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 Step Comments Record Your Steps 
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1. What are you looking to 
change? 

What outcome will be different when 
the system works as you want it to? 

 

2. How do you measure this 
phenomenon? 

Are you clear that it’s measured 
accurately? Does everyone understand 
that you’re measuring precisely this 
(and that if it isn’t measured in this 
way, it didn’t happen)? 

 

3. Once you’ve agreed on 
the measure, how much 
variation do you see across 
your office? 

Is everyone moving in the same 
direction (systemic issue)? Is there 
much variation across Supervisors, 
Workers? In short, is it something that 
needs to change across the whole 
office, or is it a unit issue, or, is it 
worker-specific? At this point, it does 
not matter WHY; only what is. 
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4. Why are you getting the 
performance that you’re 
seeing? 

Understand why before you decide to 
change anything. This is the most 
important step to understand; otherwise 
you are wasting your time. Identify 
those things that are within your 
control and what is not. (Case reviews 
may offer some insight here.) 
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5. In light of your 
explanation, what do you 
have control over that you 
will do differently? 

What will you do over how long a 
period of time in order to achieve what 
kind of change? (Specificity is needed.) 

 

6. What will you look at to 
know if you’re making a 
difference/gaining ground? 

Be specific, up-front, about how you 
will track progress. Case readings, 
process measures, interviews, peer 
reviews, etc. Note that you might not 
yet see change in outcomes as these 
often take a longer time to show 
change. Again, be specific. 
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7. Set up a work plan Who will do what to whom and when? 
Who will confirm that it’s happening? 
How often will this get reported back? 

 

8. Track relentlessly This should be the subject (at least in 
part) of every unit and office meeting. 
Supervisors should have a role in 
including this in relevant discussions 
with individual workers, etc. What is 
management’s expectation? 

 

9. Formally report out what 
you’ve learned 

Tell your staff what you learned: what 
worked, what didn’t, what’s changed in 
your thinking, and what you’d like to 
do next. That is, back to #1. 

 

 


