
@lauradesveaux            @NoahIvers

If you build it, will they come?
What it takes to make audit and feedback work 

in practice

Laura Desveaux PhD, PT
laura.desveaux@thp.ca

lauradesveaux

Noah Ivers MD, PhD
noah.ivers@wchospital.ca

NoahIvers

#AF2019

mailto:laura.desveaux@thp.ca
mailto:noah.ivers@wchospital.ca


• Introductions
• Review of theory 

Agenda • Understanding failure and success
• Engagement with A&F
• The role of coaching
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Introductions
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What is A&F, why might it help, when might it not?
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UNPACKING THE BLACK BOX OF A&F
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A&F: State of the Science
– Cochrane 2012 review – 140 trials of audit and feedback, median absolute 

improvement +4%, interquartile range +1% to +16%
– Larger effects were seen if:

• baseline compliance was low
• the source was a supervisor or colleague
• it was provided more than once 
• it was delivered in both verbal and written formats
• it included both explicit targets and an action plan

Ivers (2012) Cochrane Library
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A&F: State of the Science
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BEFORE WE BUILD IT, WE NEED TO KNOW HOW IT WORKS
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A&F Best Practices
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Brown et al, Imp Sci 2019; 14:40.

Clinical Performance
Feedback Intervention 

Theory (CP-FIT)
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Learning from failureDoes a shift in feedback display improve performance?

2 x 2 FACTORIAL TRIAL

Comparator: Top 25% Comparator: Mean
Framing: - Framing: -

Comparator: Top 25% Comparator: Mean
Framing: + Framing: +
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… BUT 
ENGAGEMENT 

WAS 
SUBOPTIMAL
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A&F only works if people engage with it
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What is meaningful engagement?
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Learning from Failure

• Goal must be clearly stated
• Utility must align with recipient goals
• Perceptions of feedback influence engagement
• Approach to practice influences perceptions of feedback

MEANINGFUL CONTENT >> A STRONG VISUAL
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ENGAGEMENT DOESN’T JUST HAPPEN
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A&F Best Practices

Coherence Cognitive 
Participation

(Collective) 
Action

Reflexive 
Monitoring
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Strategies to Increase Engagement

Remember:

User preference ≠ Scientific evidence
Consider context and observe interactions
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Think of a frustrating user 
experience you’ve had.

What motivated you?
What would help you engage?
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Learning from failure

ESTABLISH MEANINGFUL CONTENT FIRST

…THEN CONSIDER USABILITY AND RELATIVE ADVANTAGE
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How do primary care physicians engage 
with A&F?

Data isn't 
useful

This data 
sucks

My patients 
are 

different

This data 
sucks

My patients 
are different

Unsure 
what data is 
telling me

Don't know 
what to do 

in response

How it started

How it’s going
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Bridging the gap: 
Facilitated Feedback & Coaching
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Stage 1: Build rapport and relationship

Stage 2: Exploring reactions & perceptions

Stage 3: Exploring understanding and opportunities

Stage 4: Coaching for performance change

Sargeant et al, AMEE 2013 Annual Meeting, Prague.

R2C2 Model of Feedback
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Facilitated Group Feedback
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Cooke et al, Imp Sci 2018; 13:136.

Precursors

Relationship building
Question choice

Usability
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Facilitated Group Feedback
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Cooke et al, Imp Sci 2018; 13:136.

• Navigate through reactions to data
• Understand their data
• Create a plan for change

Note - A “coaching-oriented approach” with prompts is essential
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1. Engaging physicians up front is key

 Co-design both the purpose and the content to 

ensure alignment and buy-in
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Adopting Facilitated Group Feedback –
Early Insights
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2. Characteristics of the facilitator matter
• Internal to the organization

• Has an intrinsic interest and commitment to A&F and practice 

improvement

• Works diligently to drive implementation forward

• Enthusiastic and persistent

30

Adopting Facilitated Group Feedback –
Early Insights
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Adopting Facilitated Group Feedback –
Early Insights

3. Bridge the gap to point-of-care decisions 

• Practice-level data highlights underlying patterns

• Use data to reflect on underlying habits and heuristics

• Help link insights to action
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What is coaching & how do you do it?
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Operationalizing Coaching

• Physicians engaged in A&F voted for any and all colleagues they felt 

would be a good coach

• Top rated coaches were approached with the aim to have 

representation across sites

• Participation in a two-hour training session

• Strategies documented and shared with coaches
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Operationalizing Coaching

External 
control
• external 
feedback
•lack of 
control
• threat

• emotion -
“bad me”

Internal 
control
my data to 

use
• my 

opportunity
confidence
• “I’m in 
control”

•

•

Facilitator: listen, accept, motivate, coach
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Be clear 
about the 
purpose & 
design for it
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Help people 
understand 
their data
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Help people 
improve by 
changing 

processes, 
not trying 

harder
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