identify what specific data you will collect to 
measure the impact of your intervention.
Who will do what and who is responsible (RACI)?

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?



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
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Result Statement: All Kindergarten students at this 
school will meet or exceed the attendance standard
Indicator: Attendance



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 
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Community Outcome: Middle Grade Math
Result Statement: All 8th Grade Students at this school                             
will meet/exceed state expectations in math.
Indicator: % of 8th grade students who meet/exceed standard



“It is not enough 
to just do your 
best or work hard; 
you must know 
what to work on.”

- Dr. W. Deming
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http://www.youtube.com/watch?v=N7cR2gArCFE
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PROOF IN CONCEPT
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Rocky Top Middle School - Targeted Tutoring
• Outcome: Middle Grade Math

• Problem: Gaps in CMAS math performance 
between general student population and 
students on IEPs or qualifying for free or 
reduced lunch

• Root cause: Not enough time to understand 
content during the school day

• Intervention: Change existing tutoring 
program to target students in the low-level 
math classes, where students on IEPs or 
qualifying for free or reduced lunch are likely 
to be; send targeted invites to families and 
hire substitute teachers to serve as tutors 
after shadowing the math classes to 
understand the content

What the data shows:
● 77% of students who regularly 

attend tutoring are closing the 
gap*

● 40% of students enrolled in “low” 
math classes have attended 
tutoring

● 84% of students enrolled in “low” 
math classes who regularly attend 
tutoring are closing the gap*

*Based on Winter 2018 6th & 7th grade MAP scores



35

Otho E. Stuart Middle School - Data on the Walls
• Outcome: Middle Grade Math

• Problem: Students performing below the 
state rate on 8th grade math CMAS exams

• Root cause: Students didn’t have ownership 
over their performance

• Intervention: One teacher put data about 
class scores on the wall. Students offered 
suggestions on how the class could improve 
its numbers, both student and teaching 
strategies. Based on the data and 
suggestions, the students and teacher would 
change how they did their work to make 
those scores go up. More teachers adopted 
this approach.

What the data shows
● 58.3% of Stuart students met or 

exceeded expectations on the 
2017 math CMAS exam, up from 
49.2% in 2015

● Stuart moved into the 
“Performance” state 
accountability rating in 2017

● 23% of Stuart 8th graders in met 
or exceed expectations on the 
2017 math CMAS exam, up from 
8% in 2016
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INTERESTED?

Is there an opportunity 
for improvement in 
your space?



37

WE CAN HELP YOU...

● Identify the problem you are trying to solve and/or the thing you are trying to 
improve

● Verify and understand the problem
● Do a root cause analysis
● Determine what is within your sphere of influence and control to do about it
● Determine HOW you will MEASURE or tell if what you do is working in real 

time
● Launch into STUDY and ACT, STUDY and ACT

Using the A3 to map out your work!
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NEXT STEPS YOU CAN TAKE...

1. Sign Up for a LEANing In Session
a. Full Day Workshop for You AND Your Team

2. Our Team will connect to coach and prep you for that workshop 
after you have set up

Upcoming Dates
• July 30th - Contact Ashley to Sign Up

• September 13th - Sign Up Online

• November 8th - Sign Up Online

Visit ACYI.org/Institute/ContinuousImprovementTrack to Sign Up!
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• Equity Track
○ The Cradle to Career Experience – The Cradle to Career 

Experience provides participants the opportunity to develop                   
a greater understanding of how each critical transition point 
(cradle to career outcome) in a child’s educational progress 
impacts future success and opportunities into adulthood.

■ June 27, 2018 | 2:30 PM – 4:30 PM

■ Community Reach Center, 1870 W. 122nd Ave., STE 100, 
Westminster

• Leadership Development for Systems Change TRACK
○ Leadership Insights From Dr. Pat Greco: Leadership 

Insights into Supporting a Culture of Continuous Improvement.

■ July 24, 2018 | 10:30 AM – 12:00 PM

■ Community Reach Center, 1870 W. 122nd Ave., STE 100, 
Westminster

OTHER INSTITUTE OPPORTUNITIES

SIGN UP 
ONLINE!



 

• Support with TEGA Interviews

• Sponsor the Catalyst for Change Breakfast or a 
CAN

• Be a Table Captain for our Annual Catalyst for 
Change Breakfast

• Contact us for further ways to engage with us!
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OTHER WAYS TO SUPPORT THIS WORK



Together We CAN.
ACYI.org
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QUESTIONS?

Thank You!


