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Case Study of a Breakthrough Series Collaborative
 Investigate the use of the Breakthrough Series Collaborative (BSC)
methodology for improvement to promote adoption of traumainformed practices in the ECE context.

Funding: This project was funded by the Boston Public Health Commission, by Grant No. 2011-MU-MU-K003 awarded by the Office
of Juvenile Justice and Delinquency Prevention, Office of Justice Programs, U.S. Department of Justice. Points of view or opinions in
this document are those of the author and do not necessarily represent the official position or policies of the Department of Justice.

What is the Breakthrough Series Collaborative?
 A continuous quality improvement method designed to
close the gap between what we know and what we do
 Promotes spread & sustainability of improved/new
practices
 Extensive evidence about this method in health care,
child welfare
 Institute for Healthcare Improvement, www.IHI.org
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BSC Literature Review:
Culture of Continuous Learning Project

https://www.acf.hhs.gov/opre/resource/culture-of-continuous-learningproject-a-literature-review-of-the-breakthrough-series-collaborative-bs
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The Collaborative Process
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Research Questions

1. How was the BSC methodology implemented in the
ECE context?
2. How did ECE programs improve trauma-informed
practices as a result of the BSC?
3. How did the BSC influence organizational capacity for
improvement?
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How the BSC Works to Influence Change
 Address organizational and systems barriers
 Engage frontline leadership
 Shifts power dynamics and the locus of control for
driving change
 Build capacity for organizational improvement
 Data for improvement (vs data for evaluation)
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Research Methods
• Descriptive, multiple case study
• Exploratory
• Hypothesis testing
• Considerations in choosing research approach
–The focus on trauma-informed practice
–Uncertainty or choice in the focus of improvement
–No prior published research on BSC in ECE
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Sources of Data
Data Sources

Participant Group(s)

Number

Meeting
observations
In-depth
individual
interviews

BSC Staff and Faculty, 6 Child Care Center Teams

107 meetings

Child Care Center Team Members (mid-point and
post BSC); BSC Faculty and Staff (post-BSC)

58 interviews

Classroom
observations:
pre, mid, post
(CLASS)
Documents

6 Child Care Programs, 16 classrooms observed

48
observations

BSC Staff and Child Care Centers: improvement
tracking forms, monthly metrics, team selfassessments, intranet posts, agendas

43 documents
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Key Findings: New Structures Established
• Regular cross-role meetings
–Brought teachers and parents to the table with administrators
• Affinity group meetings
–Brought together those who share the same role in their
program
• Cross-team/inter-organizational meetings
–Brought staff/parents from different programs together
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Key Findings: Structures Enabled Changes in Relationships
Structures

Shifts in Relationships

1. Regular cross-role meetings
 Brought teachers and parents to the
table with administrators

Elevated teacher and parent voice
and leadership

2. Affinity group meetings
 Brought people together across
programs by their role (teachers,
directors, parents, etc)
3. Cross-team meetings
 Brought teams from different
programs together

Shifted power dynamics with
program director
Created safety for those who share
the same role to discuss challenges
and solutions; empowering
Exposure to new ideas and diversity
of perspectives, vicarious learning,
hope
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Teachers
• “[Through my participation in the BSC] I've become a stronger
teacher; It's let me spread my wings into the project and made
me feel strong and that I deserve the same respect as all
involved in the BSC.”

• “I found my voice a little bit”
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Parent
• I like our parent meetings because when we first started, we
were all a little shy … but if you go to one of our parent
meetings now, you'll think that we all hang out outside of the
meeting because of the way that we talk to each other, we
interact with each other, the way we throw out ideas at each
other, which is what I like so... I don't only have my own
opinion. I get to hear somebody else, like, ‘Oh, that would
actually be a good idea. Maybe we should try that.’
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Key Findings: Work Processes
New routines and protocols
1. Metrics: collection and use of data
• Collected monthly metrics and discussed/analyzed together
• Ex: # of behavioral disruptions today; # of children about whom two-way
communication took place between teaching staff and parents/caregivers
2. PDSA cycles and PDSA Tracker From
• Learned how to test small changes, to see if they worked, and learn how to
make continuous improvement

Key Findings: Enabling Changes in Work Processes
Structure

Shifts in Relationships

Work Processes

1. Cross Role
Team
Meetings

Elevated teacher and parent
voice and leadership

Use of PDSA planning and tracker form;
all team members identify and test
changes

Shifted power dynamics with
program director
2. Affinity
Group
Meetings

Created safety for those who
share the same role to
discuss challenges and
solutions; empowering
3. Cross-Team Exposure to new ideas and
Meetings
diversity of perspectives,
vicarious learning

Share ideas and reflect on use of PDSAs
and metrics

Routine sharing of metrics/data across
teams
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Routines for using
Plan, Do, Study Act Cycles
In the beginning I was trying to communicate with [this parent]. I offered to do her child's
progress report over the phone. So I felt like I was taking the steps and she was kinda like
brushing it off.
And then I was just like, “Okay, that didn't work.” Through the [BSC] program I learned, “Okay,
that didn't work, so what am I gonna do next to try to communicate with that parent?” … Not
just “That didn't work, okay, I'm just gonna back off,” And that's when the PDSA of the e-mail
came to mind.
So I think that's definitely a good example of how my parent approach has changed. Now I'm
persistent in a way that's respectful, like okay, I feel like this parent doesn't like the face-to-face
communication or might have her reasons why not. So this e-mail worked for her. I just have to
keep trying and find another way if something doesn't work. - Teacher
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Implications & Lessons Learned
• BSC influenced organizational change
–Shifts structures, relationships, and work
processes/practices
–Engaged individual and collective leadership within
programs
• Challenges of evaluating a constantly emerging and dynamic
change process
• Importance of collecting data about the process
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