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Model for Improvement Refresher
• Developed by the Institute for Healthcare 

Improvement, the Model for Improvement (MFI) 
is a simple and powerful tool to accelerate 
improvement.

• The MFI is composed of two parts:
• Three Fundamental Questions
• The Plan-Do-Study-Act (PDSA) cycle, utilized to test 

changes and determine if the change is an 
improvement

• Three fundamental questions –
• Aim: What are we trying to accomplish?
• Measures: How will we know an change is an 

improvement?
• Changes: What changes can we make that will 

result in improvement?
• Change Concepts: Eliminate waste, improve work 

flows, focus on error proofing, change the work 
environment, etc.

• PDSA Cycle(s) –
• Plan: Plan the test or observation, including a plan 

to collect data
• Do: Try out the test on a small scale
• Study: Set aside time to analyze the data and study 

the results
• Act: Refine the change, based on what was learned 

from the test

MFI Model
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Applying the MFI to the Guam DPHSS’ Procurement QI Project: Quality Improvement Training 
with the Public Health Foundation

August 8-9, 2019 at the Pacific Star Resort and Spa Hotel  
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Applying the MFI to the Guam DPHSS’ Procurement QI 
Project: Forming the Procurement QI Project Team
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Applying the MFI to the Guam DPHSS’ Procurement QI Project: 
Identifying Opportunities for Improvement and Developing an Aim 

Statement
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Applying the MFI to the Guam DPHSS’ Procurement QI Project: 
Identifying Opportunities for Improvement and Developing an Aim 

Statement (cont.)

An opportunity exists to improve expenditure of the “Other Object Category”(OOC) 
funds (excluding personnel, fringe, and indirect cost budget categories) for four CDC-
federally funded programs within the Guam DPHSS’ Division of Public Health (DPH): 
Diabetes & Tobacco, Epidemiology and Laboratory Capacity Building (ELC), Public 
Health Emergency Preparedness (PHEP), and the Immunization programs. 

In FY 2018 these four programs were awarded $1,469,185 in “Other Object Category” 
(excluding personnel, fringe, and indirect cost budget categories) funds to support 
program goals.  Of that amount, $1,183,983 were spent, and $285,202 (19.4%) of 
awarded OOC funds were returned to the federal government, across all four programs. 

Our overarching aim is to improve the expenditure of the OOC funds in the four target 
programs by 10% by the end of FY2020; in FY2020, the four targeted programs 
received a total of $838,708 in OOC funds. Applying the improvement aim of 10% in 
increased spending to the total awarded amount (compared to FY2018) would result in 
an estimated returned amount of $78,839 by the end of FY2020.  

This project seeks to improve the procurement processes to assure that awarded funds 
are utilized as planned to improve the health of residents of Guam.
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Applying the MFI to the Guam DPHSS’ Procurement QI 
Project: Utilizing a Cause and Effect Diagram to Describe 

the Current Guam DPHSS Procurement Process’ 
Challenges
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Applying the MFI to the Guam DPHSS’ Procurement QI Project: Utilizing a 
Solution and Effect Diagram to Identify Potential Improvements to the 

Current Guam DPHSS Procurement Process
6. Identify 
Potential 

Improvements



Baseline Measures:

Ø To reduce the percent (by month) of requisitions returned by ASO or DPHSS Buyer due to 
staff error across all 4 DPH programs (compared to the FY18 average monthly return rate)

Ø To decrease the average number of days for processing of purchase orders less than $10,000 
across all 4 DPH programs (compared to the FY18 average number of days)

Ø To increase the number of staff trained on the procurement process across all 4 DPH 
programs (as compared to the number of staff trained across all 4 DPH programs in FY18)

Applying the MFI to the Guam DPHSS’ Procurement QI Project: 
Development of Baseline Measures
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Estimated Improvement in Unspent Funds 
across all 4 programs from FY2018 to FY2020

The overarching aim is to improve expenditure of “other 
object category” funds in the four targeted programs by 10% 
by the end of FY20, which would result in a reduction of the 
returned/unspent amount to an estimated figure of $78,839.

(Estimated) (Estimated)

Applying the MFI to the Guam DPHSS’ Procurement QI Project: Overall 
Aim’s Baseline Data Analysis
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Development of procurement 
SOPs, reflecting latest Gov. Guam 

procurement policy updates 

Development of sample 
procurement packages/job aids 
and preparation checklists for 
small requisitions, RFPs, IFBs

Training of DPH staff on the 
execution of the procurement 

process, in accordance with 
internal DPH best practices 

Development of a yearly 
procurement planning tool 

Training on the electronic AS400 
database for procurement entry 

and monitoring 

Development of a staff incentive 
package

December 2019 -
January 2020

December 2019 –
January 2020

February 2020

March 2020 April-May 2020 August-September 2020 

Applying the MFI to the Guam DPHSS’ Procurement QI Project: 
Development of Improvement Theories / Change Ideas
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Deployment of the Problem Selection Grid/Group Consensus

Problem/ Project: 
Improvement Theory

Importance (High, 
Medium, Low)

[Assign one value to each 
of the sub-aims below]

Impact (High, Medium, 
Low)

[Assign one value to each 
of the sub-aims below]

Control or Influence

[Assign one value to 
each of the sub-aims 

below]

Improvement or 
Opportunity Ranking

1= Highest Priority 
2= Moderate Priority 

3= Low Priority

Procurement Tools  
(1stpriority- shares team 
with SOP) 

High High Control 1

SOP Development and 
Implementation  
(1stpriority- shares team 
with Procurement Tools) 

High High Control 1

Staff Training  (1stpriority-
separate team) 

High High Control 1

Development and follow 
through of a Procurement 
Plan (2nd priority) 

High High Control 1

AS400 Staff Training (3rd

priority) 
High High Influence 1

Staff Incentives (4th

priority) 
Low Low Control 3

Applying the MFI to the Guam DPHSS’ Procurement QI Project: 
Prioritization of Improvement Theories / Change Ideas

7. Develop 
Action Plan



Applying the MFI to the Guam DPHSS’ Procurement QI Project: 
Development of the (Illustrative) Project Timeline

7. Develop 
Action Plan



Applying the MFI to the Guam DPHSS’ Procurement 
QI Project: Development of the Project Action Plan 
Using a PDSA Worksheet (Staff Training Example)

7. Develop 
Action Plan



Guam DPHSS QI Procurement Project in 
Summary



Guam DPHSS Procurement QI Project Organizational 
Longitudinal Effect(s): Diffusion of QI Processes 
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Guam DPHSS Procurement QI Project 
Success Factors

Sonja Armbruster, Public Health Foundation 
Performance Improvement Consultant

• Delivery of initial Quality Improvement 
training in August 2019; and provision of 
coaching and mentoring to the 
Procurement QI Project Coordinator, 
Bertha Taijeron

Samuel Aptekar, CDC Public Health Associate 
(PHAP) assigned to the Guam DPHSS 

Performance Improvement Management Office

• Key member of the Guam DPHSS 
Procurement QI Project team; provision of 
support to the QI Project’s sub-teams in 
development of their actions plans



Thank you to the following who provided 
support to this QI Project:

• Robert Greathouse, Regional Public Health Advisor
• Linda Unpingco DeNorcey, DPHSS Director
• QI Procurement Team Members
• PIHOA 
• Public Health Foundation
• CDC

Any questions? 


