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A tale of 4 timelines

• My personal one alongside continuous improvement in the NHS

• The Virginia Mason Story

• The NHS VMI Partnership

• The ENH Production System
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It’s hard work!!!!!

In 2010, 72% of NHS trusts and foundation trusts 

mentioned ‘lean’ in their annual report.

But lean done properly is like taking your 

organisation to the gym.

Many of these trusts just bought the trainers!

Alan Martyn, Director of Lean Transformation, NHS Improvement



Virginia Mason’s journey
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The VMPS House

• Tools and methods eliminate waste and mistake 

proof services

• New operational management approaches remove 

the superhero style of action

• Approaches and philosophy create safe and 

respectful environments

• Scientific evidenced practise removes the ‘burden 

of work’ and increases safety

• Application approaches increase reliability and 

effectiveness

• Patients, families and community voice is heard 

throughout all the work



Developing leadership behaviours
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The NHS VMI Partnership

The TDA selected 5 trusts to 

join the partnership and VMI 

selected as partner
2015

2015

2016

2018

2021

2022

Selection

Training improvement 

teams and coach leaders in 

the management system

Training and coaching

Between the trusts and TDA 

(then NHSI) setting out the 

“gives and gets”

Compact

Warwick Business School 

commissioned to evaluate 

the partnership

Evaluation

3 trusts continue to work 

with VMI and the other 2 

are still using the tools

Partnership ended

Lessons learnt shared for 

future improvement work

Evaluation published



Lessons from the VMI partnership



Lessons from the VMI partnership



The ENH Production System (ENHPS)

Assessment of whether the 

organisation was ready and 

“up for this” 

Were we ready?

Vision and values, strategic 

alignment, A3 thinking

Introduce some tools
Ran a full procurement 

process with lots of 

stakeholders

Selected VMI as partner
Established Guiding Team 

and visited Seattle

Start with senior leaders
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The ENH Production System (ENHPS)

Extensive review of current 

state of ENHT

VMI cultural readiness

Build expert team in the 

new method

Trained KPO

Rapid Process 

Improvement Workshop 

(RPIW) in Recruitment

Ran first event

Intro to ENHPS and 

ENHPS  for Leaders

Launch training
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Readiness assessment: Executive summary 

• A well-implemented QMS, understood as a single, shared improvement 

system, will bring focus and alignment to strategic goals, expanding the 

Balanced Scorecard with aligned metrics will provide a solid framework to 

support this important work.

• Leadership changes are visible and positively received. There is 

significant scepticism from staff who are looking for clear and obvious signals 

and actions to demonstrate the changes. 



Readiness assessment: Executive summary 
(continued)

• Modern leadership approaches where leaders, physicians, advanced 

clinicians, and anyone acting in a leadership role, takes responsibility to 

reduce the perceived power difference and create a feeling of 

psychological safety are key to your success. These approaches will 

inspire team members feel more trusting, open, curious, speak up to 

mistakes, and help to innovate and solve problems together. The learned 

helplessness that cascades throughout ENHT which originates from 

previous top-down leadership styles will disappear as this transformation 

evolves.



Readiness assessment: Executive summary 
(continued)

• It is essential for the success of this transformation to engage all 

areas of ENHT and build the capability for an empowered and learning 

continuous improvement culture across the organisation, resulting in 

measurable and sustainable success.

• Shortest time to first improvement (both large and small-scale) will 

encourage teams and provide the motivation to embrace the new QMS. 

This path to higher quality, increased safety, and enhanced staff and 

patient engagement also leads to cost savings.



The basis for everything we do 



Where to start

Creating the Golden Thread



Vision and priorities

Providing high-

quality, 

compassionate 

care for our 

communities

Quality of Care:
Consistently deliver quality standards, 

targeting health inequalities and 

involving patients in their care.

Thriving People:

Support our people to thrive by recruiting 

and retaining the best, and creating an 

environment of learning, autonomy, and 

accountability.

Seamless Services:
Deliver seamless care for patients 

through effective collaboration and co-

ordination of services within the Trust 

and with our partners.

Continuous Improvement:
Continuously improve services by 

adopting best practice, maximising 

efficiency and productivity, and 

exploiting transformation opportunities.

To be trusted to 

provide consistently 

outstanding care 

and exemplary 

service

• Deliver high quality, safe and compassionate care through enabling services and teams to consistently 

achieve care and quality standards; 

• Routinely and proactively listen to and involve patients and communities to co-produce and improve services;

• Enable the delivery of consistent clinical practice, utilising evidence-based pathways and allowing patients to 

be active and engaged partners in their own care;

• Improve proactive and preventative care through population health approaches and reducing inequalities in 

access and outcomes for our local communities.

• Utilise an inclusive workforce where we embrace and celebrate differences, with our workforce mirroring the 

communities we serve;

• Develop a modern workforce model, ensuring that staff have the skills, knowledge and capability to deliver, 

with the freedom and autonomy to act;

• Support our people to reach their full potential, regularly growing our own workforce, and becoming a local 

employer of choice;

• Enable people to work and thrive together in a caring, rewarding and healthy environment.

• Actively develop partnerships to drive change and ensure services meet the changing health and care needs of 

our communities;

• Embed co-ordinated pathways through effective collaborative working between teams, and with other providers;

• Routinely and affordably invest in our infrastructure to support care and innovation, ensuring the best possible 

environment in which to care for our patients;

• Embrace and embed digital technology as an integral way in which we deliver and unlock clinical care and 

supporting services.

• Maximise our use of new technology to anticipate and improve how patients, communities and partners can 

equitably access and receive care and services;

• Embrace innovation and quality improvement tools and adopt good practice to drive clinical, quality and financial 

improvements and sustainable delivery;

• Create an environment that adapts to and embraces transformation and maximises research and development 

opportunities to improve the care we provide;

• Enable our services to deliver in line with high performing local district general hospitals, with some areas of 

specialist care provision.

Mission Strategic Themes Strategic Priorities to 2030 Vision to 2030Together, by 2030, we will…. 



Providing high-

quality, 

compassionate care 

for our communities

Quality
Consistently deliver quality standards, 

targeting health inequalities and involving 

patients in their care.

Thriving people
Support our people to thrive by recruiting 

and retaining the best, and creating an 

environment of learning, autonomy, and 

accountability.

Seamless services
Deliver seamless care for patients through 

effective collaboration and co-ordination of 

services within the Trust and with our 

partners.

Continuous 

improvement
Continuously improve services by adopting 

good practice, maximising efficiency and 

productivity, and exploiting transformation 

opportunities.

To be trusted to 

provide 

consistently 

outstanding care 

and exemplary 

service

Our Trust mission Our guiding themes Objectives 2022-23 Vision to 2030

Embed fundamentals of care/pathway to excellence programme within all 

inpatient areas across the Trust

Improve overall Trust regulatory compliance and deliver Maternity 

Improvement plan to meet requirements of CQC, Ockendon review and 

NHS Resolutions

Improve our overall recruitment and retention rates to ensure that temporary 

workforce make up no more than 8% of the pay bill

Ensure all staff have a quality Grow Together conversation and are fully 

compliant with statutory and mandatory training

Transform end-to-end urgent care pathways supported by a new urgent and 

emergency care model to deliver the A&E four-hour standard of at least 76% 

and improve median ambulance handover times to under 30 minutes by 

March 2024

Deliver Care Closer to Home pilots at individual GP Surgery and East and 

North Hertfordshire level targeting better meeting the needs of the highest 

intensity users of health services

Implement a Quality Management System supported by an expert strategic 

partner with first quality and financial improvements delivered by March 

2024

Increase elective activity through productivity and investment, supported by 

a more digitally-enabled central booking service

Objectives 2023-24 



Providing 

high-quality, 

compassionate care 

for our communities

Quality
Consistently deliver quality standards, 

targeting health inequalities and involving 

patients in their care.

Thriving people
Support our people to thrive by recruiting 

and retaining the best, and creating an 

environment of learning, autonomy, and 

accountability.

Seamless services
Deliver seamless care for patients through 

effective collaboration and co-ordination of 

services within the Trust and with our 

partners.

Continuous 

improvement
Continuously improve services by adopting 

good practice, maximising efficiency and 

productivity, and exploiting transformation 

opportunities.

To be trusted to 

provide 

consistently 

outstanding care 

and exemplary 

service

Our 

Trust mission 
Our 

guiding themes
Strategic goals 2024-25 Vision to 2030

Eliminate avoidable waits through innovation to consistently deliver the best patient 

outcomes and experience.

Strive for zero harm by using our production system (ENH PS), actively learning from 

incidents, research, innovation and evidence.

Maximise the potential of individuals and teams by providing the tools and skills to 

deliver a high-quality service.

Build and recognise leadership capability at all levels to create an inclusive culture and  

environment that enables everyone to thrive.

Use insight from our patients and communities, working in partnership to better 

understand their experience and improve our services.

Work as one with all our partners to build and grow equitable, high quality, 

compassionate services.

Transform patient flows and standardise processes to reduce waste, create a patient 

record and real time data leveraged by technology.

Achieve best use of resources and opportunities for investment by continuously 

focusing on identifying and eliminating waste and maximising productivity.



Our values

• Spring 2022 – ‘Refresh Our Values Project’ – 

engagement of around 500 individuals and teams 

across the organisation identifying behaviours that 

matter and the values that drive them

• Final draft shared on the leadership forum and final 

version produced in summer 2022

• Teams began building of their own ‘team charter’ – this 

is a recognised technique in team building in which 

teams agree the behaviors that they will all hold 

themselves, and each other, accountable for

• Led by the OD and Business Partnering team all areas 

will have develop their team charter by the end of the 

financial year

• Board team charter was developed in November with 

final version to be shared

• Phase 2 of team charter focuses on holding to account 

and giving feedback

• To date 48 of team value charters have been completed 

and a further 29 are at the final stage - examples 

demonstrated on the following page
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