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Session agenda
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1. What is needed to achieve reliability at 

scale?

2. Explore a change package

3. Define the elements of a change 

package

4. Discuss how to create a change 

package

5. Using change packages in practice



Learning objectives
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1. Identify the elements of a change 

packages

2. Situate the use of change packages in 

an improvement journey focused on 

achieving scale

3. Understand how change packages are 

developed, including the evidence 

chain connected to each idea 

presented 



All improvement requires 
change, but not all change is an 

improvement.
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The starting point for most 
organizations is a learning 

journey.
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Understand 
the current 

state 

Focus 
collective 

efforts

Learn in 
practice

Generate 
ideas for 
change

Sustain 
and spread

The Improvement Journey

Bennett, Grunow and Park 2019



The journey culminates in 
knowledge of how to improve a 

specific system.
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Delivering results at scale, 
across many systems, requires 
solutions to be simple, sound 

and accessible.
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Adapted from Sutton and Rao 2014



What is a Change Package?

1. A summative document reflecting the knowledge of how to achieve in practice.

2. Include a collection of evidence-based ideas that have proven themselves 
capable of delivering improvement in a local setting.

3. Often are accompanied by a case study demonstrating the improvement made.

4. Serve as a starting place for individuals and organizations pursuing 
improvement at scale
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Change packages seek to 
provide these simple, sound 
and accessible solutions as a 

starting point for improvement.
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Adapted from Sutton and Rao 2014



Small Group Activity

5 min

Skim through the Change Package provided.

I. What are the elements you notice?

II. What are you wondering about?

5 min

Discuss your observations with the others in 
your breakout room

As a group, be prepared to chat one 
observation or question about the structure of 
the change package when we return to the big 
room
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Welcome Back

I. Please take 1 min to type into the chat box a few reflections 
or questions from your breakout session.

II. Spend 2-3 min reading through the chat, notice any similar 
experiences or questions people are having regarding the 
structure of the change package.
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What are the elements of a change package?

1) Background Information

2) Problem Statement

3) Aim (outcome of interest)

4) Measurement System

5) Theory of Improvement

6) Detailed ideas to change the system

7) Evidence for ideas

8) Outcomes achieved

9) Narrative experience

10) Contributing Team
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What are we trying to 

accomplish?

Langley et al 2009
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Evidence for Ideas

Degree of Belief

Concept predicated on the extent to which the prediction can be supported by 
evidence and the similarity between the conditions under which the evidence was 
obtained and the conditions to which the prediction applies.
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Shewhart 1931, Langley et al 2009



Evidence for Ideas

1. Very strong – evidence generated by the authoring team (a shift or trend 
on a run or Shewhart control chart), presence in research literature or in 
practice elsewhere (with reference).

2. Strong – Locally generated evidence by the authoring team only. Often, 
this level of evidence is very good, but ideas may require adaptation 
elsewhere as the context shifts in a scaling effort.

3. Weak – present in the literature, but either untried locally by the authoring 
team or without demonstrable quantitative evidence of improvement in the 
local setting.

4. Very weak – belief and anecdote, often a good starting place, based in 
clinical knowledge or experience but with a word of caution that is yet to be 
proven at all in practice (either locally or in the literature).
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Kia Kaha Change Package, Ko Awatea, 2016
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How to create a Change Package?

1. Start and finish and improvement learning journey.

2. Gather/Collate key knowledge artifacts (process maps, 
checklists, PDSA cycles, pictures, diagrams, etc.) from 
the learning journey.

3. Use the structure described to develop a 
comprehensive narrative which includes both 
quantitative and qualitative experiences.
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How to use a Change Package?

1. Start an improvement learning journey with a 
previously created change package.

2. Adapt and adopt the practices described using the 
Model for Improvement and responding to local 
context.
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Small Group Activity

10 min

What insights about this tool are emerging for 
you?

What questions do you have about their use in 
practice?

Upon return we will move into a final time 
period for Q&A
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Questions & Discussion

???



A8. Turning Postsecondary Transitions and 
Aspirations Into Success: Using Data 
Systems and Routines

To submit your session evaluation:

Help us improve!

1. Navigate to the specific session page in the Summit 

mobile app or online web browser version

2. Scroll to the bottom of the page to find the link to the 

session evaluation survey 



© 2018 Carnegie Foundation for the Advancement of Teaching.

All rights reserved.
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THANK YOU
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