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1.	 Introduction

Thank you for signing up to be a part of the Demand, Capacity and Flow 
Quality Improvement (QI) Collaborative. We are looking forward to working 
with you across the next 2 years.

This starter pack has been developed to help you think about how 
your project might take shape. Your allocated QI coach will arrange an 
introductory meeting and cover the points in this booklet.

1.1.	 About the Demand, Capacity and Flow 
QI Collaborative

The national Demand, Capacity and Flow (DC&F) QI Collaborative was 
launched by the Royal College of Psychiatrists’ National Collaborating Centre 
for Mental Health (NCCMH). 

The aim of the DC&F QI Collaborative is to support mental health community 
and inpatient teams to:

	� understand demand
	� develop and test change ideas to improve flow
	� reduce waiting lists and manage demand in creative ways.

The focus will be on supporting the following specialities and service types:

	� children and young people’s mental health services (CYPMHS), Formally 
CAMHs

	� talking therapies 
	� psychological therapies in SMI (severe mental illness)
	� autism services.

The collaborative will be overseen by our national Improvement Lead (Dr 
Amar Shah), and NCCMH Director (Tom Ayers), with support provided by our 
experienced team of QI coaches.

http://www.rcpsych.ac.uk/dcfqi
http://www.rcpsych.ac.uk/nccmh
http://www.rcpsych.ac.uk/nccmh
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1.2.	 Timeline and key dates
The collaborative will run for 2 years, launching in April 2025. During the 
first 6 months of the work QI coaches will work with teams in helping to 
understand their systems, and develop a change theory through process 
mapping and creating a driver diagram. Teams will be supported to 
co‑produce their work through an equity lens. The following 18 months will 
be spent developing and testing ideas and embedding change.

Launch
Monday 7 April 2025  
from 10am to 3pm, at RCPsych Prescot Street.

Learning sets
Wednesday 16  July 2025

Monday 20 October 2025

Thursday 22 January 2026

Thursday 16 April 2026

Thursday 16 July 2026

Thursday 8 October 2026

Thursday 14 January 2027

Thursday 8 April 2027.

QI coach support across the timeline
Over the course of the 2-year collaborative, your dedicated QI coach will 
provide you with direct support:

At 0–6 months – to map out your systems through flow 
charting, to help you identify your project aim and theory of 
change, and to create your measurement plan.

At 6–24 months – to help you think of creative ways to achieve 
your aim through the generation and testing of change ideas, 
and to support the collection of data.

At 20–24 months – to support you to think about the 
implementation and sustainability of your changes, and to review 
existing or new process maps. Teams will be encouraged to reflect 
on their projects successes and challenges through storytelling, 
an important part of the QI work.
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2.	 Support from NCCMH

Your dedicated QI coach will support you to achieve your project’s goals by 
providing you with an introduction to QI, with a focus on co-production and 
equity. They will support you to use QI tools, and will run coaching sessions 
with your project team. Throughout the coaching sessions, your coach will 
help you apply QI methodology to your project, supporting you to generate, 
plan and test change ideas.

As part of the collaborative, you’ll have access to:

	� A learning community to share and learn with.
	� Your QI coach alongside you through your QI 

journey.
	� A platform to record the progress of the project.
	� Senior Sponsor support within your organisation, 

to ensure you are fully supported with you project.
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3.	 Requirements for teams

When taking part in the DC&F QI Collaborative, 
each participating organisation will be required 
to identify the service(s) or team(s) that they want 
to take part in the work. We advise discussing this 
with the identified service before putting them 
forward for the programme, as well as with your 
internal QI team.

Organisations should support the service(s)/team(s) to form a project team 
comprising a project lead and a core team with diverse roles. An organisation 
will be required to identify a senior sponsor for the team.

To help you think about the roles and responsibilities of all involved, we have 
outlined these roles in more detail below:

3.1.	 Senior sponsor
A senior sponsor is an executive who will promote and support the work. We 
suggest that this is someone at Director level, who can help unblock barriers, 
champion the work within the organisation and help engage partners.

3.2.	Project leads
If you haven’t already done so, you’ll need to identify someone from your 
organisation who will lead your DC&F work.

They will need dedicated protected time to establish and lead the project 
team, including time to plan and hold regular project team meetings.

Project leads will be responsible for forming the project team and driving the 
work forwards.

3.3.	Project team members
Members of the project team will help move the work forwards, with 
everyone being responsible for taking on actions so that progress is made 
between each meeting.

Lived experience
A crucial part of a project team is the role of lived experience members. It’s 
important that your project team includes people with lived experience from 
the start.
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3.4.	Other support
Project leads and senior sponsors should consider what additional support or 
resource is required for the project. For example, it will be helpful to consider 
roles such as business administrators, team administrators or members of 
the organisation’s QI team.

For further guidance, see our Roles and Responsibilities resource.

3.5.	Dedicated time
Teams will need time for regular project 
team meetings, which will help keep 
momentum with the work. As a guide, we 
suggest a 1-hour meeting every fortnight, 
at a regular time. It’s important for all team 
members to join these meetings.

It’s important that the project lead has 
capacity to drive the project forward. 
Considering the need for protected time 
or having a co-lead are ways that can help 
ensure this will happen. Protected time will also allow the project lead to 
work closely with the QI coach and Senior Sponsor. Setting regular meetings 
will ensure there is dedicated time for the team to meet their QI Coach, who 
will guide them through the process. 

Across the collaborative, the team will be required to attend seven quarterly 
learning sets. It’s important that organisations provide time and support for 
teams to prepare for and attend these. Senior Sponsors and Project leads are 
required to support the project team to test changes, collect data, to help 
them understand the impact of the work and implement the changes. 

The eight quarterly learning sets are hosted at the Royal College of 
Psychiatrists in London, and are usually held between 10am and 3pm.

https://www.rcpsych.ac.uk/docs/default-source/improving-care/nccmh/demand-capacity-flow/demand-capacity-and-flow-resources/demand-capacity-and-flow---qi-roles-responsibilties.pdf?sfvrsn=d5df0105_6
https://www.google.co.uk/maps/place/Royal+College+Of+Psychiatrists/@51.5115268,-0.0721848,18.5z/data=!4m5!3m4!1s0x4876053c9a5f778d:0xc705e1f71acd1ef3!8m2!3d51.5115055!4d-0.0713052
https://www.google.co.uk/maps/place/Royal+College+Of+Psychiatrists/@51.5115268,-0.0721848,18.5z/data=!4m5!3m4!1s0x4876053c9a5f778d:0xc705e1f71acd1ef3!8m2!3d51.5115055!4d-0.0713052
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4.	 Beginning your QI project 

4.1.	Forming a project team
Project team sizes will vary. In our experience the most successful teams have 
had a variety of roles within their team, and typically have between five and 
eight members.

Teams can comprise staff from a range of disciplines. They might include:

	� clinical staff
	� support staff
	� managers
	� admin staff
	� people with lived experience (who may be current patients or past 

service users), and more.

As a guide, examples of who you may wish to include are listed below:

	� people with lived experience, their families and carers
	� data analyst or data champion (to support with data collections and 

data interpretation)
	� senior leaders in your organisation
	� key stakeholders (for example, people from other organisations or teams 

across your organisation)
	� other members of your organisation with expert knowledge of demand, 

capacity and flow issues
	� internal trust QI team representatives.

4.2.	Initial stages 
Your QI coach will contact you soon after 
the collaborative’s launch, to arrange a call 
to introduce themselves and outline the 
support they will provide. This support in 
the initial stages will include:

1.	 Helping your project team identify the early tasks that need to be done 
(such as identifying a project lead, forming a project team, and setting 
up regular team meetings).

2.	 Helping your team to think about how you will ensure a focus on equity 
is embedded into your work and there is lived experience involvement 
throughout. 
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3.	 Process mapping your current processes/pathway to identify blockages 
and the area of focus for your quality improvement project. This process 
will also enable you to identify who may be missing from your project 
team.

4.	 Supporting you to develop your quality improvement project – setting 
an aim and developing your theory of change – that is, a shared theory 
of (a) how you’ll achieve your aim, (b) what changes you might make 
that will lead to improvement, and (c) a plan for how you’ll measure the 
impact of those changes. What’s your theory? is a helpful resource that 
explains how to use driver diagrams and describes the theory of change. 
QI Coaches will guide you through this process, including an ideas 
generation session to identify change ideas that you can test as part of 
your work.

4.3.	Ongoing support
1.	 Helping you to supporting the team to run effective team meetings.
2.	 Planning how you’ll support teams to communicate and work together 

effectively.
3.	 Teaching your team about QI methodology, and using  

QI tools.
4.	 Supporting your team to apply QI methodology to 

generate, plan and test change ideas (including  
Plan-Do-Study-Act [PDSA] cycles and the use of  
real-time data).

5.	 Supporting you to work with stakeholders, including 
patients, frontline staff, and carers, friends and 
families.

6.	 Meeting regularly with the Senior Sponsor, to discuss 
the team’s progress and highlight any areas of support.

7.	 Facilitating collaborative-wide communication and idea-sharing 
(such as planning learning sets, hosting phone clinics and producing 
materials).

8.	 Thinking with you about (a) how you’ll maintain regular contact with 
your QI coach and methods of communication i.e., phone, email, online 
meetings and in-person visits.

http://www.apiweb.org/QP_whats-your-theory_201507.pdf
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Our QI Team delivering the collaborative will be:

Cle
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entine Fitch Bunce

Q
uality Improvement Coach

Jaz Seehra

Q
uality Improvement Coach

Renata Souza

S
enior Quality Improvement A
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Josh Bailey

Q
uality Improvement Coach

Anna Roach

Q
uality Improvement Coach

Rachael McGowan

Q
uality Improvement Coach


	1.	Introduction
	1.1.	About the Demand, Capacity and Flow QI Collaborative
	1.2.	Timeline and key dates

	2.	Support from NCCMH
	3.	Requirements for teams
	3.1.	Senior sponsor
	3.2.	Project leads
	3.3.	Project team members
	3.4.	Other support
	3.5.	Dedicated time

	4.	Beginning your QI project 
	4.1.	Forming a project team
	4.2.	Initial stages 
	4.3.	Ongoing support


