
What does QI Coaching look like?

The QI coaches are in place to support all 
aspects of the design and implementation 
of PERIPrem within your trust. How the  
QI coaches work will depend on the level 
and type of input you need but there is  
no fixed description of the support that 
can be given.

The QI coaches can offer support and 
advice on all aspects of the QI planning, 
design and implementation.  They can  
also offer insight into issues units may face 
by drawing on learning and experience 
from previous QI projects as well as 
supporting teams to work together to 
share experiences. 

QI coaches can help facilitate unit based QI 
workshops, problem shoot, find resources, 
share experiences and demonstrate QI 
methodology. Ultimately the direction the 
working dynamic between the coaches and 
the PERIPrem teams take is driven by the 
needs of the clinical units and will differ 
due to a range of different factors. 

The PERIPrem QI coaches  
can help you with:
• Assess the level of QI experience and 

capability within your team to identify 
key areas for coaching and support 

• Give access to QI resources and 
PERIPrem project tools to support the 
design and implementation process. 

• Support you to create bespoke unit  
level action, implementation and 
embedding plans

• Facilitate unit based QI workshops, 
problem shoot, find resources, share 
experiences and demonstrate QI 
methodology. 

• Support you to work in a collaborative 
approach with all perinatal teams across 
the West and South West of England  
as part of the “ PERIPrem Community”

• Support PERIPrem Community joint 
working and communication through 
online learning events and social media. 

• Develop an action plan for sustainability 
and adoption beyond the involvement  
of QI coaches

Implementing 
PERIPrem –  
Quality Improvement 
Essential ingredients for making 
breakthrough improvements  
as a perinatal team



How do we get started  
with PERIPrem?

How do we maintain contact  
with the QI Coaches?

We are in the process of holding launch 
meetings with each team in the region. We 
will provide background to the care bundle 
and discuss the bundle elements. We will 
share a regional dashboard which will provide 
an approximation of where your unit is 
against each of the relevant bundle elements. 

Following the meeting, we will get in touch 
to discuss how you would like coaching and 
QI support to work with your team. We 
will be able to support and coach teams 
through the start-up phase of the project. 

We have launched our PERIPrem website, 
which hosts a range of resources including 

a webinar series on each of the bundle 
elements. We are moving our QI resources 
on line and will share this when it is 
available. It will include a series of QI 
webinars that explain the principles of QI  
in relation to perinatal improvement. 

We hope as QI coaches to maintain regular 
contact and updates. This is less of a 
governance tool but rather a mechanism to 
foster sharing of knowledge and problem 
solving. The QI coaches exist in this project 
to support the design, development and 
implementation of PERIPrem and for 
this to happen effectively then regular 
communication is essential.

You are encouraged to keep 
communicating with the QI coaches along 
your implementation journey. You can do 
this by telephone emails, and video calls, 
but the QI coaches are flexible and want to 
agree on a way that suits your team. This 
could include a unit WhatsApp group (we 
hope to establish communication channels 
for the entire PERIPrem community) skype, 
tele or video conferencing.  

What is important to remember is that the 
impact of coaching relies on how much 
you engage in it. What this translates into 
is that keeping regular agreed contact and 

communicating with the coaches is your 
best chance of fully benefiting from the 
PERIPrem project. On this note, the coaches 
stress that whilst they understand that 
clinical work will always take precedence, 
it is essential to keep to agreed coaching 
sessions or to rearrange in the first instance. 
The QI coaches will work with you to 
identify what type of contact will suit you 
and your team as well as agreeing fixed 
dates for contact, be that telephone, face 
to face or teleconferencing.  The QI coaches 
will be supporting 12 units across the 
region and ask that all teams strive to keep 
previously agreed coaching appointments.



As well as offering a chance to develop 
your technical QI skills through workshops 
and training sessions, the learning events 
provide an  opportunity to come together 
and share experiences of designing 
and implementing PERIPrem with your 
colleagues who are on the same journey  
in the region. We are adapting our ways  
of working to provide learning events 
online as whilst we continue to be 
restricted by COVID-19. 

As with all of our work, there is QI 
methodology underpinning the way we 
operate. This way of working, based 
around three learning events follows the 
IHI Collaborative Model for achieving 
Breakthrough Improvement. The 
Breakthrough Series is designed to help 
organisations close the gap between what 
we know and what we do in healthcare 
settings by creating a structure in which 
interested organisations can easily learn 
from each other and from recognized 
experts in topic areas where they want 
to make improvements. A Breakthrough 
Series Collaborative is a short-term  
(6- to 15-month) learning system that 
brings together a large number of 
teams from hospitals or clinics to seek 
improvement in a focused topic area; 
in this case, reducing brain injury and 
mortality in preterm babies.

Why do we need to attend  
learning events?
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Implementing PERIPrem – 
Steps for success

Essential ingredients for making breakthrough 
Improvements as a perinatal team

Step 1 - 
Embrace QI  

Quality Improvement methodology 
provides a framework through which 
you can bring together your perinatal 
team, promote strong leadership, 
enhance partnership and collaboration, 
and grow evidence based innovation to 
improve the experiences and outcomes 
for preterm babies. However, this relies 
on the enthusiasm of your Perinatal 
team, accurate and realistic planning, 
risk and issue forecasting, and trust 
and team buy in. The PERIPrem QI 
coaches can support this by sharing QI 
knowledge and techniques, offering 
hands on support and promoting 
collaboration between units. It is worth 
remembering however that the final 
and critical missing ingredient is the full 
participation and buy in of the clinical 
members responsible for the design and 
implementation of PERIPrem.

Step 2 - Invest 
in Partnership 
Working 

No midwife,neonatal nurse, neonatologist 
or obstetrician is an island, and there is 
strength in numbers. You cannot design a 
system wide improvement project without 
representatives from all of the parts of the 
pathway. Partnership and collaboration 
are at the heart of the PERIPrem approach. 
Working together to identify all of the 
key areas and to problem solve from the 
points of view of the parents, midwives, 
neonatal nurses and doctors as well as  
any other significant members of the  
team will support improvements that  
are efficient, innovative and long lasting. 

➜

It is rare that we are resourced with a 
direct line to a dedicated support service 
when designing and implementing clinical 
initiatives. The PERIPrem project team have 
worked on many neonatal and obstetric 
QI initiatives, either side of the design, 
implementation and sustainability aspects 
and can offer first-hand experience as quality 
improvement coaches. Don’t hesitate to 
request input into particular aspects of  
the improvement journey or to ask for  
a guided tour of the entire process.



How to reach staff working on different 
rota’s, with different clinical backgrounds 
alongside the demands of a busy obstetric 
and neonatal unit is a strategy that at times 
may seem impossible to approach. Thinking 
creatively and with the understanding 
and insight of a colleague will support the 
development of a training programme that 
is innovative in its reach as well as impactful. 
Use your own experiences as a clinician  
that has received training and plan time  
to understand how best training is  
received by your team members. 

The same applies when changing a process 
or implementing a new pathway. Investing 
time in identifying what will hinder success 
and what will facilitate its implementation 
will result in changes that whilst won’t 
immediately be the answer to the problem, 
will be intuitive to the needs of the micro 
system.  This then provides a platform  
for the next iteration of the pathway  
or process, using the Plan Do Study Act 
(PDSA) model of QI.

Successful quality improvement is more 
likely to be seen when the solution is 
developed in line with the needs of the 
people using and delivering it, rather  
than the tailoring of a process to fit  
the environment.

The data sets that are generated 
throughout the improvement journey are 
not just a marker of success nor do they 
exist to just shine a light on slow progress. 
Understanding trends and looking back 
to the cause of decreases or increases 
will give context to the PDSA cycles and 
inform the way changes are made to the 
process in the next round of PDSAs. 

The data also serves as an intervention 
and an impactful communication tool. 
Illustrating the local progress, particularly 
against the national picture will highlight 
to the team the direction of improvement 
and can be used as a communication 
tool when working with colleagues to 
understand barriers and facilitators.

Step 3 - Mine 
the Microsystem; 
identify your 
barriers and 
facilitators

Step 4 - 
Understand  
the Numbers 

Step 5 -  
Prioritise  
Planning 

There is a relatively short timeline to 
this project and many aspects that need 
targeting, set against the backdrop of the 
daily clinical and operational demands 
within units. Understand the working 
patterns of the team; take care to predict 
any contextual factors which will negatively 
impact the progress of the improvement 
project (seasonal demands, staff turnover 
etc.). An effective way of managing this 



project is to develop a project plan, risks 
and issues plan and a communication plan 
to complement the implementation and 
training plans. The PERIPrem project team 
have a range of tools and will support  
you through this process. Don’t be put 
off by the ‘dryness’ of this aspect of the 
project, it can take many forms and can  
be as comprehensive or as ‘light’ as suits 
the team operational style and dynamic.  

Learning from previous initiatives, such  
as PReCePT highlighted that perinatal  
QI can be done rapidly, but momentum 
must be maintained for time pressures to 
have a positive impact on delivery. Setting 
aside the time to predict the risks, barriers 
and facilitators to the progress of the 
study in your in unit is important, it will 
foster creative and strategic thinking in 
how to shape the study to best fit your 
local context.

Step 6 - 
Promote an 
Experimental 
Culture

During the improvement process, errors 
are good if they lead to an innovative way 
to overcome them in the future. PERIPrem 
Perinatal teams are encouraged to use 
creativity, intuition and logic teamed with 
experience in order to identify innovative 
and fresh solutions as part of the PDSA 
Cycle. Working in a collaborative way 
to allow everyone to input their ideas 
will facilitate this process. Embedding 
quality improvement methodology into 
the working methods of the clinical unit 
will have wider benefits than PERIPrem; 
it will provide a mechanism for future 
continuous improvement work

As a PERIPrem Unit, you immediately become 
part of a wider network of clinicians who are 
taking ownership of improving outcomes 
for preterm babies in the region and also 
working to embed the PERIPrem bundle 
within their individual trusts. It is important 
to take advantage of this community, 
sharing lessons learned and solutions to 
obstacles within the clinical environment 
will enhance the work driven by your project 
team and support its success. The PERIPrem 
Project Team and QI coach will encourage 
communication by creating spaces to do so, 
both electronically and face to face. 

The overall, long term outcome of the 
implementation of PERIPrem within trusts is 
the reduction in brain injury and mortality 
in pre-term babies.  However it is important 
to recognise the wider influence of the 
project, including the legacy of embedding 
quality improvement methodology within 
your trust. Once the momentum for Quality 
Improvement is increased within a unit, it 
becomes easier to apply the principles to 
other areas of service delivery.

Step 7 - Share 
Experiential 
Learning, work 
collaboratively 
and communicate


