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Welcome and Introductions

Dr. Amar Shah, 
Chief Quality Officer

East London NHS Foundation Trust 

Gary Kaplan, MD, FACP, 
FACMPE, FACPE

Senior Vice President, CommonSpirit 
Health, Immediate Past CEO Virginia 

Mason Franciscan Health

Wendy Korthuis-Smith, Ed.D, 
Executive Director, Virginia Mason 

Institute
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Disclosures

We have no conflict of interest to disclose with regards to this presentation. 
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Plan for today’s session
• The story of two organizational journeys

• Three focused discussions on

‒ Leadership

‒ Business case for quality

‒ Staff well-being

• Coffee/Tea Break at 2:45 pm – 3:15pm
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The East London NHS Foundation 
Trust story

Dr. Amar Shah, 
East London NHS Foundation Trust 













Experts by experience

All staff

Staff involved in or 
leading QI projects

Sponsors

Board

Estimated number needed to train = 4000
Needs = introduction to QI & systems thinking, 

identifying problems, how to get involved

Estimated number needed to train = 1000
Needs = Model for improvement, PDSA, 

measurement and using data, leading teams

Estimated number needed = 50
Needs = deep understanding of method & tools, 

understanding variation, coaching teams

Needs = setting direction and big goals, 
executive leadership, oversight of improvement, 

understanding variation

Estimated number needed to train = 10
Needs = deep statistical process control, deep 

improvement methods, effective plans for 
implementation & spread

477 completed Pocket QI so far. 
All staff receive intro to QI at 

induction

690 graduated from ISIA in 6 
waves. Wave 7 in 2017-18.

Refresher training for ISIA grads.

53 QI coaches trained so far, with 
35 currently active. Third cohort of 

20 to be trained in 2017

All Executives have completed ISIA. 
Annual Board session with IHI & 

regular Board development

Currently have 6 improvement 
advisors, with 3 further QI leads in 

training

Internal 
experts (QI 

leads)

Bespoke QI learning sessions for 
service users and carers. Over 95 

attended so far. Build into recovery 
college syllabus

Needs = introduction to QI, how to get involved 
in improving a service, practical skills in 

confidence-building, presentation, contributing 
ideas

QI coaches

Needs = Model for improvement, PDSA, 
measurement & variation, scale-up and spread, 

leadership for improvement

58 current sponsors. All 
completed ISIA. Leadership, scale-
up & refresher QI training in 2017

Psychology trainees – Pocket QI, embedded into QI project teams with 4 bespoke 
learning sessions

Nursing students – Intro to QI delivered within undergraduate and postgrad syllabus, 
embedded into QI project teams during student placements
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QI ResourcesService User Input

Support around every team

Project Sponsor QI Coach

QI Forums

QI Team



Change in 
leadership
behaviours

“Go see”
“Gemba”
Executive 
WalkRounds

Use of data to 
guide decision-
making

Stop solving 
problems at the top

Give people time 
and space to 
solve complex 
problems

Manage the 
expectationsPaying 

personal 
attention



Identify the needs of the customer & 

population

Develop service models to meet the 

need

Put in place structures & process to 

manage the service

Quality planning

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

Quality improvement

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 control

Periodic checks to ensure the 

service is meeting the needs 

of the customer & population

Actions to address gaps 

identified

Quality assurance

From Shah A. Moving beyond quality improvement projects. BMJ 2020

The ELFT quality management system
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Creating a learning 
organization: Developing 
leaders to create reliability 
and inspire Innovation 

Gary Kaplan, MD
Wendy Korthuis-Smith, Ed.D.
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Objectives

• Identify the key competencies and behaviors of leaders required to 
create a learning organization

• Design daily leadership activities that support learning, innovation, 
and reliability

• Summarize key leadership development approaches that can be 
scaled to support large, complex systems



Virginia Mason 
Franciscan Health

An Integrated Health System



Virginia Mason’s Journey

2012 2014 2016 2018 20202010200820062004

Executives to Japan

KPO Established

Virginia Mason and 
Franciscan Health 

merger

Mrs. 
McClinton

Exploring scaling VMPS 
across CommonSpirit

Model Line 
Standards Formed

Kaizen 
Fellowship 

Program

2002 2022

Partnered with 
Amazon on 
COVID 19 
SuperVax

VMFH declares VMPS as 
Management System

Healthgrades Distinguished 
Hospital Award

Virginia Mason 
Institute Formed

Super-flow 
RPIWs

Leapfrog Top 
Hospital of the 

Decade

Experience Based 
Design training

Respect for 
People 

Training

Patients as Partners 
with our improvements

Daily Kaizen 
introduced

First Advanced 
VMPS Cohort

Healthgrades 
America’s 50 Best 
Hospitals Award



Evolution of VMPS ® as our Management System

VMPS ® as the Management System

WHERE WE HAVE BEEN                        2002-2020

VMPS ® becoming the shared Management 
System for the new organization

WHERE WE ARE TODAY                 2021-Current

Exploring the value of VMPS ® across the system

WHERE WE COULD GO                                Future

“Embracing change as opportunity 

and making continuous 

improvement a priority are 

essential to remaining relevant in 

a changing world.”

Gary Kaplan
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Technical and Social Aspects of Change 
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See Feel Change: Elements of World-Class Management

Leaders have two jobs:

The world-class management system 
is a leadership system that provides 

focus, direction, alignment and a 
method of management for daily work.

Creating stability        

and reliability

Leaders engage in daily 

activities and behaviors to 

identify abnormal conditions 

and ensure customer 

demand is met

Run your 
business

Leading improvement 

and innovation

Leaders create kaizen plans, 

lead improvement and 

innovation events and activities, 

and coach everyday lean ideas

Improve your 
business
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Strategic Alignment: Aligning Vision and Strategy



Prioritizing

A3 Creation

Catchball

Reporting and 
Accountability
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Strategic Alignment: What we work on

The Vital Few Things:
• Access
• Quality
• Patient Experience
• Financials
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Strategic Alignment: Metrics and Resources 
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Cross-Functional Management
Creating accountability across a value stream

Home

Hospital and/or 
Emergency Department

ClinicHome

Throughout the patient’s experience we will improve

Home→ Access to Clinic → Clinic Day of Visit → ED Length of Stay → Acute Length of Stay → Home

Quality of Care
• Surgical variability 

(smoothing patient flow)
• Falls with injury
• Readmissions

• Hospital-induced delirium
• Glycemic control

• Sepsis
• Hypertension

Supply Chain
• The right supplies are 
available when and where 
they are needed – just-in-

time (JIT).

Daily Management
• The system we use to perform 

daily activities – standardize 
operations and identify and 

eliminate waste with root-cause 
analysis. Our system uses data 
to ensure we are continuously 

improving our business.
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Daily Management:
Creating real-time accountability through tier reporting 

PeopleLink Tier 3 Reporting: 
Managers report to department staff and administrative directors

“Stand Up” Tier 2 Reporting: 
Vice presidents, KPO and administrative directors report updates on key metrics to 

the chief executive officer

Tier 1 Reporting: 
Senior executive leadership reports updates on key metrics to the board of directors 
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Growing Leaders to Transform Health Care 

Develop Respectful, 
Productive People and 
Process Coaches at All 
Levels of Leadership 

Focus on Executive and 
Leader Capabilities that 
Drive High Engagement, 

Quality and Safety

Continually Have Ready-
Now Leaders in Our 

Pipeline
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Talent Review

CEO COO
Hospital 
Administrator

Senior VPs

CMO

Clinic 
AdministratorChiefs

CFO

CNO

Please listen with 
a 

growth mindset

Talent is an 
organizational resource

Assessment is broad-based and 
supported with 

specific behavioral examples

Executive leadership is responsible for 
ensuring we have a pipeline of “ready-

now” candidates

Guiding Principles Talent Review Session

Talent Review Cycle
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World Class Management Leadership 
Requirements

Leadership requirements needed to sustain transformation

1. Set priorities that align with the vision

2. Use VMPS tools & methods

3. Lead change across value streams

4. Allocate resources to VMPS 

5. Require accountability

6. Implement standard work for leaders
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Traditional Leadership

A focus on only 
optimizing your area 

of responsibility 

Overburdened with 
meetings, emails, 

projects 

Feeling like you need 
to have the solution 
to the challenges of 

the team

Advocacy leadership Too many priorities

In charge and in control
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What Does Effective Leadership Look Like? 

Fear of failure 
and discussing 

failures
Lack of presence

Not listening to 
what is impacting 

the front line

Weak or no 
accountability

Not being 
transparency

Setting too many 
priorities

System 
thinker “Go and see”

Coach Ensures 
accountability

Problem 
framer

Inspires 
alignment

Behaviors that get in the way Behaviors for effective leaders
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Elements of Daily Leadership Activities



“ In times  of change, learners  inherit the earth, 
while the learned find thems elves  beautifully 
equipped to deal with a world that no longer 

exists ”  

Eric Hoffer 
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Traditional Leadership

A focus on only 
optimizing your area 

of responsibility 

Overburdened with 
meetings, emails, 

projects 

Feeling like you need 
to have the solution 
to the challenges of 

the team

Advocacy leadership Too many priorities

In charge and in control
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What Does Effective Leadership Look Like? 

Fear of failure 
and discussing 

failures
Lack of presence

Not listening to 
what is impacting 

the front line

Weak or no 
accountability

Not being 
transparency

Setting too many 
priorities

System 
thinker “Go and see”

Coach Ensures 
accountability

Problem 
framer

Inspires 
alignment

Behaviors that get in the way Behaviors for effective leaders
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• How do you create the 
conditions for compassionate 
leadership to flourish?

• How do you and your leadership 
team create focus and alignment 
when there are so many 
competing challenges?

• What can you do to model the 
behaviors you want to see in 
your organization?

Questions for table 
discussion…



Coffee/Tea Break
2:45pm – 3:15pm
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Building the 
business case for 

quality

Building the 
business case for 

quality



What’s the degree of 
belief?



Identify the needs of the customer & 

population

Develop service models to meet the 

need

Put in place structures & process to 

manage the service

Quality planning

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

Quality improvement

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 control

Periodic checks to ensure the 

service is meeting the needs 

of the customer & population

Actions to address gaps 

identified

Quality assurance

Shah A. Moving beyond quality improvement projects. BMJ 2020

The ELFT quality management system
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The return on investment from QI

Revenue

Cost reduction

Cost avoidance

Productivity & efficiency

Staff experience

Patient, carer and family experience 
and outcomes

Shah, A. & Course, S. (2018) Building the 

business case for quality improvement: a 

framework for evaluating return on investment. 

Future Healthcare Journal 2018;5(2):132-7



Questions for table 
discussion…

• How far are you towards having 
a single, holistic management 
system for quality?

• What does your infrastructure 
for quality management look 
like, and what would you need?

• How could you influence your 
Board to invest in this?



The Challenge

• Staff burnout is a bigger threat than ever 
to organizational performance and team 
well-being.

• Leadership must commit to making it a 
strategic imperative for improvements to 
be made.

• This requires deliberate focus and 
sustained action.
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Causes, Risks, and Impacts 

Root Cause Factors
• Lack of fairness and mutual respect
• Unmanageable workloads 
• Lack of role clarity
• Poor communication or support from your manager
• Unreasonable time pressures and poor workflows
• Lack of meaningful connections

Added Covid Stressors
• Growing backlogs
• Expectation to work 

outside areas of 
expertise

• Emotional toll

Risks to 
quality and 
safety

Productivity 
and 
turnover

Ripple 
effects 
across teams

Financial, 
operational 
impact
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A Systems Approach

Adapted from National Academies of Sciences, Engineering, and Medicine 2019. Taking Action Against Clinician Burnout: A Systems Approach to 
Professional Well-Being. Washington, DC: The National Academies Press. https://doi.org/10.17226/25521.
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Questions for table
discussion…
• How do we make a meaningful 

impact during what the media 
is calling ‘the great 
resignation’?

• What does ‘putting my own 
oxygen mask on first’ look like 
so I can look after the welfare 
of my team ?



Thank you.
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