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QUALITY IS TEAMWORK



25 FLEMISH FLAGSHIP HOSPITALS
(21 GENERAL HOSPITALS, 2 MENTAL HEALTH, 2 REHABILITATION)



QUALITY

3
Q 3.0: Co-production of health

Care Processes
Systems
Reliability (24/7)
Performance measures

Service 
Ownership of health
Co-production with patients & kin
Value-creating systems

2

Q 1.0: Thresholds
Guidelines
Standards
Inspection & Accreditation
Certificates

Source: Lachman, Batalden & Vanhaecht, 2021, F1000 Research

Q 2.0: Organisation wide systems



Belgium = 11,7 million inhabitants

Flanders = 
• 6 million inhabitants

• 52 hospitals with 29,130 licensed beds 

FINANCE OF HOSPITALS = FEDERAL

QUALITY OF HOSPITALS = REGIONAL
• Flemish Government (until 2021)

• Hospital Inspection by Government

• Voluntary Public Reporting of Indicators

• Voluntary Hospital Accreditation
• Own Quality Management System that 

should be externally evaluated

FLANDERS
(Dutch Speaking)

Wallonia
(French Speaking)



HISTORY OF QUALITY IN FLANDERS
2008-2020

             ACCREDITED            GOVERNMENT               PUBLIC
               HOSPITALS                 INSPECTION             REPORTING



HARD INDICATORS: EXAMPLE MORTALITY
Multiple significant trauma

Factors influencing health status

Injuries, poisonings & toxic effects 
drugs

Mental diseases & disorders

Infections & parasitic diseases

Myeloproliferative diseases

Blood & immunology disorders

Female reproductive system

Male reproductive system

Kidney & urinary tract

Endocrine & metabolic disorders

Skin, subcutaneous tissue & breast

Musculoskeletal system

Hepatobillary system & pancreas

Digestive system

Circulatory system

Respiratory system

Ear, nose, mouth & throat

Diseases of the eye

Nervous system

Van Wilder, A., Bruyneel, L., Cox, B., Claessens, F., De Ridder, D., Vanhaecht, K. (2025). Identifying high-impact-opportunity hospitals for improving healthcare quality based 
on a national population analysis of inter-hospital variation in mortality, readmissions and prolonged length of stay. BMJ Open, 15 (1). 

Variation is not defined by 

region/teaching status/number of 

beds/accreditation



25 FLEMISH HOSPITALS GOT INSPIRED AND DECIDED 
TO STOP HOSPITAL ACCREDITATION AND CO-DESIGN 

A NEW QUALITY MANAGEMENT SYSTEM
(21 GENERAL HOSPITALS, 2 MENTAL HEALTH, 2 REHABILITATION)



In search of a new Quality Management System (QMS)
Without forgetting the positive points of 

our past experiences with inspection, accreditation, indicators, …
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CARE PATHWAY -  PROTOCOL  -  PROCEDURE 
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Person Centred Care
For Patients – Kin – Professionals - Providers

THE HOUSE OF TRUST

Vanhaecht, K., Lachman,P., Van der Auwera, C., Seys, D., Claessens, F., Panella, M., De Ridder,D., FlaQuM research group. (2024). 
The “House of Trust”: a framework for quality healthcare and leadership.  F1000Res, 13 (503)



ROLE OF A QUALITY MANAGEMENT SYSTEM

🡺+

STRUCTURE PROCESS OUTCOME

WHAT/ CONTENT
HOW WE DO IT / ENGINE-MOTOR

                        O
rganisation Specific WHY / RESULT

Quality Management SystemBlueprint Variation



PROCESS HOW WE DO IT / ENGINE-MOTOR

Quality Management System

FLAQUM AS QUALITY MANAGEMENT SYSTEM

🡺+

STRUCTURE OUTCOME

WHAT/ CONTENT
WHY / RESULT

Blueprint
Benchmark



FLAQUM AS QUALITY MANAGEMENT SYSTEM
PROCESS HOW WE DO IT / ENGINE-MOTOR

🡺+

STRUCTURE OUTCOME

WHAT/ CONTENT
WHY / RESULT

Quality Management System

Blueprint
Benchmark

Q-Vision: THINK Q- Co-Creation: DO Q-Innovation: LEARN

House of Trust
FlaQuM-Maturity Matrix

FlaQuM-Consortium
FlaQuM-Quickscan

FlaQuM-Roadmap
FlaQuM-Challenges



(Jody Gittell RC)



MULTI-DIMENSIONAL
(front- & back office)

MULTI-STAKEHOLDER
(patient-kin-professional)

MULTI-LEVEL
(individual-team-organisation)

Evidence-Based Data-Driven Co-Designed Model 
to create your own organisation specific QMS 



THANK YOU SO MUCH

www.LIGB.be

www.krisvanhaecht.be

www.FlaQuM.org

www.mangomoment.org



A ten-year journey at East 
London Foundation Trust

Striving for Healthcare 
Excellence via Integrated 
Management Systems

Jo Moore and Ellie Parker
East London Foundation Trust



elft.nhs.uk

Who are we at ELFT?



Where did it all begin?





Trust board bespoke 
learning sessions 

Visits to other 
organisations

Sentinel event

Developing the 
strategy through 

engagement

Early small-scale 
tests

Identify strategic 
partner

Preparing the foundations

Approve Business 
Case 

Assess Change 
Readiness



elft.nhs.uk

What is the ELFT management system?



Quality Planning at ELFT



Trust Annual Planning Process
Progress Review & Learning
To support the delivery of annual plans, support is 
provided in various local 
forums including Corporate Performance and 
Quarterly Quality Meetings to review the progress 
made with the 2023-24 annual plans. 

The review process helped to identify good 
planning practices and lessons to incorporate into 
future planning cycles

2024/25 Annual Plan Workshops
This year, Trust wide plans were developed through a series of workshops and 
exercises with services, staff, service users and partners including 
commissioners, volunteer sector and local authority representatives. 

The workshops took stock of the ELFT Strategy, national and local aspirations, 
local data and celebrated the progress of current plans, before focusing on 
future priorities and developing plans for the year ahead

The workshops were facilitated in partnership with Corporate colleagues from 
Performance, Quality Assurance, Financial Viability, Commercial Development, 
People Participation and Transformation.

Development
Following the workshops, directorates produced and 
published their priorities for the year including 
monthly/quarterly/annual milestones for delivery. 

From the directorate plans a Trust wide annual plan is 
developed highlighting the core priorities that support the 
delivery of the ELFT Strategy for the year.

Mobilisation, Monitoring and Support

Building on the learning from last year, a 
more structured approach to delivery and 
execution will be adopted to delivery and 
monitor progress against the identified milestones. 

Implementation support of the annual plans include 
establishing clear governance and detailed action 
plans to support effective execution of the strategy. 

1 2 3 4



Example in practice: Forensics inpatient units



elft.nhs.uk

Quality Control at ELFT

• Huddles
• Visual management (PowerBI)
• Actions planning
• Escalations



elft.nhs.uk

Quality Assurance at ELFT

Increased clinical 
ownership

Balanced and 
meaningful

Patient leadership 



elft.nhs.uk



elft.nhs.uk

Quality Improvement at ELFT

.
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Experts by experience

All staff

Staff involved in or leading 
QI projects

Sponsors

Board

 

1hr session for all staff at induction. 1 day Pocket QI programme.

Improvement Leaders' Programme: 1 year programme for teams tackling 
complex issues that matter to them across the organisation.

Improvement Coaching Programme. 6 month programme embedding deeper 
understanding of tools, data and coaching skills for improvement. 

All Executives have completed or completing ILP
Regular Board development on QI

Currently 10 IHI improvement Advisors (IAs) graduates, 4 in training

Internal experts 
(IAs)

Bespoke intro to QI learning for service users and carers. 

QI coaches

Senior leaders in each directorate sponsor QI work. All complete the ILP, and 
150 have completed the Senior Clinical Leaders programme

Building Improvement Capability as a Golden Thread



Please meet Kerry…



Key messages

Constancy of purpose

Executive portfolio that 
spans the whole 

management system

Relationships and  
connections, culture, 

values and trust

Governance structures 
that seek to learn

Data driven decision 
making

Inclusion and 
celebration are key



Thank you for listening

Joanna Moore: Associate Director of Quality Improvement: 
Joanna.moore20@nhs.net 

Ellie Parker: Head of Quality Assurance: 
Eleanor.parker9@nhs.net


