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ME Forum 2019 Orientation 

Learning Objectives

At the end of this session, participants will be able to:

1. Identify the key leadership behaviours that enhance joy in work 

2. Share the IHI framework for improving joy in work

3. Demonstrate how quality improvement can support teams to create 
and enhance joy in work











Activity/Flow: Water 
pouring out, work 

being done

Backlog: Level of water in the 
bath, the size of the queue

Demand: Water 
pouring in, work 

referred in

Capacity: Plug hole size, 
resource available





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

Wellness & 

Resilience

Physical & 

Psychological 

Safety

Daily 

Improvement

Meaning & 
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Recognition

& Rewards

Autonomy

& Control

Participative 
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Real Time
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Clinically led

Accessibility

People participation

Collective, inclusive 
leadership

Effective team 
working



Prototyping…  2016-17

5 teams from 
different contexts

Co-designed the 
aim & theory of 

change

Tested different 
potential 
measures

Tested different 
data collection 

systems

Provided support 
from improvement 
advisor & sponsor
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2Subgroup = a minimum of 12 responses is required for each subgroup.
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Luton IAPT - P Chart
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Chart
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Good day measure (All teams) - Run Chart
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No. of teams contributing to data point

EPCT South data until 20/11/17. 
Team leaves collaborative in Feb 

18

Luton IAPT data until 11/12/17. 
Team leaves collaborative in Feb 18
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Three further cohorts at ELFT…  2017-22

84 teams in total

Support from 
improvement advisor, 

sponsor & 
organisational
development

Standardised the 
measures & data 

collection

Increased focus on 
qualitative data and 

stories

Created a learning 
system around the 

teams





Identification of 
quality issue

Understanding 
the problem

Developing a 
strategy and 
change ideas

Testing 
Implementation 
& sustaining the 

gains

Commitment from team 
and leadership to 

participate

Teams volunteer to join the 
learning system



Identification of 
quality issue

Understanding 
the problem

Developing a 
strategy and 
change ideas

Testing 
Implementation 
& sustaining the 

gains

Appreciative inquiry to identify the strengths in 
the team. 

“What makes a good day?
“What are the pebbles in your shoe?”

Baseline data collection to understand variation



Identification of 
quality issue

Understanding 
the problem

Developing a 
strategy and 
change ideas

Testing 
Implementation 
& sustaining the 

gains

Team develops its own driver diagram, 
and generates its own change ideas

Joins the learning system to enable 
sharing and connection with other teams 

doing this work



Identification of 
quality issue

Understanding 
the problem

Developing a 
strategy and 
change ideas

Testing 
Implementation 
& sustaining the 

gains

Using the Model for Improvement and 
PDSA cycles to test ideas. 

Collecting data to see if they make a 
difference.

Making the work (data and changes) 
visible to all



Identification of 
quality issue

Understanding 
the problem

Developing a 
strategy and 
change ideas

Testing 
Implementation 
& sustaining the 

gains

New ideas that have been shown 
to work embedded into routine 

practice

Implementation steps using 
PDSA

Create visual management 
system and control system



#EnjoyingWork

To enhance staff wellbeing and create joy in work



#EnjoyingWork

Collected weekly

▶ Joy in work 

▶ Burnout 

▶ Recommending team as a place to 
work 

Outcome measures

Staff were also asked to complete two 
validated surveys at the start and end of 
the programme to measure staff burnout 
(Mini Z survey) and staff engagement 
(Gallup’s Q12 survey) 



#EnjoyingWork

Change ideas

Sharing appreciation e.g. 
positive feedback box; thank 
you boards

Time and space for reflection 
e.g. introducing reflective 
practice

Protected time to focus on 
wellbeing e.g. weekly wellbeing 
hour

Approximately 145 ideas tested

Common themes:

Making wellbeing business as 
usual e.g. discuss concerns in 
team meetings

Increasing connections within 
the team e.g. coffee roulettes; in 
person away days

Changing ways of working e.g. 
improving handover; 
communication tools



#EnjoyingWork

Enjoying work
% people who have enjoyed being at work frequently

26%

18%
A 50% 

improvement



#EnjoyingWork

Feelings of burnout
% people who experience no symptoms of burnout

33%

28%
24%

A 41% 
improvement



#EnjoyingWork

Recommending team as a place to work
% people who are extremely likely to recommend their 
team as a place to work (9 or 10 out of 10)

33%
27%31%

41%

A 38% 
improvement



#EnjoyingWork



Key learning points over the last 4 yearsKey learning…

It is possible to apply 
the systematic method 

of QI to joy in work

Measurement is a 
challenge





Pick something meaningful

Measure it regularly

Share the data to spark 
conversation and curiosity

Take action – develop ideas, 
and test



Key learning points over the last 4 yearsKey learning…

It is possible to apply 
the systematic method 

of QI to joy in work

Measurement is a 
challenge

Importance of the 
whole team being part 

of the work



Individual

Team

Organisation

Whole system





Key learning points over the last 4 yearsKey learning…

It is possible to apply 
the systematic method 

of QI to joy in work

Measurement is a 
challenge

Importance of the 
whole team being part 

of the work

Role of leaders is even 
more critical (and 

exposed)

The change ideas are 
highly localised, but the 

process is scalable





Good Day Measure
% of staff reporting a good 

day



Key learning points over the last 4 yearsKey learning…

It is possible to apply 
the systematic method 

of QI to joy in work

Measurement is a 
challenge

Importance of the 
whole team being part 

of the work

Role of leaders is even 
more critical (and 

exposed)

The change ideas are 
highly localised, but the 

process is scalable

Doing this type of work 
entirely virtually is less 

joyful



ME Forum 2019 Orientation 
Thank you
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