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Learning Objectives

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

1. Learn how to become consistently person-centered in words and deeds. 

Participants will be able to discuss the traits of visible champions of improvement

2. Learn how to remain focused on the vision and strategy. Participants will be able 

to discuss transparency about results, progress, aims and defects

3. Illustrate the elements of system thinking and collaboration across boundary
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A useful definition…

Leadership is a process of social influence, which maximizes the efforts 
of others, towards the achievement of a goal.

- Kevin Kruse Forbes.com What is Leadership April 9, 2013



Five Years Later: Still a useful definition…

Leadership is a process of social influence, which maximizes the efforts 
of others, towards the achievement of a goal.

- Kevin Kruse Forbes.com What is Leadership April 9, 2013



Mind the Quality Gap

Source: Juran, J., & Godfrey, A. B. (1999). Quality handbook. Republished McGraw-Hill, 173-178.
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Customer needs
& expectations

Services delivered
by health care provider

THE QUALITY GAP

the difference between customers’ needs 
and expectations for a product or service 

and what they actually received

Adapted from

John Early & O. John Coletti
JURAN’S QUALITY HANDBOOK (1999)

-



Micro

Macro

Meso

The Distinction Between Big ‘Q’ and Little ‘q’
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Quality

Strategic alignment of all business processes and 
services to meet customer need

q q q qquality

Preventing 
inpatient falls 
in geriatric unit

Reducing 
ED wait 
times

Reducing delays 
in mental health 
screening

Eliminating delays 
in ambulatory 
discharge process

Specific quality projects 
underway across 
organization to 

eliminate defects



A Paradigm Shift towards Strategic Quality

Source: Juran, J., & Godfrey, A. B. (1999). Quality handbook. Republished McGraw-Hill, 173-178.
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Reactive Quality Proactive Quality

• Piecemeal approach to 
quality projects

• Absence of a deployment 
strategy

• Learning from accidents 
and errors

• Responding to customer 
feedback

• Work disconnected from 
mission and values

• Putting out fires

• Strategic and focused 
approach to quality efforts

• Thoughtful, well-
designed deployment

• Anticipating and 
averting errors

• Engaging customer 
in service design

• Creating value-
driven work

• Preventing fires

“Quality planning consists of developing the 
products and processes required to meet 
customer’s needs.”

Joseph M. Juran

JURAN’S QUALITY HANDBOOK (1999)

-

Planning for Quality



A Blueprint for Quality Planning
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1. Engage customers to identify and prioritize needs

2. Define your organizational role in fulfilling needs

3. Develop shared organizational vision, mission, and values

4. Establish your quality definition

5. Conduct current state analysis and evaluate gaps
in present organizational system

6. Develop focused multi-year breakthrough goals

7. Define specific annual goals

8. Align goals and objectives with system-wide measures

9. Translate annual goals into plans and requirements

10. Develop quality management infrastructure

Quality Planning

Strategic process to design 
organizational systems that 
produce services to meet 

customer needs

PRIMARY DRIVERS

Define Quality 

Quality is defined as a 
prioritized list of customer needs

Devise Strategic Response

Quality is central to strategic 
development and planning activities

Deploy Strategy

Strategy implementation is well-planned, 
well-timed, and well-executed 

SECONDARY DRIVERS



Original Zone of 
Quality Control

New Zone of 
Quality Control

Quality Improvement
Activities

Lessons Learned

Design a 
Quality System

Manage the 
System

Improve the 
System

Quality Planning
Activities

The Juran Trilogy



IHI High-Impact Leadership 
Improve Care, Improve the Health of Populations, and Reduce Costs

Swensen S, Pugh M, McMullan C, Kabcenell A. High-Impact Leadership: Improve Care, Improve the Health of 

Populations, and Reduce Costs. Cambridge, MA: Institute for Healthcare Improvement; 2013. Available on www.ihi.org.



Swensen S, Pugh M, McMullan C, Kabcenell A. High-Impact Leadership: Improve Care, Improve the Health of 

Populations, and Reduce Costs. Cambridge, MA: Institute for Healthcare Improvement; 2013. Available on www.ihi.org.

IHI High-Impact Leadership Framework

Where Leaders need to 
Focus Efforts



A High-Impact Leadership 
Driver Diagram

Adopt New 

Mental 

Models

Achieve

Triple Aim 

Results for 

Populations

Practice 

High-Impact 

Behaviors

Develop 

Strategies 

and Execute

Value & Cost

Patient & Family Engagement 

Improvement as Daily Work

Be Person-Centered

Engage with Staff

Require Transparency

Maintain Relentless Focus

Practice Boundarilessness

Shape Culture

Engage Across Boundaries

Deliver Results

Develop Capability

Create Vision and Build Will

Keep Persons at the Center

Population Health

Adapted from: Swensen S, Pugh M, McMullan C,

Kabcenell A. High-Impact Leadership: Improve

Care, Improve the Health of Populations, and

Reduce Costs. Cambridge, MA: Institute for

Healthcare Improvement; 2013. Available on

www.ihi.org.



Mental Model

Patient experience in your organization would be 
dramatically improved if we___________________.

Write down 2 management actions that you would take 
based upon how you fill in the blank.



New Mental Models: Reshape Improvement Efforts

Patient 
Satisfaction 
driven by being 
nice

Improvement 
projects are in 
addition to the 
daily work

Our patient 
safety is better 
than others

Common 
Mental 
Models

Patient 
satisfaction driven 
by engagement of 
families in care

Improvement is 
part of daily work 
of everyone

Our aim for 
patient safety is 0 
incidents

New 
Mental 
Models

16



Core Leadership 
Competencies

Core Leader 
Effectiveness

Manage the 
Work

Improve the 
Work

Shape Team 
Culture

Get Results and Sustain Them

Manage Time & Resources

Create Standard Work & Process

Measure: Financial, Quality, Customer, Key Process

Surface and Solve Problems in Real Time

Engage Across Departmental/Team Boundaries

Prioritize and Align to Strategy and Aims

Understand Current State, Cause and Target Condition

Learn and use improvement tools and methods

Reduce Variation and Waste

Build Team 
Capability

Share Vision and Build Will

Promote Transparency

Create Psychological Safety 

Encourage Mindfulness

Develop Competency through Coaching

Use the Whole Team

Communicate Effectively

Establish Respect and Accountability

Four Competencies

Key Skill Sets

Keep the Person at the Center

M
an

ag
em

en
t

Le
ad

er
sh

ip



…shape culture 
one behavior at a time…

Edgar Schein. Humble Inquiry: the gentle art of asking instead of telling" (2013)
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What Leaders Do to Make a Difference
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Swensen S, Pugh M, McMullan C, Kabcenell

A. High-Impact Leadership: Improve Care, 

Improve the Health of Populations, and 

Reduce Costs. Cambridge, MA: Institute for 

Healthcare Improvement; 2013. Available on 

www.ihi.org.



Brainstorm at least 10 things that managers and leaders 
can do to demonstrate that they are Person-Centered

Table Discussion #1



Putting the Person in the Center

21

Safe Quality Care - deliver everything that will help and only 

what will help 100% of the time (right care every time); 

DO NO HARM!

What Patients Want:

1.  Don’t hurt me

2.  Help me

3.  Be nice to me and…

4.  Include me

Safety

ServiceQuality



Putting the Patients and Community in the Center

22

Patient and 

Community

Designing healthcare 

infrastructure in 

partnership with patient 

and community

Patient and family 

advocacy 

Patient involvement in treatment 

decisions

Patients and families presence on 

quality committees

Patient experience considered a 

priority

Promote listening and feedback 

from patients

Reinforcing the human 

element 

Give the data a human face

Bring patients and families into all 

improvement meetings

Role model patient and family 

engagement in rounds

Begin all meetings with a patient 

story



High-Impact Leadership Behaviors

What Leaders Do to Make a Difference
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Swensen S, Pugh M, McMullan C, Kabcenell

A. High-Impact Leadership: Improve Care, 

Improve the Health of Populations, and 

Reduce Costs. Cambridge, MA: Institute for 

Healthcare Improvement; 2013. Available on 

www.ihi.org.



You are the manager of a busy diagnostic imaging 
department.  You need to engage the staff in a project to 
improve flow and productivity.  What is your plan? 

Table Discussion #2



Engagement and 
Empowerment of the 
frontline staff is imperative 
to promote a Culture of 
Safety!

Front Line Engagement

Successful strategies used by 
leaders:

• Huddles
• Recognition and validation
• Frequent communication
• Shared leadership and communication
• One on one coaching
• Rounding with a purpose 
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Swensen S, Pugh M, McMullan C, Kabcenell

A. High-Impact Leadership: Improve Care, 

Improve the Health of Populations, and 

Reduce Costs. Cambridge, MA: Institute for 

Healthcare Improvement; 2013. Available on 

www.ihi.org.



• Individually develop a list of your current Top 5 priorities.

• When everyone is finished, share with your colleagues at the table

Table Discussion #3



Why Visionary Leadership Fails?

28

by Nufer Yasin Ates, Murat Tarakci, Jeanine P. 
Porck, Daan van Knippenberg, and Patrick 
Groenen HBR Online February 28, 2019

“Visionary leadership is widely seen as key to strategic change. That’s because 
visionary leadership does not just set the strategic direction — it tells a story about 
why the change is worth pursuing and inspires people to embrace the change. Not 
surprisingly, then, science and practice have a very positive view of visionary 
leadership as a critical leadership competency.”

“But our research finds that the positive impact of visionary leadership breaks 
down when middle managers aren’t aligned with top management’s strategic 
vision. This can cause strategic change efforts to slow down or even fail.”



• Visual Boards

• Scorecards

• Daily Huddles

• 90 Day Plans

• Improvement tools and methods

• Strategy deployment

Tools for Creating Focus and Delivering Results



Visual Board

30



Key Leadership Questions 
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What are the 
important Quality & 

Safety results we 
should be monitoring?

How good do we want 
to be?

Where is our 
performance now?

Where should our 
performance be? 

(benchmarking/best in 
class/Never or always)

How does our strategy 
move this measure?

What resources are we 
committing to this 

effort?



Creating Alignment
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Mission

Why we Exist

Core Values

What we believe in

Vision

What we want to 
achieve/become

Strategy

What we will do to 
achieve our Vision

Dashboard  

Focuses organization on 
the measureable 

strategic outcomes

Goals, Objectives, 
Targets  and Timelines

Provide direction and 
alignment

Initiatives & 
Action Plans

What teams and 
departments need to 

do

Personal 
Performance 

Plans

What I need to do

Simplify

Build stories 

Purpose

Competitive 
Positioning

Deployment 
& Actions
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Swensen S, Pugh M, McMullan C, Kabcenell

A. High-Impact Leadership: Improve Care, 

Improve the Health of Populations, and 

Reduce Costs. Cambridge, MA: Institute for 

Healthcare Improvement; 2013. Available on 

www.ihi.org.



Can you tell a story 
(good or bad) about 
a real patient 
experience?

Table Discussion #4

Practice

1. Look for volunteers at your team who 
have a story or a story you experienced

2. Listen/Share the story

3. Critique the story
• Why is a good story?

• What is the key message of the story?

4. Repeat the process with a new story

5. Choose one of the stories which you 
think is powerful and impactful



Story Telling
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• Important skill for managers and 
leaders

• About communicating what is 
important

• About building will
• Requires Transparency



Transparency is Critical to Winning Hearts and Minds

• Enhances effective communication
• Open and engaging

• Active listening

• Approachability

• Team Members need to know…
• Clear Aims and goals

• Rationale for “why” this is important

• How are we doing: both good and bad

• Supports desired team and work 
culture
• What are acceptable behaviors

• Enhances engagement and team 
member motivation

• Drives out fear

• Builds Will for change



…and whenever possible
Put a face on the data…

Behind every number 

is a person



Transparency:

Sometimes we cannot see what is in front of us…
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Traditional Display (Rates)

• .005 ADEs /1000 doses

• 2.67 infections/1000 patient 
days

• .003 falls with harm per/1000 
patient days

Actual Count

• 35 ADEs last month

• 220 hospital acquired 
infections last quarter

• 65 patient falls—16 with harm 
last month



• Visual Boards

• Scorecards

• Daily Huddles

• 90 Day Plans

• Improvement tools and methods

• Strategy deployment

Tools for Transparency

Communication is key –
Accept & share good or bad



Home Task #1

Develop a departmental “Visual Board”:

• Include all necessary information

• Set weekly huddle around it
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Swensen S, Pugh M, McMullan C, Kabcenell

A. High-Impact Leadership: Improve Care, 

Improve the Health of Populations, and 

Reduce Costs. Cambridge, MA: Institute for 

Healthcare Improvement; 2013. Available on 

www.ihi.org.



System Thinking: 
What are the key 
work processes you 
manage?

Table Discussion #5

• Create a list of the key processes you 
manage on a daily basis

• For one process, identify the primary 
customer and supplier to that process

• Leadership question:  What boundaries 
does this process cross?  Professional? 
Organizational?  



Boundarilessness
Built on two interrelated ideas

43

01

02

System 
thinking 
and 
process 
focus

Curiosity 
and 

mental 
models



System Thinking

“Every system is perfectly 
designed to produce the 
results it gets.”

As core leaders, we are responsible 
for the results of those systems

Paul Batalden, MD



Processes and System Thinking

Supplier Inputs Actions Outputs Customer Outcomes

Routine View & Thinking

Looking “upstream”

Shape Demand &

Reduce variation in Inputs

Looking “downstream”

Help Customers Improve

Outcomes



Leading Across Boundaries Requires New Skills

• Establish a shared purpose 

• Communicate a shared vision

• Ask questions and listen to responses

• Build consensus

• Show respect for the partner’s business models and 
constraints

• Adopt a collaborative approach and demonstrate patience

• Volunteer resources when needed

• Ensure that the “right people” are in the room



Practicing High Impact Behaviors

What Leaders Do to Make a Difference
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High Impact Behavior Examples

Person-Centeredness • Routinely visiting patients & Families
• Putting patients on improvement teams
• Foster Joy at Work

Front-Line Engagement
• Leading improvement teams that include front line employees
• Rounding and engaging employees in discussions about challenges in their daily work

Relentless Focus • Clarifying priorities
• Disciplined push to achieve results

Transparency • Sharing both good and bad patient stories
• Posting quality results for all to see

Boundarilessness
• Engaging other departments and disciplines in improvement work
• Continually searching for new ideas and approaches



ME Forum 2019 Orientation 
Thank you
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