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Everybody’s Business: Quality Management at an organisational level

How we’re running today’s session
1. We’d like you to be on mute whilst we present the core material

2. The chat is open throughout - please post any questions or comments
there
3. We’ll open for questions at the end of the presentation:

• Raise your hand if you’d like to speak (and don’t forget to unmute!)
• Post in chat and the chair will moderate questions to the presenter
4. If your tech fails, don’t worry – we’re recording so you can listen to this
later
5. Please feel free to continue the discussion after the event via email or on
Twitter #QcomQMS @TheQCommunity
6. And really don’t worry if the dog/child/window cleaner interrupts!
7. We’re recording and saving chat to share later

Everybody’s Business: Quality Management at an organisational level

Session format
Welcome &
Introductions

Webinar series &
brief outline of QMS

Aligning to Strategy
Kim Barnas

Breakout – what are
your thoughts?

Developing the
conditions for success
Russ Jewell

Andy Heeps

Ask the panel

Review &
Close

Quality Management Systems

Quality Management System Webinar series
Why isn’t
improvement
sustained?

“High performing organisations have quality management systems with
quality improvement, quality control and quality planning
co-ordinated and embedded.” Juran The Quality Trilogy 1986

Webinar Series
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Everybody’s
Business: Quality
management at an
organizational level

3
“Putting the man on
the moon” –
aligning everyone to
strategy
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“Work as done vs
work as imagined” –
making QMS a daily
reality

“Leading for Quality”
– how do we lead
where we are and
bring people with us?
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Aligning to Strategy

Kim Barnas, CEO
Catalysis

ThedaCare Healthcare Delivery System
ThedaCare Medical Center
Appleton

7200+ Employees

7 Hospitals
32 Primary Care Clinics
6 Behavioral Health Locations
ThedaCare Medical
Center Neenah

3 Home Care Locations
2 Employer Health Locations
1 Skilled Nursing Facility
1 Senior Living Facility

Executive Management System
Vision:

Strategic Plan

Business Plan

Mission:
Principles and Behaviors:

Strategic
Breakthrough/
Differentiators

True North Metrics
1. Patient Experience
2. Patient outcomes
3. Harm free care
4. Staff engagement

12-Month Key Operational Initiatives

■ New EMR…
■ Hybrid OR
■ …

5. Money matters

Strategic Initiatives
■ New Quality
Improvement
programme
■ Expand Primary Care…
■ New Long term care

Overlap

Operational Goals

■ “Improvement Projects”

■ “Running the business”

■ Value Stream Analysis

■ Continuous improvement

■ Rapid Improvement
cycles

■ Linked to Lean Management
through
Unit Scorecards and Catch-ball
discussions

■ Support from corporate
resources to achieve

■ Lean Management
System (catch ball)

Organisational Projects

Executive Management System
Operational Management: Key
Operational Initiatives and Big
Rocks- Should take about 80% of
system Resources

Operations: Wait/Work System/
Deployment Process

Processes and
tools that tie
systems together

Strategy Deployment: Strategy
and Breakthrough Initiatives –
Should take about 20% of
system resources

Executive Management System,
Strategy Deployment

Strategy Deployment

Aligning to Strategy:
Developing the conditions
for success
Russ Jewell, KPMG Partner
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WHAT DO WE WANT TO ACHIEVE?
For every member of staff to be able to say:

1
2
3
4

I come to work to deliver great care and improve how I do it
every day.

I understand what is important to our patients and the
organisation overall.

I understand how me and my team can contribute to
improving care for our patients.

Feel supported and connected through our management
routines and behaviours to deliver improvements,

Transformation is more than just a series of projects…..
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WHAT WE OFTEN SEE IN COMPLEX ORGANISATIONS
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DRIVING THE OWNERSHIP OF IMPROVEMENT

The typical organisation

The sustainable organisation
Improvements

Strategic

Strategic

Time spent

Time spent

Fire Fighting

Day Job

Executives

Middle Managers

Operatives

Improvements

Day Job

Executives

Middle Managers
Top Down

Very few, large issues
led by Execs

Too many, large
issues led by Execs

Operatives

Few medium issues
led by management

RIE

Lean
Event

Many small issues
led by frontline

Bottom Up

RIE

Small and Medium
issues overwhelm
management

Large
Projects

Large
Projects

Lean
Event

Daily continuous improvement
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INGREDIENTS FOR YOUR CONTINUOUS IMPROVEMENT CULTURE

Align
Everyone understands what
the key priorities are and how
their role can help to improve
performance. It is also clear
what behaviours and principles
they need to adopt in order to
get there

Results

Improve
Problem solving is a capability
that we need to develop in all of
our staff, using improvement
tools and techniques to deliver
daily continuous improvement as
well as data driven step change
projects – all aligned and helping
us deliver the strategy – i.e.
delivering our True North

Enable

Principles

Culture
(Behaviours)

Tools
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Systems

We need to ensure that staff
feel empowered and ‘skilled’
to own and drive
improvement in their areas.
We need a hard system of
management and
performance processes so
priorities are cascaded clearly.
We also need soft systems
where our leaders coach and
encourage, as well as holding
people to account for the
quality metrics they are
responsible for.

CATALYSIS BEHAVIOURS FRAMEWORK
[principles]

[leadership]

[management]
Organizing & Translating

ENABLE

Create value for the patient
Create constancy of purpose
Think systemically

Lead with humility
Respect every individual
Learn continuously

IMPROVE

ALIGN

Establish Direction

Focus on process
Embrace scientific thinking
Flow & pull value
Understand & manage variation
Assure quality at the source
Seek perfection

[front-line]
Setting & Achieving Goals

Develop a vision and
strategies to achieve that
vision. Set high but
reasonable targets.
Communicate the direction
on a regular basis.

Establish a structure to achieve
the plan. Organize and allocate
resources. Monitor structure to
ensure consistency and alignment
to plan.

Identify meaningful goals
that can be accomplished in
their area that directly affect
the overall vision and
strategy. Daily report on
status and needed support.

Motivate, Mentor, Inspire
Energize people to develop
and overcome barriers to
change. Daily be in the work
area to listen to understand.
Embrace failure; celebrate
success.

Empower, Involve & Coach
Empower authority within
parameters of area to improve and
solve problems. Break-down silos
by involving cross-functional teams
to solve value stream issues. Coach
problem solving daily.

Develop & Share
Being self-developers. Find
opportunities to grow and
develop to better support the
organization. Share with
others what is working and
what is not working.

Monitor & Maintain Predictability

Adapt & Adjust

Break-through Thinking
Continuously learn by
listening, seeing and
translating observations.
Support new models of care
delivery developed by front
line.

Monitor the outputs of each
system to ensure stability and a
standard outcome. Continuously
challenge the process to identify
areas of improvement.
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Adapt the tools by making
incremental adjustments that
all shifts agree with. Treat
tools as a countermeasure not
a solution. Structurally solve
area problems daily.

CONDITIONS YOU NEED TO GET IN PLACE

Know the change
is required (for
themselves and
theorganisation)

Ability to commitresources
for an extended period of
time and confidence in
position

Clarity of purpose Leaders understand
the vision and
commit fully to the
approach

Buy in of Board,
staff and
regulator and a
trust in
leadership

Key leadership team
members substantive,
stable and likely to
remain in post for next
18 months

Decisions won’t be compromised by
other programmes outside scope of
control (e.g. special measures) or
significant operational, quality or
financial pressures

Recognise it takes
time, attention and
discipline and are in it
for the longhaul
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COMMON PITFALLS
Old system ‘defeats’
new system

Unclear Direction
By developing a coherent vision
and roadmap, the operational
and strategic focus of
improvement is clear and
aligned to staff goals

Hit the Wall
Focusing only on projects
(without using continuous
improvement) will
overburden resources

The pace of roll out has to be at
the right to ensure new ways of
working stick

Sustainable Improvement
Culture
The path to a sustainable improvement
culture is full of challenges – who is
helping you navigate the path?

The 10 year Journey

“This time it’ll be different.

Relying on ‘trial & error’ will
result in a slower and less
effective change

Get stuck

We’ll learn from our mistakes”
Resistance to Change
Change readiness must be
understood, with communication and
engagement with all staff

You can get lost or
stuck if you haven’t
been on the journey
before

Loss of Focus
Without continued coaching and
support, new behaviours can wain
and discipline is lost

20

19/04/2022

Breakout – 15 mins
Say hello!

What are you starting to think about...?

Please appoint one person from each group to provide
feedback in the Zoom chat at the end of the breakout session.

Strategy Deployment at UHSussex

Dr Andy Heeps
Interim Chief Executive

8 April 2022

Strategy = a plan of action to achieve a longterm or overall aim
►

Outstanding and Inadequate organisations tend to have similar
strategies

►

A focused piece of improvement work might get you a goal briefly,
but will it stick?

►

“Once I achieve this improvement, I’ll be happy”

►

Like playing sport, or a musical instrument – long-term joy comes
from the playing, not individual achievements

►

The way you deploy your strategy is key to achieving it

Presentation Title
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Traditional objective setting in the NHS
Trust
Board

• Sign off
high level
plan

Divisions

Competing
priorities
• Add in local
objectives
and
priorities

Message dilution

Services
• Lack of structure
• Done with appraisal?

• Add in local
objectives
and
priorities

Staff

•Objectives may
or may not
align with high
level objectives

Strategy Deployment at UHSussex
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North Mid

Digital

Efficiency
Programme
ED
Performance

FFT results

CQC
Improvement
Plan
ICS
development

Clinical
Strategy
Staff Survey

Mandatory
Training

Incidents and
harm
ED
Performance

Presentation Title
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A conference room at White Hart Lane…

Presentation Title
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Our People A3 – where we needed to focus
became clear

Presentation Title
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Strategic Filter

Presentation Title
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Outputs

Presentation Title
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North Mid True North Output
Strategic
Theme

Patient

Sustainability

People

Outstanding
Care

Partnerships

Strategic Goal

Current Target

We have the highest % of
patients recommending us as a
place to be treated in London
(FFT)

95% of our patients recommend us
as a place to be treated by the end
2025/26 (FFT)

To ensure we are able to deliver
patient services without
spending more than we earn
each year

To reduce the gap between what we
spend and what we are given to spend
each year by the following percentages:
2021-2022 = 20%
2022-2023 = 40%
2023-2024 = 40%

To be the best Acute Trust in
London for staff who feel they
are respected, included and
work in a safe environment

There are no
moderate/severe/death harms in
our care

Our patients are treated within 4
hours in A&E 100% of the time

Reduction in prevalence of top 5
risk factors that contribute to
years lived in poor health

Above average by end 2025/26 (All
London Acute Trusts) for staff reporting
they feel respected and included (Equality,
Diversity & Inclusion)
Above average by end 2025/26 (All
London Acute Trusts) for staff reporting
they work in a Safe Environment

50% reduction in incidents of
moderate/severe/death harms

Current Breakthrough
Objective

Increase our response rate for
FFT to 90%

To develop and fully deliver a
recurrent efficiency
programme as defined by the
Trust’s annual financial plan.
Significantly increase the
percentage of staff who report that
NMUH act fairly with regard to
career progression/promotion,
regardless of ethnic background,
gender, religion, sexual orientation,
disability or age
Significantly decrease the
percentage of staff reporting how
many times they have personally
experienced harassment, bullying
or abuse at work from managers

Improve average discharge
time by 4 hours

Consistently achieve 80% of patients
admitted from A&E within 4 hours

25% reduction in prevalence of
smoking across Enfield & Haringey

Within 12 months all patients
and staff are provided with
evidence-based advice on
stopping smoking where a
tobacco dependence is
identified

Strategic Initiatives

Corporate Projects

PFIS Rollout
Programme

Productivity
THEATRES

Clinical
Strategy

CQC
Going for
Good

Green Plan
eRostering
Cultural
Improvement
Programme
ICS

Digital
NorthMid
Violence &
Aggression
Scheme

Estates
Strategy/Master
Plan

Cultural Improvement
Programme

Royal Free &
Provider
Alliance

Cultural Improvement
Programme

RESPECTFUL
RESOLUTION

VALUES INTO
ACTION

Putting theory into practice
Moving to UHSussex

Set your True Norths
►
►
►
►
►

Precise, concise, and universal set of ideals
“What we should do, not what we can do”
The ideal or state of perfection that your
organisation should be continually striving towards
High level aspiration with long term strategic goal
and current target
This is the lens through which objectives are set

Strategy Deployment at UHSussex
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Set your Breakthrough Objectives
►

Stretch targets

►

Measures that will “turn the dial” – they will
drag other performance measures with them

►

Focus on removing “muri, mura, muda”
►

Overburden/unreasonable working practice

►

Unwarranted variation

►

Wasted time, energy, money, product

Strategy Deployment at UHSussex
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Catchball
Trust
Board

Communication

Negotiation and
alignment

Negotiation and
alignment

Divisions

Communication

Negotiation and
alignment

Services

Communication

Staff

Strategy Deployment at UHSussex
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Output of Catchball – Divisional SDR scorecard

Strategy Deployment at UHSussex

35

How to run divisional SDR
►

In place of traditional performance review

►

Standard Work agenda – 90 mins

►

Owned by the division, executive coaching

►

Clear set of business rules – only discuss those
matters that meet the criteria

►

Driver metrics vs watch metrics

Strategy Deployment at UHSussex
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How to run divisional SDR
SDR Coaching Approach

•

Focus on the process not
individuals

•

Promote and encourage
the Improvement
Approach (DMAIC, A3
Thinking or PDSA)

•

•

Encourage problem
solving, establishing true
root causes, bringing
forth potential top
contributors and solution
approaches

What to do when the team…

You may ask…

has not explored the root causes of the
problem

•

What are the other potential reasons for this
problem?

•

Use the 5 Whys by asking ‘Why is this the case?’
until a problem in the process is identified

•
•

Was there a time when this issue didn’t arise?
Do we know what the most common reason is for
this problem?

•
•

Do we have a Pareto analysis of the contributors?
What additional support may you need to
implement your proposed solution?

•

Has standard work been developed?

•

Have staff been trained on the new standard?

•
•

How will you know if they are using the new
standard?
Was standard work developed?

•

Were staff trained on the new standard?

•

How did you know if they were using the new
standard?

•

What changes would make this successful?

•

What can we learn from this experiment? Where
can we leverage this learning?

•

What other forums could we use to embed this
change? i.e. process observation, status sheets

is stuck in analysis paralysis

is struggling with implementation of
proposed countermeasure

Support continuous
implementation of a solution shows no
improvement (i.e. using
positive results
standard work to embed
improvements, utilizing
PFIS as a method of
sustaining in
improvement or
encourage a collaborative
approach to the problem)

Strategy Deployment at UHSussex
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Summary
►

Strategy deployment is a helpful Lean management method for
ensuring that an organisation’s strategy gets executed across the
hierarchy.

►

An integral part of strategy deployment is the pursuit of continuous
improvement via tools such as PDSA and Catchball.

►

When strategy deployment is implemented effectively, it forces the
leadership team to come up with a vision and a list of breakthrough
goals, creates a cascade of complementary goals, which ensures
alignment, and provides the necessary leverage for successful
delivery.

►

Strategy deployment creates the space to have important
conversations

Strategy Deployment at UHSussex
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“You do not rise to the level of your goals.
You fall to the level of your systems”

“The harder I practice, the luckier I get”

Strategy Deployment at UHSussex
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Ask the Panel
Please ask your questions
in the Zoom chat

Dr Andy Heeps

Kim Barnas

Russell Jewell

Deputy Chief
Executive

Chief Executive
Officer
Catalysis

Partner
Operational Excellence
team

What’s next?

Want to join Q?
www.q.health.org.uk

Thank you!
One thing that
I’ll be taking
away from
todays session

One thing that
you think we
could build on /
improve on going
forward

Please put your feedback in the chat

