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What is a Management System?

A structure, systemic, and measurable approach for a whole organisation
to link goals to strategy to action, where:
g0 {,} * Goals defined by vision, mission, purpose,
|NHS lMEACT C T } » Strategy cascade from goals, and
i G e Activity at all levels aligned to goals — and prioritised

A powerful system to help leaders and organisations create the
focus, direction, and alignment necessary to drive and sustain

Virginia Mason measurable results.
Institute

, 7 ( A business engine that creates extraordinary value for both
MANAGEMENT customers and shareholders.
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What is a Management System?

Culture
Strategic-Alignment Safety
Improvement
T'rue-North

Empowerment
Respectful

Results F OC US

Engagement

Clarity

Meaningful Daily-Work
Language Direction Quality System

Golden-Thread A 11 gnment

Connectedness Standardization

Cross-Function




What is a Management System?

Management System

Have Leaders show the way and en The rule of The Golden Thread: Fostering a culture of
light the path for others - Set out and rou e the connection that binds your work continuous improvement -

role model the behaviors expected o art of today to your vision for the future mmhg into your DNA.
for continuous improvement. a
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One Example

Virginia Mason’s Improvement System
Virginia Mason Production System® (VMPS)

Respect for People

Safe and Respectful
Environment
Engage . Patients as
Individuals i Customers
and Teams i and Partners
) |

o

Improving the Flows
of Healthcare

Patients
 Family and Relationships

A\ Providers

Medications

Supplies
Information
Equipment
Process Engineering

Build a Strong Foundation

World-Class Management

Continuous Improvement

Increase Reliability
and Effectiveness

Lead in Accelerate
Quality the Impact of
Care Improvement

Sl

Strategic Alignment, Cross-Functional Management, Daily Management

VMPS Principles, Tools and Methods

Eliminating Waste, Value Streams, Plan-Do-Study-Act, Innovation, Mistake-Proofing

Your

Management
System

Make it
your own

A

Master the
basics

World-Class
.,  Management



Challenges and Opportunities
- Make it an AND: Culture AND Results -

The pathway to higher quality, safer care is the same pathway to lower cost.

Shrewsbury and Telford

Virginia Mason Bainbridge Island 300 Hospital (SaTH) NHS Trust Health Service Journal
Using the VMI 3P approach, reduced an ducti Average length of National Patient Safaty Award
examination room, but reduction  ctay reduced by
increased patient visits by almost 2 DAYS

YL

University Hospitals Coventry and Warwickshire NHS Trust

o Reduced proportion of
40% L harmful incidents
37,607 to 52,261 visits Q from 19.2% to 15.9% i

Leeds Teaching Hospitals NHS Trust ﬂ - St. Anne Hospital
15'0 86% reduction in outpatient diagnostic
imaging cancellations
Im Ef:;: Ei;r"? . due to authorization defects on day of procedure with
. even surplus I l P E 9,000 new exams
- '
~— - . ~ $ 1.7M
per year in contribution margin
Cost Savings post VMPS® implementation due to: g P
Supply Chain: inventory, expired items, =&
contracting, standardizing, principles ‘ffﬁg




Challenges and Opportunities

- Make it About Quality Across the System -

Q=Ax(0O+S5) =
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Quality
Appropriateness
Outcomes
Service

Waste



Challenges and Opportunities

- Make the Complex, Simple -

“Even small Healthcare “The genius
institutions are complex, barely isin
manageable places..., making
Large healthcare institutions may the complex
be the most complex simple.”
organisations in human history. “ U
Peter Drucker Albert Einstein

..and within this complexity, it is about finding simplicity in the form of

a management system



Challenges and Opportunities

- Make it Yours - UW Health Way

CENTER vy, The Way We Work
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Putting Patients First

% 'ward ~ The Leeds

Teaching Hospitals
NHS Trust

The Leeds Improvement Method

Our Vision:

11



Challenges and Opportunities
- Make it About the People: the Patient, the Community, and the Team -

Patient
Experience

Operators




Challenges and Opportunities

- Make it a System -

We want organisations to be
adaptive, flexible, self-renewing,
resilient, learning, intelligent —
attributes only found in living
systems.

The tension of our times is that
we want our organisations to
behave as living systems, but we
only know how to treat them as

machines.

Margaret J. Wheatley, Finding Our Way:
Leadership for an Uncertain Time.

I . /A Y.
A bad system will beat a good person every time.
W. Edwards Deming

e b AN y
The whole is greater than the sum of its parts.

Aristotle |









Communicating a
compelling vision

Standard work as Aligning work to
leaders strategic goals

Creating the
Leadership environment and
behaviours & infrastructure for
mindset continuous
S improvement




AlM
To provide the
highest
quality
mental health
and
community
care in
England by
2020
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. Targeting / segmenting communication for different groups

(community- based staff, Bedfordshire & Luton staff)

. Sharing stories — newsletters, microsite, presenting internally
. Celebration — awards, conferences, publications, internal

presentations
Share externally — social media, Open mornings, visits, microsite

. Work upstream — trainees, regional partners, key national and

international influencers

Pocket Ql for anyone interested, extended to Beds & Luton
Refresher training for all ISIA graduates

Improvement Sciencein Action waves

Online learning options

Develop cohort and pipeline of improvement coaches
Leadership and scale-up workshops for sponsors

Bespoke learning, including Board sessions & commissioners

Learning system: QI Life, quality dashboards, microsite
Standard work as part of a holistic quality system

Job descriptions, recruitment process, appraisal process
Annual cycle of improvement: planning, prioritising, design and
resourcing projects

Support staff to find time and space to improve things

Support deeper service user and carer involvement

Directorate-level priorities

Defined through annual cycle of planning
Most local projects alighed to directorate priorities

Trust-wide strategic priorities

0 L

Reducinginpatient physical violence
Improving access to community services
Enjoying work

Shaping recoverin the community
Value for money



Mission Strategic Outcomes Specific Objectives
What is our What are the biggest factors that What do we need to work on, for each of our strategic outcomes, to achieve our mission?
role in society will help us achieve our mission?

e Prioritise children and young people’s emotional, physical, social and leaming development
Support service users, carers and the communities we serve to develop skills & to access meaningful activity and
good quality employment
Support service users, carers and the communities we serve to achieve a healthy standard of living
Contribute to the creation of healthy and sustainable places, including taking action on climate change
Champion social justice, and fully commit to tackling racism and other forms of prejudice
Prioritise prevention and early detection of illness in disadvantaged groups

Improved
population health

Address inequalities in experience, access and outcomes in our services
Deliver on our commitment to integrated care, including multidisciplinary teams working around neighbourhoods

To improve e Get the basics right through reducing waiting times and increasing access to services, meeting existing and new
the quality geoved e

: experience of care Continue to build our approach to coproduction, people participation and programmes such as peer support and
of life for all befriending

We Serve Build on the innovation that we saw during the pandemic to transform and improve our dlinical delivery,
strengthening our ability to adapt and remain flexible and resilient to future challenges and opportunities

Develop and embed trauma-informed approaches into clinical practice and in our work with communities and
partners
e Prioritise quality of care and develop our patient safety approach, applying quality improvement to all that we do
Improved staff e Enhance our digital and data infrastructure so it works effectively in service of our teams

experience Get the basics right through supporting our staff and teams to thrive and be happy and healthy, including work-
life balance

Develop and grow our workforce, offering lifelong leaming, professional development and creating new and
exciting opportunities for staff, service users, carers and local communities

Extend the financial viability programme, engaging all in reducing waste, improving financial and environmental

Improved value sustainability
Work collaboratively across the system with our partners to improve value and reduce waste




Problem solwthg






Stop solving

Use of data to
problems at the top

guide decision-

making Give people time
Change in and space to
“Go see” leadership solve complex
“Gemba” behaviours problems

Executive
WalkRounds

Manage the

Paying expectations

personal
attention

[LX JJ:LL:LJ ]



ELFT leadership framework

Leadership behaviours
we should all display

Act in a way that’s consistent with
the Trust values

Be kind to others, and yourself

Actively listen, involve others and
be aware of the needs of others

Try to find solutions

Connect people to purpose

% We care
Ask about the We respeCt

H#ELFTPromise We are inc|USiV€

Additional leadership behaviours
for those who lead teams

Make decisions when needed, and
involve others in decision-making

Be visible, accessible and
approachable

Build meaningful relationships,
focusing on “what matters to you”

Ensure regular time for reflection
and focus on wellbeing

Promote and celebrate the work of
the team

Encourage people to speak up and
try new ideas

NHS

East London
NHS Foundation Trust

Additional leadership
behaviours for senior leaders

Frame challenges in a way that
gives hope and invites solutions

Demonstrate curiosity

Regular time out and with
services

Be willing to tackle difficult
issues

Display systems thinking

elft.nhs.uk




The Dual Operating System




Support around every team

Project Sponsor Ql Coach

by
| “:‘»;‘.: 1

N

Service User Input Ql Resources




Leader standard work
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Strategy and Vision



It is the results of the whole system that counts

100% }/ 19%0
New

Current activities

Continuous
improvements

Annual Planning and



Everyone has two jobs

Improvement of Improvement of
diagnosis, treatment, processes and systems
nursing and care in health and social care

| get the care | need When | Increased value for those for whom health and social care exists
]
need it and the way | need it



We count our success in lives
and equal health!

We make each other
successful!

kunskapsstyrningvard.se
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Long-term Strategy

Together for the best possible health
and equal care

Specialized
care

Primary
Care

Everyday life mind support

Shift from today's health care system, which is
largely built around diseases and institutions,
to a system designed for humans

Change
company Change
culture individual

— & attitudes

|
>\ f
Ange

behavior

Structure and methods

Source: Developed by the Associates in Process Improvement based on work on ABC —
(Antecedent Event, Behavior and Consequences) used by safety engineers (see Thomas R.

Krause, John H. Hidley, and Stanley J. Hobson, The Behavior-Based Safety Process (New York:
Von Nostrand Reinhold, 1990).

Region
Jonkdpings lan



Quality as our Business Strategy

Planning
Purpose [ - : Strategic
. System for obtaining objectives
Mission . ]
Beliefs information Improvement
Vision (Customer focus) efforts
Resources
I I |
4 perEFS)gc:tives Three basic
B questions
e e e e e e e e e e e = = J_. Patient /| Process

Customer| Productiol

! 1

! 1 ';
1 - -

1 : Learning and | Economic

:_ |_ 1 renewal

Prod_ucts | g
e | L _Managing
o improvement
— Organization viewed as a efforts
System '

Normann, API



Quality as our strategy
How we managed and improved Region JOnkoping

For a good lifein an
° attractive region
Verksamhetsidé

Planeringsforutsattningar
Strategiska mal och uppdrag

' Obtaining information

Fran kunder, intressenter Fran omvariden
och verksamheten

e — o Planning to improve

liknande och ledande
verksamheter

* Forbattringsidéer
« Interna revisioner
* Med mera

Planera och prioritera
e Trender

* Forskning, nya riktlinjer
* Med mera

for att forbattra

Manging improvements

Measuring and
efforts
follow up o

Vad vill vi astadkomma? Mal
MEDBORGARE

OCH KUND

+

Idéer

Vilka férandringar kan leda till en férbattring?

Hur vet vi att en forandring &r en forbattring? # Matt

Underlatta

Our system of
processes

b
Analysera Fﬁ"b%ﬂra
och atgérda folkhalsan
Tillganglighet behovet av :
hélso- och . haHb?r
Utbilda Framja utveckling
kultur

sjukvard MEDARBETARE

Agera Planera

Samverkan med kommuner, myndigheter, naringsliv och civilsamhalle

— [

Studera | Gora

PGSA-hjulet



Simple rules

e Best for Esther

* Take responsibility for your
step, give feedback to the step
before and facilitate the step
after

 We do it together

Region
Jonkopings Ian



Design ana
Implementation
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Behaviours







NHS

The ELFT management system Fast London

NHS Foundation Trust

Identify the needs of the customer
and population

Develop service models to meet the
need

Put in place structures and process to
manage the service

Quality improvement

I r
\.

Identify what matters most

Design project and bring together a
diverse team

Discover solutions through involving
those closest to the work, test ideas,

implement, and scale up
e J

% We care
Ask about the we res p_e(:t .
We are inclusive

#ELFTPromise

Identify clear measures of quality for
the service, and monitor these over
time

Take corrective action when
appropriate

Internal vigilance to hold gains made
through improvement

Quality assurance

Periodic checks to ensure the service
is meeting the needs of the customer
and population

kActions to address gaps identified j

elft.nhs.uk



Partnering with different
functions

Simplicity & language
Key

lea rning Build over time

Focus on application in the reality
of daily work



Questions for the panel

Please add questions
throughout via Menti.com

Use code: 2372 8410

You can also vote up
guestions from others



https://www.menti.com/al3eb69biagy

Management Systems: learning resources and insights from Q

Webinar series Upcoming insight project

A practical overview to Quality Strategic approaches to enabling
Management Systems (QMS) in health organisational performance. Will provide
care. Leaders in the field share their an overview of QMS in the UK and Ireland,
perspectives on how to implement a in depth examples, analysis of the benefits,
successful QMS. key learning and recommendations.

Watch the series: Read more about the project:

\/> Q is led by the Health Foundation
A" "4
P & | andsupported by partners across
Y4B ¥ | the UK and Ireland
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