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STOPLIGHT 
 
RED Bad – Fail - Miss 
YELLOW OK – Almost 
GREEN Good – Success 
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STOPLIGHT 
 
Universal 
Clear Definitions 

Static 
Lacks Nuance 
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Your organization tells your 
Board that this year, we will 
increase client satisfaction by 
10%. 
 
At the end of the year, client 
satisfaction increases by 5%. 
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Your organization sets a grant 
goal with your funder to double 
your count of clients served this 
year. 
 
At the end of the year, the same 
number of clients were served 
as the previous year. 
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Your organization tells an 
accrediting body that you will 
document and implement an 
organization-wide Quality 
Improvement Plan. 
 
At the end of the year, the Plan 
is shared and you are 
accredited. 



BUT WHAT IF…
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Your organization tells your 
Board that this year, we will 
increase client satisfaction by 
10%. 
 
At the end of the year, client 
satisfaction increases by 5%. 

IS THIS A FAIL?

 Based on mid-year client 
feedback, clients shared that 
your buildings don’t feel 
welcoming.

 Your organization completes 
facilities checks, town halls with 
clients and staff, then develops 
and implements a plan to 
improve.

 Half of your locations have been 
updated by the end of the year.
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Your organization sets a grant 
goal with your funder to double 
your count of clients served 
this year. 
 
At the end of the year, the same 
number of clients were served 
as the previous year. 

 Your organization plans to expand 
their service area this year. 

 Staff notice that the needs of 
these communities are different 
from who we originally served. 
Staff are not equipped with the 
practices to best serve this area. 

 Your organization pauses 
expansion and trains staff in 
appropriate practices for the rest 
of the year.IS THIS A FAIL?
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 Your Quality Team writes your 
organization’s Quality 
Improvement Plan the week 
before its due to the accreditor.

 Your executive team reads the 
plan and approves. 

 The Plan is not revisited until the 
next accreditation cycle.

IS THIS A SUCCESS?

Your organization tells an 
accrediting body that you will 
document and implement an 
organization-wide Quality 
Improvement Plan. 
 
At the end of the year, the Plan 
is shared and you are 
accredited. 



PROGRESS OVER 
PERFECTION
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PROGRESS OVER PERFECTION
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How do we emphasize progress towards 
a goal instead of simply whether we 

achieved or not? 

Relationship-
based Reflective Documented



QUALITY IMPROVEMENT APPROACH

13

• Capacity Building
• RelationshipsBuy In

• SMART(IE), OKR’s, KPI’s
• Reflection

Goal Setting 
+ Tracking

• Data Storytelling
• Outcomes, ImpactReporting

Which parts of 
quality 

improvement? 



PEOPLE FIRST
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EXECUTIVES
• Accountable to 

agency goals
• Less connected to 

daily work
• Sets tone for QI 

culture
• Director, C-Suite

MANAGERS
• Leaders and 

contributors in QI 
initiatives

• Oversees daily work
• Manage direct 

service employees
• Supervisors, 

Coordinators

FRONT LINE 
EMPLOYEES
• Front line view of QI 

opportunities and 
impact

• Directly working with 
clients and families

• Teachers, Clinicians, 
Case Workers

What do 
we mean? 

 
Which 

people? 



PAST PRESENT FUTURE
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Past Present Future

We’ll share how we’ve 
implemented each 

part of the process for 
each internal 

stakeholder group in 
the past.

We’ll share what 
worked and what 

didn’t.

We’ll share how we’re 
currently 

implementing each 
part of process for 
each stakeholder 

group in the present.

We’ll share how we 
adjusted based on 
what worked and 

what didn’t.

You will provide 
feedback on the 

approach and share 
what’s worked and 
what hasn’t worked 

for you and your 
organizations.

How do we expand 
this to Front Line 

Employees?



BUT FIRST…
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STARFISH FAMILY SERVICES
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400+
Employees

2000
Clients Served 
Annually

Early 
Childhood 
Education

Behavioral 
Health 

Services
16 Locations 
in Metro Detroit

MAP PLACEHOLDER



ORGANIZATIONAL STRUCTURE
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ORGANIZATIONAL STRUCTURE
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QUESTIONS 
SO FAR
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BUILDING 
BUY IN
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BUY IN 
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Past Present

Set several high-level organizational priorities 
Picked metrics at the beginning of the year 

Revisited at the end of the year for the Board 

EXECUTIVES

What Worked 
• Fulfilled requirements 

for an annual plan
• Able to articulate to 

Board what those 
priorities are

What Didn’t Work 
• Missed opportunity to 

check in on progress
• Difficulty speaking to 

priorities with their 
teams

Not Bought In – Checked the Box 



BUY IN 
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MANAGERS

Reminders of high-level priorities 
Asked to provide end of year data + narrative 

What Worked 
• Protected capacity to 

manage day to day

What Didn’t Work 
• Limited awareness
• Difficulty seeing their 

teams in priorities
• Hesitancy to provide bad

data

Not Bought In – Gotchya Moment 

Past Present



BUY IN 
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Retain and attract 
qualified talent. 

EXECUTIVES

Past Present

How + when do we know 
if we’re not achieving?

Without buy in, what we 
tracked was not actionable.

Without buy in, we missed 
an opportunity to improve 

and problem solve.



BUY IN 
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Built relationships 
Built capacity 

What did we do? 

• Included Quality 
team in Priority 
Planning

• Standing time on 
monthly Executive + 
Department 
Meetings

Past Present



BUY IN 
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Built relationships 
Built capacity 

What did we do? 

• Included Quality 
team in Priority 
Planning

• Standing time on 
monthly Executive + 
Department 
Meetings

Past Present



BUY IN 
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Built relationships 
Built capacity 

What did we do? 

• Included Quality 
team in Priority 
Planning

• Standing time on 
monthly Executive + 
Department 
Meetings

Past Present

Make QI Approachable
• What’s in it for you?

Consistent + Persistent
• Show up

Model Curiosity
• Ask questions



BUY IN 
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Past Present Future

FRONT LINE 
EMPLOYEES

When thinking about building buy in with front 
line staff in QI… 

Poll #1 
On a scale of 1-5, how 
would you rate the current 
level of buy-in front line 
staff have for QI?

Poll #2 
What is one ‘people-first’ 
way our organizations can 
increase front line buy-in?



GOAL SETTING + 
TRACKING
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GOAL TRACKING
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EXECUTIVES

High-level priorities were the goals 
Limited tracking throughout the year 

What Worked 
• Broad enough priorities

What Didn’t Work 
• Hard to measure
• Limited review
• Disconnect with what their 

teams were tracking

High-level Priorities are not  
Actionable Goals 

Past Present



GOAL TRACKING
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MANAGERS

Set and tracked department + grant goals 
Limited tracking throughout the year 

What Worked 
• Closer to the work
• Quick QI wins

What Didn’t Work
• Unused data
• Tracking inconsistent 

across departments
• Disconnect with what 

executives were tracking

Tracking to Track 

Past Present



GOAL TRACKING
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MANAGERS

Past Present

Provide high 
quality services. 

What does this mean 
and how do we use it?

Without aligned goal 
setting, what we tracked 

was not relevant.

Without review, we missed 
an opportunity to improve 

and problem solve.

How many clients did 
we NOT see this year?

How many clients did 
we see this year?



GOAL TRACKING

33

Guided Reflection 

What did we do? 

Past Present

• Created structured 
reflection spaces

• Facilitated guided 
conversations

• Themed insights

When goal setting with 
managers

What’s already being done that 
moves this agency goal forward?

What is a priority for you?

When reflecting on goals 
throughout the year

What barriers are you facing that’s 
slowing the team’s progress?

What’s something that worked for 
you to move forward?

What supports do you need from 
other teams? Executive team?



GOAL TRACKING
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Guided Reflection 

What did we do? 

Past Present

• Created structured 
reflection spaces

• Facilitated guided 
conversations

• Themed insights



GOAL TRACKING
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Guided Reflection 

What did we do? 

Past Present

• Created structured 
reflection spaces

• Facilitated guided 
conversations

• Themed insights



GOAL TRACKING
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Guided Reflection 

What did we do? 

Past Present

• Created structured 
reflection spaces

• Facilitated guided 
conversations

• Themed insights

Make QI Approachable
• What’s in it for you?

Consistent + Persistent
• Show up

Model Curiosity
• Ask questions



GOAL TRACKING
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FRONT LINE 
EMPLOYEES

When thinking about departmental goal 
tracking with front line staff… 
 

Poll #3 
How often are your front 
line staff reviewing and 
reflecting on departmental 
metrics?

Poll #4 
What is one people-first 
way allows front line staff 
to reflect on departmental 
metrics?

Past Present Future



REPORTING
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REPORTING
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EXECUTIVES

Past Present

Data team compiled metrics across teams 
Spreadsheet print outs, dashboards 

End of year ‘Stoplight’ update to the Board 

What Worked 
• Clear, straight forward

What Didn’t Work
• Point in time
• Did not close the loop
• Lacked the fuller story

Static – Lacking Nuance 



REPORTING
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EXECUTIVES

Past Present

$$$

$$$ $$$

Small n

At the end of 
the year… 

What did we learn?
How will did we improve?



REPORTING
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EXECUTIVES

Past Present

At the end of 
the year… 

What did we learn?
How will did we improve?



REPORTING
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Past Present

Consistent 
Documentation 

What did we do? 

• Documented 
progress as a story 

Through-line from high-
level priority to team HOW Progress to YOU Story of WHY



REPORTING
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Past Present

What did we do? 
Consistent 

Documentation 

Where could we 
use additional 

supports?

What are we doing to 
improve?

More dynamic 
view of 

progress• Documented 
progress as a story 



REPORTING
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Past Present

What did we do? 
Consistent 

Documentation 

• Documented 
progress as a story 

Make QI Approachable
• What’s in it for you?

Consistent + Persistent
• Show up

Model Curiosity
• Ask questions



REPORTING
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Past Present Future

FRONT LINE 
EMPLOYEES

After hearing about this 
people-first approach… 

Poll #5
On a scale of 1–5, how likely are you to look for fuller 
stories of progress to quality at your organization?

EXECUTIVES

MANAGERS



TAKEAWAYS
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TAKEAWAYS

Buy In Past: Check the Box + Gotchya Moments

Present: Leveraging Relationships + Building Capacity

Future:

Goal 
Setting + 
Tracking

Past: Missing Call to Action + Tracking to Track

Present: Guided Reflection

Future:

Reporting Past: Static  + Lacking Nuance

Present: Documentation to Storytelling

Future:



FINAL 
THOUGHTS
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RESOURCES

Toolkit
• Facilitation Prompts + Recommendations

Templates
• Reporting + Viz

Reading List
• Measure What Matters


