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Session Objectives

• Identify and apply approaches to design, improve, evaluate, and learn for 

system-wide impact at both the organisation and community level

• Discuss on how to set up a system of improvement work to facilitate 

learning and progress towards aims

• Compare and contrast learning system features for improvement work 

that happens across an organisation versus across a community

After attending this session, attendees will be able to: 



Session Outline
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Why do we need learning systems? (15 min)  

What is a learning system? 

IHI’s Learning System and Case Studies (15 min)

Jönköping Learning System (15 min)

Q&A (15 min) 



Let’s get grounded: 
Exploring the Audience 

Experience with Learning 
Systems



Your experience….

1. How does your organization track QI projects 
and initiatives that are “in-flight” – describe 
your system for reviewing and learning from 

individual projects?

2. What opportunities are there for “course 
correction” to ensure success?



Some of our thoughts about why most organizations 
don’t have robust or reliable learning system

Lack of…
…time and resources to support a learning system
…infrastructure for learning, overall
…culture that supports and values interdependence of the work
…individual project design that builds in learning
…funding structures and decision-making processes that require 
and make space for learning and connected projects (silos)



Possible Consequences of Poor/Missing 
Evaluation & Learning

• Success – may not reach aim

• Understanding/learning -  not able to know why/how it succeeded (or not)

• Bias - will not be able to establish causal pathway

• Scalability - will not be equipped to scale the project

• Dissemination – harder to publish/influence others



Benefits of Systematic Evaluation

Compatibility: Do we have 
standard project and evaluation 
designs to ensure a common 
language for learning across the 
system?

Integration: How do our multiple 
projects goals align with and 
contribute to the larger systems 
goal? 

Learning: Do we have a system 
of learning that allows projects 
to learn from themselves 
and each other?

Design Feedback: Does our 
learning system loop back to 
strengthen future designs



What is a learning (health) 
system? 



Learning is

 the process of acquiring new understandings, 
knowledge, behaviors, skills, values, attitudes, and 

preferences. 

Some learning is immediate, induced by a single 
event, but much of the skill and knowledge is 

accumulated from repeated experiences. 
Learning-induced changes generally last a 

lifetime…



A system is...
A group of interacting or 

interrelated elements that 
operate together to form a 

unified whole



A learning system is…

a structured approach to continuously 
improving healthcare processes, 

outcomes, and practices by 
systematically collecting data, 

analyzing it, and using that 
information to drive improvements.

The goal is to continuously evolve and 
improve through shared learning and 

iterative testing.



A culture of shared 
knowledge and 

learning facilitates 
improvement



Elements of a Learning system

• Shared purpose: Cultivate a highly engaged community 
with shared purpose, focused on unprecedented results 
and urgency

• Rapid learning: Scientific methods to support rapid, 
real-world learning and evidence generation 

• People and capabilities: Invest in the people, 
capabilities, digital infrastructure, and organizational 
platform needed for unparalleled success

• Scale and sustainability: Address the drivers (policy, 
financing, social determinants) that ensure enduring, 
scalable, relentless improvement

 Learning systems promote the 
ongoing exchange of knowledge, 
experiences, and feedback within 
healthcare organizations, teams, 

and even across the broader 
healthcare ecosystem. 



IHI’s Program Theory and 
Learning System



IHI’s Aim

Partner with our 
customers to deliver 

better care and 
better health to 
100M people by 

2030*

Impact



Partner with our 
customers to 
deliver better 

care and better 
health to 100M 

people by 2030*

AIM WHY HOW WHAT

1. Major gaps in 
safety and 
effectiveness

2. Widespread 
inequities in health 
and health care

3. Systems 
vulnerabilities

1. Education & 
Certifications

2. Networks & 
Conferences

3. Consulting & 
Partnerships

Innovative and practical scientific 
improvement methods

IHI’s System of  Work

Our Mission: 
To improve health and health care worldwide

Our Vision: 
Everyone has the best care and health possible

Our Values: 
Courage, Love, Equity, & Trust

IHI’s Program Theory



IHI’s Strategy on a Page 
Where our Home Team brings value to IHI 

1. Health and healthcare 
professionals

2. Leaders of health and 
healthcare organizations, 
governments, philanthropy

3. Educational institutions

For the benefit of patients and 
families, populations, and 
communities

Customers
(who?)

• Global reach, local delivery 
in prioritized countries 

Regions/
Geographies

(where?)

1. Evolve the practical, reliable 
application and evolution of 
improvement science, including 
using AI and technology to better 
meet customer needs and provide 
evidence of return on investment

2. Innovate around the current and 
next set of key problems in health 
and health care

3. Make customer journey more 
explicit and wrap IHI’s products 
and services around it

4. Focus on 2 to 3 hyper-scalers per 
geographic market to build a willing 
coalition and greater impact

Strategies
How?

• Integrated across:
1. Education & 

Certifications
2. Networks & 

Conferences
3. Consulting & 

Partnerships

Service Lines
(what?)

• Quality domains – safety, 
equity, efficiency, 
effectiveness, timeliness, 
patient-centered

• Clinical areas – maternal, 
surgical, pediatric cancer, 
primary care, diabetes, 
behavioral health, 
age-friendly

Products/ 
Services

(what about?)

Fewer, bigger, better, together (FBBT)

• To improve health and health care 
worldwide

• Partner with our customers to 
deliver better care and better health 
to 100M people by 2030

Higher Purpose
Why?

Value Proposition: IHI drives the reduction of preventable suffering, improves health 
outcomes, and enhances patient and workforce experiences globally. Our science-based 
improvement methods, networks, and commitment to equity and innovation produce 
sustainable, impactful results and outcomes. Health organizations, professionals, and 
communities achieve transformational change and operational excellence through our 
comprehensive services.



3 Elements of our Learning System
1. Core Components of 
QI Project Design

2. A Framework for QI Evaluation and 
Learning

3. A Design and Learning System to Ensure Impact and Dissemination



1.  Core Components of a QI Project Design

1. System(s) Understanding

2. Improvement Aim(s)

3. Measurement and Learning

4. Content Theory

5. Execution Strategy

6. Communication and Sharing



2.  Framework for Evaluating QI 



3. IHI’s Design and Learning System to Ensure 
Impact and Dissemination

Project 
proposal and 

plan developed

High Level 
Core Design 

proposed

New Project 
Considered 
by Project 

Team

Launch 

Core          
Design              

(6 components)

Evaluation 
Design              
(3 FEQI 

questions) 

Core          
Design              

(6 components)

Milestone 
Call 2: 

Learning and 
adapted design

Project 
Evaluation & 

Adaptation of 
Design

Project 
Evaluation & 

Adaptation of 
Design

Project 
Evaluation & 

Adaptation of 
Design

Each project reviewed 2-3x per year

Milestone 
Call 1: 

Learning and 
adapted design

Milestone 
Call 3: 

Learning and 
adapted design



Integrating Project into System-wide Design, 
Learning and Dissemination

Incorporation of 
project learnings into 

New designs

Internal Dissemination 
(Knowledge Hub, staff 

meetings, “Yearning 
for Learning”)

Contribution to 
organizational 

impact

External 
organizational 
dissemination



Learning System Design

Achieve and 
demonstrate 

results  

Learn from 
programs and 

projects  

Communicate 
about programs 

and projects 
(internally and 

externally)  

Use what we learn 
to continually 

improve: 

Current projects and 
programs (both 

within and across 
projects)  

How IHI develops, 
designs, resources, 

supports and evaluates 
projects and 

programs  

An efficient, effective, equitable learning system that supports IHI to:  



Learning System Improvement Theory  

Key ActivitiesAim:   
Steward Milestone Call process (ensure at least 
2 calls in the last 13 months and 3 over the 
course of their lifecycle)
Steward Yearning for Learning calls

Provide support and coaching (both “proactive” 
and as requested) to Delivery teams for Learning 
activities (i.e., consults, guidance on how to 
prepare for MC, etc. 

Measures:
• % eligible projects with coaching prior to Milestone Call
• % eligible projects with a Milestone Call in the last 6 months
• % projects with Milestone Call Summary report submitted 

within 4 weeks of call
• # monthly attendees at Yearning for Learning
• # visitors to Project Learning page
• % satisfaction/ usefulness of learning system (Milestone Calls 

and Yearning for Learning calls)

Analyze data from learning activities to identify 
key learnings and ensure these are disseminated 
internally and externally 

1

2

3

5

4

Steward the development and implementation of 
an IT solution to facilitate reflection and learning 
across IHI projects 

An efficient, effective, equitable learning system that 
supports IHI to 
1. Achieve results, 
2. Learn from initiatives for better designs, dissemination



Supports at 2, mutually-reinforcing levels

Project-level
• How to conduct 

Measurement, Evaluation 
and Learning activities 
within a project

• Pause and reflect
• Standard work, supports

Organization-wide
• Synthesis of learning and 

results across IHI



Learning mechanisms

Learning events (e.g., Milestone calls, Yearning for Learning, Munch & Learns)

Content-specific learning communities (e.g., internal Workforce Wellbeing Exchange)

Synthesis of learning and themes across events;  

Asynchronous virtual resources (e.g., the Project Learning page, organizational dashboard, 
“Learning Hub,” IHI blog and website, and other external dissemination products)

Project consults and coaching 

https://ihicambridge.sharepoint.com/sites/KnowledgeBase/SitePages/Project%20Learning.aspx


Our Learning Activities in Numbers

Milestone Calls (MC) since Jan 2023

Median Eligible Projects that completed a MC in the 
past six months

Yearning for Learning Calls since January 2023

107 
67% 

Learning Page views>2,000 
23 

Mean Projects on track54% 



Milestone Calls 
Structured meetings based on IHI 

Framework for Evaluation of QI 

Project team assembles every 6 months:

• Reflects on progress and results-to 

date 

• Hears reflections from “outside eyes” 

experts (feedback friends)

• Incorporates learnings and makes 

adjustments to enhance results



Purpose of Milestone Calls

Evaluate: Evaluate 
progress and distill 

learning 

What is happening in the 
project? What are we 

learning?

1
Act: Real-time coaching, 

advising & problem-solving 
to support project teams 

overcome barriers, maintain 
momentum

What, if anything, might 
we do differently (or keep 

doing)?

2
Communicate: Plan for 
sharing & dissemination 

of learning

What, how, and with whom 
should we share?

3

Experiential Objectives: Build a culture of shared learning within the project (sites, partners) and across IHI 
and partners; Contribute to team thriving and joy



Framework for Evaluating QI 
(FEQI)

I appreciate having the 
structured questions and a 

systematic process to enable 
more robust evaluations of 

our KP 3 and 4 
results-oriented projects. The 

framework supports us 
with routinely capturing 
learning, progress and 
results, while providing 

insights that inform 
changes to strengthen our 
projects and maximize the 
achievement of results.– 

Vice President, IHI



Standard Agenda and Template (80 min)

Topic Time

Setting the Stage
Welcome, Introductions, IHI Mission, MC Purpose, Values 
& Guardrails

10 min

Evaluate
Project snapshot, Detailed response to the 3 Evaluation 
questions

35 min

Act – consider project redesign (or follow up design 
consultation) 

15 min

Communicate – what is the dissemination plan (internal 
and external) 

15 min

Wrap-up & Debrief – including reflections on what worked, 
could be improved re Milestone Call

5 min



Post-call Summary

What? 
Brief synopsis of project results, learning & 
actions 
When? 
1 week after Milestone Call,  submit 
via Learning Event form
Why? 
• Sharing learning across IHI 
• Support other project teams
• New project design and development
• Synthesize info for Dissemination



 Experience of Milestone Call 
participants



Validity of the FEQI 
I appreciate having the structured questions and 

a systematic process to enable more robust 
evaluations of our KP 3 and 4 results-oriented 
projects. The framework supports us with 

routinely capturing learning, progress and 
results, while providing insights that inform 

changes to strengthen our projects and 
maximize the achievement of results.– 

Vice President, IHI

"It prompts reflection on aspects of 
content, design and delivery." 
Project Director or Senior Director 

"Comparing progress to predictions 
makes sense and aligns with MFI 

thinking." 
 Improvement Advisor



Learning mechanisms

Learning events (e.g., Milestone calls, Yearning for Learning, Munch & Learns)

Content-specific learning communities (e.g., internal Workforce Wellbeing Exchange)

Synthesis of learning and themes across events;  

Asynchronous virtual resources (e.g., the Project Learning page, organizational dashboard, 
“Learning Hub,” IHI blog and website, and other external dissemination products)

Project consults and coaching 

https://ihicambridge.sharepoint.com/sites/KnowledgeBase/SitePages/Project%20Learning.aspx


IHI Knowledge Base





Learning informs testing and improvement  



IHI Project Learning “Library”



Our Learning Dashboard



One Case Study 





Learnings to date

Addressed Challenges:
Variable leadership engagement 🡪 Meetings between 
executives and Department of Health leaders; monthly 
progress reports to celebrate gains; friendly competition 
by showing health services’ relative progress 
Inconsistent organizational understanding of “good flow” 
🡪 “Internal Agreements and Standards”
Some engaged health services not making progress 🡪 
Intensive support model
High Impact Principles: 
1) Focus on what is within your control; 2) Focus on 
“high-leverage” change ideas; 3) Focus on daily flow 
management
Environmental Facilitators:
Relative stability in the health sector (post COVID-19 
lockdowns/restrictions); increased comfort with sharing 
data; government support; strong rapport between 
participants and IHI team

Open Questions

1. How can IHI support and encourage continuous 

improvement in flow when the collaborative is 

time-limited? 

2. What are the optimal methods of engaging leaders 

in improving flow across the entire system rather 

than just their specific health service? 

3. What approaches will contribute to accurate 

identification of the design and execution elements 

that had the strongest positive impact on results? 

Act. 
Adaptations based on progress and learning

Evaluate. 
Learnings to date



Case study:
Region Jönköping County as 
a learning system.

Peter Häyhänen 
Chief Executive of Learning and 

Innovation, 
Region Jönköping County, Sweden
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Region Jönköpings län
Region Jonkoping County

375 000 inhabitants (3,5% of SWE)

19,5% not born in Sweden

13 municipalities, one big city

10 500 employees

Partner of IHI +20 years 



Do you have trust in the 
healthcare you receiving?



Access to specialized out-patient care



% ED turntime within 4 hours 



Access to surgical treatments



53
Staff turnover ratio

Solvency 2024 comparison Sweden 



HOW?
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Esther

What is best for Esther?

• Take responsibility for your step

• Simplify for next step

• Give feedback to previous step

• We work together!



Esthers and her family
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FOR A GOOD LIFE IN AN
ATTRACTIVE REGION



Mesosystem

Microsystem

Macrosystem

Appriciation of a system
58
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Everyday life

Support for body 
and soul

Primary care

Specialized 
care

Together for best possible 
heath and 

equal healthcare



For a good life in 
an attractive 
region

Collect facts and ideas.

Plan and 
prioritize

Improve 
systematically

Measure and 
track progressOur system

Quality as a strategy
How we lead and develop Region Jönköping 
County
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• Potential Leders: 

o Future leader program, 
o Improvement leader, 
o Leading not beeing a manager

• Leadership programs

• Directors – Top leaders program, IHI events, study visits

Leadership training programs

Role New   Experienced
1st line managers Green track Blue track

2nd line managers Red track Black track



Keeping the 
system together & 
focused

• Stable leadership and consistency in purpose, 
vision and strategy

• One system – primary care, ambulance, phone 
service,  out-patient clinics, 3 hospitals

• MPG – Clinical Program Committee 2 times per 
year + Local MPGs 

• Storgrupp sjukvård – All 2nd line,  managers and 
wice a ear system

• Monthly meeting top management of healthcare

Improvements

Strategy

Learning from each other

Challenge status que

What is best for Esther?

Sound long term financial stewardship



150 different registries for research 
and 
improvement

Diver - Region Jonkoping BI portal 1300 reports 

Data is essential to support learning



Qulturum
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Qulturum



Questions



Exploring Solutions in Your 
Systems and Contexts



Discussion Questions

How is the portfolio of work 
organized in your system?

Is there a learning system across 
projects in your context?

If yes, how is the learning system is 
set up? Where might there be 
opportunities to strengthen?

What are you learning across projects 
in the system? 



Closing Reflections

Photo: MEM



Thank YOU!

jarrieta@ihi.org

@IHI (Follow us!)

@jafet-arrieta

For more information:

IHI.org

pbarker@ihi.org

mailto:jarrieta@ihi.org
mailto:jarrieta@ihi.org

