
Intro to ACYI and Continuous Improvement
CI 101
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INTRODUCTIONS

Youth Initiative                 
Institute Team

FACILITATORS
• Lisandra Gonzales, Chief 

Operations Officer

SUPPORT
• Ashley Edinger, Institute & 

Communications Manager

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 its role
• Understand what Continuous 

Improvement is
• Understand how it can help improve 

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

3

SESSION GOALS
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VITAL SIGNS
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Education is a lifeline

From the Center for Poverty 
Research - University of California, 
Davis 



DATA DISCUSSION

With your elbow partner:
◼ What is most interesting to you about this data?

◼ How does this data make you feel?
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GROUP WORK



Education is the 
clearest indicator of 

life outcomes, 
employment, 

income, and is a 
predictor of 

attitudes and 
well-being.
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WHO WE ARE

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



“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
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 An Outcomes 
Focused Approach

● CANs
● Institute



• A Partnership ...(not a program)

• We believe that education is the 
economic drive

• Everyone has a role
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TO SUMMARIZE… WHO IS ACYI?
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USED ACROSS 
MANY SECTORS

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

Above all else…

WHAT IS CONTINUOUS 
IMPROVEMENT?
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DEFINITION OF IMPROVEMENT

Improvement means…

● The elimination of unnecessary hassle
● Improving outcomes
● Problems are solved



Planner
Traffic Officer
Fire-Fighter

Problem Solver

Coach
Facilitator

Resource Allocator
Conductor
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CHANGING ROLES
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CONTINUOUS IMPROVEMENT TRAINING
Belt Credentials

● Understand basics of Continuous Improvement
● Attend ‘Intro to ACYI and Continuous Improvement’

Yellow Belt Recognition ● Prepare to be a team member of a CI effort
● Attend a full day Level 1 training

● All of the above
● Be a team member of a successfully completed CI effort

Green Belt Recognition ● Prepare to lead a CI effort
● All of the above AND attend Level 2 training

● All of the above
● Lead one successfully completed CI effort

Green Belt Methodology 
Expert

● Utilize different CI tools in leading CI efforts
● All of the above AND lead three successfully completed CI efforts

● Utilize different CI tools in leading CI efforts
● All of the above AND lead five successfully completed CI efforts
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SYSTEM

PROCESS



When you think 
about this concept 
of improvement… 
How is improving 
a system different 

from an improving 
a process? 

Are they related? 

How?
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IMPROVEMENT KEY POINTS

● Focus on Improvement 

● Improve constantly and forever

● Training on the job

● Everyone works to reach the 
transformation

● Leadership is not a title

● Drive out fear

● Break down barriers

● Eliminate slogans

● Remove pride



“Not tending to a 
toxic culture is 

fatal. Fixing 
culture is the 

most critical and 
the most difficult 

part of 
transformation.”

-Gerstner
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STOP!

Improvement is NOT:

“Chasing” isolated initiatives 
“hoping” something helps
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Continuous improvement is a journey, 
an ongoing effort to improve 
community conditions 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
○ Digital interviews face-to-face with youth, 

parents, and community members

● Adams County Student 
Survey
○ Asks students their opinions about life at 

home, school, and the community

AUTHENTIC 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 this framework...
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CONTINUOUS IMPROVEMENT TOOLS
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A3: YOUR BLUE PRINT



A
3 

TO
O

L

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 (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?

Problem Statement & Background



THE A3

◼ What is the A3?
◼ Why is it called an A3?
◼ What do you notice about the left side 

versus the right side of the A3?
◼ Why do you think we start on the left side 

of the A3?
◼ What would happen if we started on the 

right side instead?
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GROUP WORK



“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


PROCESS MAP - WHAT IS IT?

◼ Visual that illustrates the current state of work done to get a 
target population to an end goal 

Target 
Population Strategy Strategy Strategy END 

GOAL
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WHY USE IT?

◼ To understand which strategies are actively being applied to a target 
population

◼ To identify gaps in strategies
◼ To identify where youth are falling out of the process
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SAMPLE PROCESS MAP
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“We get brilliant 
results with our full 
team with brilliant 
processes. 

Others get average or 
worse results from 
bright people who 
can’t see their broken 
processes.”

- Katsuaki Watanabe, 
CEO Toyota
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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 

• 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

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

attend closing the gap*

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

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

*Based on Winter 2018 6th & 7th grade MAP scores
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CONTINUOUS IMPROVEMENT IN THE 
CLASSROOM
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Otho E. Stuart Middle School - Data on the Walls
• Outcome: Middle Grade Math

• Problem: Students performing below the 
state in math

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

• Intervention: Based data and suggestions, 
students and teacher change how they did 
their work to make scores go up.

What the data shows
● 58.3% of Stuart students at grade 

level in math, up from 49.2%

● Stuart moved into the 
“Performance” state 
accountability rating

● 23% of Stuart 8th graders at 
grade level in math, up from 8%

*Based on CMAS math exams 2017
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CONTINUOUS IMPROVEMENT IN THE 
CLASSROOM
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INTERESTED?

Is there an opportunity 
for improvement in 
your space?
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NEXT STEPS YOU CAN TAKE...

1. Sign up for a deep dive into the ACYI Theory of Action

2. Sign up for a 30 minute Zoom Coaching Call

3. Assemble a Team

4. Sign up for a coaching session

5. Complete the first three boxes of your A3

6. Participate in our “LEANing Into Results” Workshop
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• Educator TRACK
○ UIP: Mythbusting and Maximizing 

• Equity TRACK
○ The Cradle to Career Experience

OTHER INSTITUTE OPPORTUNITIES

SIGN UP 
ONLINE!
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1. Support with TEGA 
Interviews

2. Become a Catalyst 
Club Member

3. Contact us for further 
ways to engage with 
us!

OTHER WAYS TO 
SUPPORT THIS 
WORK



Together We CAN.
ACYI.org
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QUESTIONS?

Thank You!


