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A3
The A3 is a structured report that tells the story of an improvement and what’s being done to achieve it. We have adapted it for the Child and Youth Mental Health and Addictions sector to follow the Lean Six Sigma (LSS) structure of a project we use for quality improvement at the Knowledge Institute on Child and Youth Mental Health and Addictions: Define, Measure, Analyze, Improve, and Control. As such, there are tools that you may employ from LSS at each phase. It serves as a communication tool that captures all the necessary information, fosters agreement, and helps the team stay on track. It is a living document, so teams are encouraged to revisit and update the A3 throughout their project. Please connect with us if you have any questions about using this particular tool at Quest@cymha.ca. 
Project details
	Project title:
	

	Project sponsor:
	

	Project lead:
	

	Team members:
	


Define
Business case/project background
Describe why you chose this project, who it impacted and the original problem. Think back to why you chose to embark on your QI project and the information that supported this initiative. 
Opportunity/problem 
Objectively describe what is happening, explain why it matters, and identify the burning platform. 

Goals 
What did this project aim to accomplish?

What is your goal statement (SMART objectives)?

What is your problem statement? Use the 5W2H tool to help guide this.

Scoping and engagement
	Start of process:
	

	End of process:
	



What was included in the scope? 

What wasn’t included in the scope?

Who was involved in and impacted by the project and how were they engaged?

How were youth and families engaged?

Measure
Data collection and analysis
What data will help you assess the baseline of this issue (goal statement and current state) and progress of the project? Things to consider are the goals of the QI project, clues to root causes and possible change ideas, and the use of data visualization, which all may be found in your data collection plan. 

Analyze
Root cause analysis
What issue did your team identity by collecting and analyzing data? What did they learn from this process?

What was determined as the cause(s) of the issue? Was this the true root cause or was there a deeper cause?

How did your team determine the root cause(s) of the issue/problem? What tools were used, and which parties with a vested interest were engaged?

How did your team determine the root cause(s) of the issue/problem? What tools were used and which stakeholders parties with a vested interest were engaged?

Improve
Recommendations for improvement
What change(s) did your team identify as potential improvements? If applicable list them all.

How did your team identify the potential solution(s) to implement?

Plans for improvement/change ideas
Utilize the following table to describe the main actions that were taken to reach your goal (e.g. high-level improvement implementation plan).
	What was done?
	By whom?
	In what timeframe?

	
	
	

	
	
	

	
	
	

	
	
	



Control
Sustaining the results 
What is the difference between the improvement results and the baseline data?

How did you determine this change led to an improvement? (e.g., what kind of things did you observe to indicate the solution was working?) 

What is the plan to monitor and sustain any improvement(s)? 

How do you plan to spread, replicate, or scale up the improvement to other areas or services (if applicable)?


Additional notes
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