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New Quality Paradigm
Old way New way
Quality is about compliance. Quality is about continuous, systematic 

improvement.
Quality is a function of governance. Quality is a shared responsibility.
Leadership creates standards. Leadership creates culture.
Power is concentrated (in the hands of 
the checkers).

Power is distributed to patients and staff 
at the point of care.

Data is for assessment. Data is for rapid adjustment.



Setting a course – 4 redefining issues
1. Strategy Matters 
2. Culture 
3. Embrace improvement 

(or you can’t fatten a 
cow by weighing it*) 

4. Create joy in work 
5. * Palestinian proverb



• Explore how we can influence culture through 
behaviour

• Reflect on our individual leadership practice 
and develop core skills in creating trust and 
psychological safety

In this session…



Culture
• The behaviours that people exhibit when no one is 

watching
• Culture is shaped by values and the behaviors that 

reinforce those values
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Connecting Culture & Outcomes

• Role of culture in our work: Impact of culture on outcomes



Why is a culture of safety necessary to improve 
patient safety?
• Role of culture in our work: Impact of culture on outcomes

NO blood stream infections for 5 consecutive months

Frankel, Safe and Reliable Care



My organization 
wants to change 
the culture, what 
might we do?



Edgar Schein

• Espoused Values
• Visible Attributes
• Hidden Values and Tacit Assumptions



Shaping a Culture
• Understand your culture
• Determine the attitudes and beliefs that are shaping the 

existing culture
• Listen to understand

  “The culture that exists 
    is the culture that you tolerate”

You
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The first mistake in 
changing culture is 

thinking it is someone 
else’s job. 





Create 
Energy



2 Differentiators

Strengths Leadership Characteristics

Trust Compassion

Stability Hope



Humility



Listen to Understand – Not to Respond

“Wide lugs and a short tongue 
is best”

Scottish Proverb



Ask and Listen: Heroism is Out, Humility is In! 



Cede Power



“For every complex problem there is 
an answer that is 
clear, simple, 
and wrong." 

H. L. Mencken 





Create 
Ability



AGENCY
The ability of an individual or group 

to choose to act with purpose

Power
The ability to 

act with purpose

Courage
The emotional resources 

to choose to act
Source: Hilton K, Anderson A. IHI Psychology of Change Framework to Advance and Sustain Improvement. Boston, MA: Institute for Healthcare Improvement; 2018. ihi.org/psychology

Psychology of Change



IHI Psychology of Change Framework
Unleash Intrinsic Motivation

Tapping into sources of intrinsic motivation 
galvanizes people’s individual and      

collective commitment to act.

Co-Design 
People-Driven Change
Those most affected by     
change have the greatest  
interest in designing it in       
ways that are meaningful        
and workable to them.

Co-Produce in 
Authentic Relationship
Change is co-produced when 
people inquire, listen, see, and 
commit to one another.

Distribute Power
People can contribute 
their unique assets to 

bring about change 
when power is shared. 

Adapt in Action
Acting can be a  

motivational experience    
for people to learn and 
iterate to be effective.

 z z
Activate 
People’s
Agency

Source: Hilton K, Anderson A. IHI Psychology of Change Framework to Advance and Sustain Improvement. Boston, MA: Institute for Healthcare Improvement; 2018. ihi.org/psychology



Joy in 
Learning





The Cycle of Fear 28

Increase Fear

Kill the 
Messenger

Filter the 
Information

Micromanage



Personal 
Resilience





Networks







Create Trust



Trust and Camaraderie

Adapted from Lencioni
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Critical Components for Ensuring a Joyful, Engaged Workforce
Interlocking responsibilities at all levels

Wellness & 
Resilience

Physical & 
Psychological 

Safety

Daily Improvement

Meaning & 
Purpose

Recognition
& Rewards

Choice & 
Autonomy

Participative 
Management

Happy
Healthy

Productive
People

Camaraderie
& Teamwork

Real Time
Measurement

Physical & Psychological 
Safety:

Equitable environment, free 
from harm, Just Culture that 

is safe and respectful, 
support for the 2nd Victim

Meaning & Purpose
Daily work is connected to 
what called individuals to 

practice, line of site to 
mission/goals of the 

organization, constancy of 
purpose

Autonomy & Choice:
Environment supports choice 

and flexibility in daily lives 
and work, thoughtful EHR 

implementation

Recognition & Rewards:
Leaders understand daily 
work, recognizing what 

team members are doing, 
and celebrating outcomes

Participative Management:
Co-production of Joy, leaders 

create space to hear, listen, and 
involve before acting. Clear 

communication and consensus 
building as a part of decision 

making 

Real Time Measurement:
Contributing to regular feedback 

systems, radical candor in 
assessments

Wellness & Resilience: 
Health and wellness self-care, 

cultivating resilience and stress 
management, role modeling 

values, system appreciation for 
whole person and family, 

understanding and 
appreciation for work life 

balance, mental health 
(depression and anxiety) 

support

Daily Improvement:
Employing knowledge of 

improvement science and 
critical eye to recognize 

opportunities to improve, 
regular, proactive learning 
from defects and successes

Camaraderie & 
Teamwork:

Commensality, social 
cohesion, productive 

teams, shared 
understanding , trusting 

relationships



Building Trust & 
Psychological Safety



Who are you?

How are you?



ME

Trust

Space

Response

Authenticity

Transparency

Constancy



Trust
• Is earned gradually
• Is built in small moments, not grand gestures
• “I really trust my boss, she always ask how I am”



Asking for help
• Professionally, do you think less of yourself for 

needing help?
• When was the last time you asked for help as a 

leader or from a leader?
• Do you have an opportunity to ask for help more 

often?



Building Trust – Quick Impact List
• Listen to everything
• Empathize (for real)
• Note what they’re feeling
• Build that shared agenda
• Take a point of view
• Take a personal risk
• Ask great questions
• Give away ideas
• Relax your mind
‘‘The Trusted Advisor’ – Maister, Green, Galford



Tips for Relaxing Your Mind
• Focus on them
• Who am I thinking about?
• What are they feeling?
• I am not the center of the universe
• Who am I serving by my current approach?
• It’s a ‘we’ game, not a ‘me’ game
• What am I afraid of here?
• Knowing the truth is better than not knowing it
‘‘The Trusted Advisor’ – Maister, Green, Galford





Psychological Danger
• Being wrong is avoided like the plague
• Blame is more important than gratitude
• Outlying views are ignored



What can I do?



Personal Reflection
• What behaviours do I exhibit that support the 

culture I want to create?
– What should I do more of?
– What should I do less of?

• Improving how I understand and relate to others 
within my leadership sphere
– How can I seek out feedback and learning? 



The first tool in rethinking 
success is to review the 

value of relationships 



Why Relationships Matter
• Positive relationships at work, based on respect, 

cooperation and trust, are essential to our 
happiness. We have to internalize the idea that 
"networking" does not work when we engage 
with people only when we "need" something from 
them: we need to be constant givers of our time, 
attention, respect and help.



“The most transformative and resilient leaders share three 
characteristics…

First, they recognize the central role that relationships and story play in 
culture and strategy, and they stay curious about their own emotions, 

thoughts, and behaviors. 

Second, they understand and stay curious about how emotions, thoughts, 
and behaviors are connected in the people they lead, and how those 

factors affect relationships and perception. 

And, third, they have the ability and willingness to lean in to discomfort and 
vulnerability.”

Rising Strong – Brene Brown



Is changing culture 
hard?







Thank You!
@derekfeeleyIHI
@ameliaIHI
@TheIHI


