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What’s our tweetchat series all about?

In October 2022 Warwick Business School held an inaugural ‘tweetchat’ in partnership with #Qlhour to accompany a
blog entitled ‘Six key lessons from the NHS and Virginia Mason Institute partnership’. Synthesising the key findings
from the recently published NHS-VMI evaluation report the blog incorporated a sketchnote as a vehicle for sharing
lessons the ‘six lessons’ far and wide; the result was a global conversation about how to lead continuous improvement
within and across health and care settings.

The unprecedented success of our first combined ‘blog, sketchnote and tweetchat’ led to a partnership with the influential
@HelenBevan and @LouWaters in collaboration with #QIHour and Warwick Business School to foster a global
conversation via six further monthly blogs, sketchnotes and tweetchats between January and June 2023. In each blog
we aim to unpick each of the ‘six lessons’ derived from the evaluation of the NHS-VMI partnership. The first in our six-
part series is presented below.

We really hope these blogs, sketchnotes and tweetchats spark a global conversation and debate about how we foster
continuous improvement and look forward to your feedback, reflections and response.

January Tweetchat Report Summary

This report was produced to share the learning and insights generated from the tweet chat, which took place
on 315t January 2023, on “How to Foster a Culture of Continuous Improvement”. It was hosted by Warwick
Business School in collaboration with #QIHour alongside a panel of quality improvement leaders from the
NHS and the Virginia Mason Institute. A brief overview of the tweetchat questions and a summary of
participant responses are presented below.

Ql. Let's have a poll about tweetchats!

e It was the first tweetchat for 41% of the participants, suggesting that this tweetchat engaged more
professionals who are interested in quality improvement.

Q2. What does cultural readiness for change mean to you?

e For participants, cultural readiness for change means: cultivating an environment to build & grow
improvements, having open and honest conversations about change, being willing and committed
to change, ensuring staff feel safe and supported to make changes and making relationships &
connections to support change.

Q3. What are the factors that create a receptive culture for change and how does (or should) your
organisation nurture a receptive culture?
e Psychological Safety, Co-Creation, Learning for Failure and effective Networks & Social
Connections were revealed to be factors creating a receptive culture for change.
Q4. What experience have you got of building cultural readiness for improvement...
e Participants shared many experiences regarding the conversations, training, skills that need to be
encouraged at the team level, the values alignment and unlearning that needs to occur at the

organisational level and the difficulties experienced and differences in perspectives observed at the
system level.
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

Q5. Asking for a friend: “Help! | work in a struggling organisation which is failing on finance, performance
and clinical standards and is losing confidence of both staff who are leaving in droves and patients who
are constantly sharing their concerns with the media. How do we start this sort of work?”

e The responses recommended that good places to start improvement work are with patients,
leaders, staff, and the strengths and weaknesses of the organisation.

Q6. Last question of the night! What actions will you take away as a result of this tweetchat and/or as part
of the learning from the NHS-VMI partnership?

e Participant responses included plans to share the blog, Build cultural readiness as the foundation
for better quality improvement, with their teams and integrate lessons from the tweetchat into their
improvement work.

Figure 1 presents a summary of the themes and key words that emerged from the tweetchat responses.
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Figure 1: Tweetchat Themes Summary
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Tweetchat Activity Summary

#leadingQl
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The tweetchat ran from 7.00pm - 8.00pm GMT on 3ist
January 2023. The ‘tweet activity’ graph above for the primary
#LeadingQl hashtag shows the momentum of the hashtag
from the 22nd January until February 1st 2023. It shows a peak
during the scheduled time of participation, and also shows
that interactions continued after the 8.00pm end-point of the
chat. The chat had 368 participants, who generated 534
original tweets, 882 retweets, 3894 likes and a reach of nearly
I million . During the chat, both hashtags #LeadingQIl and
QIHour were trending the United Kingdom. Below is a
summary of the top five Most Active, Highest Impact and
Original Tweets.
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Helen Bevan
The most retweeted and liked tweet, which @

Q2: What does cultural readiness for change mean to me?

generated 94 tweets and 347 likes’ was made bg Improvement/transformation plans often use the language of "driving”

change through the organisation/system. If we want large-scale,

@HelenBeuan in r.esponse tO Q2 What does CUltural sustainable change, we need to grow it, not drive it. Graphic @MilFamLN

readiness for change mean to me? e
2 o
Q2: What does cultural readiness for K GROWING CrieE
change mean to me? . —— o
Improvement/transformation plans often [l .2 X b &l 2 ’ P ?\
use the language of "driving" change | —/‘" L U9 VLT,
through the organisation/system. é\y ’j} én” i} i%‘}%?wmm@r ’2
If we want large-scale, sustainable W' \f\.’f’ e
change, we need to grow it, not drive it. 2 VLJL Jb

Graphic @MilFamLN #LeadingQi #Ql-Hour

Ql. Let's have a poll about tweetchats!

@ WBS

Q1. Let's have a poll about tweetchats!
This is my 1st tweetchat
This is my 2nd tweetchat

I've taken part in 3-5

I've taken part in 6+

Question 1, an icebreaker, was used to find out how many persons had participated in a Tweetchat.
For the majority, 41.1% or 30 persons, it was their Ist Tweetchat. The second largest group, 26% or
approximately 19 persons, were veterans having participated in more than 6 tweetchats. The third
group, 19.2% or approximately 14 persons, had taken part in 3-5 tweetchats, and the remaining
13.7% or 10 persons had participated in one tweetchat prior to this.
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Q2. What does cultural readiness for change mean to you?

g = There were many great responses to this
whbsl) ()2. What does cultural readiness for change mean to you? question_ For the tweetchat participants'

g Cultural Readiness for change means:
an

e Cultivating and Environment to
prepare the foundation Build & Grow

Q2. What does cultural Improvements.

e Having Open and Honest
Conversations about Change.

you? e Having the Willingness & being
Committed to Change.

e Making Staff Feel Safe & Supported

readiness for change mean to

Please remember to add Q2 and the hashtags to make Changes,
#LeadingQI & #QIHour to your answer WDS q . . q
e ¥ e Making Relationships & Connections
to Support Change.
e Giving Staff Time to make
Improvements.

A key perspective was Cultivating an Environment to Build & Grow Improvements...

@WBSProfBC responded, “Culture not just important to embedding improvement, it is essential and
conditional for success. Culture need a to be built and leaders are instrumental in creating it #LeadingQI”

@KPOteam_SASH saw it as a foundation of work where “cultural readiness to me means having fertile
ground to sow your seeds of improvement on. We call it nemewashi or tilling the soil. Spending time with
staff developing organisation values and defining what clinical leadership looks like was key #leadingQI
#QIHour #NHSKaizen”

The most liked and retweeted response falls into this theme as @HelenBevan responds saying that...

Improvement/transformation plans often use the language of "driving" change
through the organisation/system.
#LeadingQi #QIl-Hour

For some it was important to Have Open and Honest Conversations about Change...
This meant understanding clearly from the outset what change means and what needs to be done.

For @NinaJaspalCNP this means,

a Nina Jaspal

Cultural readiness is all about our people within an organisation, no
matter what level. It’s about being open & transparent, having honest
conversations in regards to how we can change the way we deliver our
services, & open to embracing a new way of thinking

@BryanJns responded that, “Creating a culture of respect is key. Interesting how some VMI trusts worked
hard to foster a climate in which people speak well of each other and well of themselves. Meaningful
improvement conversations are built on trust and mutual respect. #LeadingQI #QIHour”
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@Sutcliffel987 explained that, “It means your organisation is ready to have a Mirror held up to it and that
people are willing and equipped to have difficult conversations #QIHour #leadingQl”

For @lisablimy,

@" @ Lisa Bellamy (she/hen) @
5)

For me, it's having those conversations right in the beginning to see how

the team are doing and sometimes needing to spend some time with the
team so they are not feeling like they are being done to
There are also different degrees of readiness!

@WBSProfBC echoed this saying that, "Cultural readiness for change for me means that an organisation is
really engaging its people in meaningful conversations about purpose and values. There are lots of ways of
doing this.”

Having the Willingness & being Committed to Change was also very important...

@RobinD100 interestingly queried, “Is a culture ever ready for change?? | guess for me its about the
willingness to learn, to try things, to learn from the past and be honest about what we can and can't do..
#LeadingQi #Qihour”

For @jimmy_parvinitis...

Q2. A collective willingness to really examine the current state, accept
that you might not like what you see, and the determination to focus on
the opportunities with the most impact.

@acserrao76 responded to @Sutcliffe1987 saying that, “Commitment is key, people notice when
commitment is "faked" #QIHour #leadingQl”

And @Mountain_medica responded that,

ﬁg Seema Srivastava (She/Her)
r 2
X

Q2. There is an understanding of the direction of travel and a deep
commitment to being on that journey which enables multiple teams to
navigate their way to the destination (which may well change along the
way)

In terms of commitment, @Nyrs_Emma also added that “...in addition to all the above it should be about
authenticity, a genuine commitment to putting people first, and also to making change easy to conceive.
Not necessarily in its process but in expectation. #QIHour #LeadingQIl #BarriersDown"”

There were responses about the relationships & connections that support change...

For @nutter_gemma, “cultural readiness for me means building a network of change adopters at all levels
throughout an organisation to keep momentum and be supportive, influential and remain connected.
#LeadingQl #QIHour”

@guhawtin commented that “Connections keep the energy and passion going finding out what others do
and how it can be used in your own organisation it's very useful and should be used more #learning
#QIHour #LeadingQl”
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@DrNicolaBurgess endorsed this as,

@ Dr Nicola Burgess

A2 Cultural readiness is about being open to change, being ‘connected’
across the whole organisation, senior managers, healthcare
professionals and support staff working together towards shared goals

And for @LouWaters_Q)], it was not only the connections...
@“ Lou Waters (she/her) 2 . == [§

Q2. For me cultural readiness is about trust-based relationships in and
across teams. Individuals feeling connected and supported to do what
they know will make a difference and feel they have permission to try
and fail and leaen from that

Many were vocal about ensuring staff feel safe & supported to make changes...

This included creating an environment, “...where staff and patients are supported and encouraged to own
and lead change or improvement and feel safe to do so. It is visible, safe and becomes the way things are
done round here #leadingQ!”, says @HughMcCaughey.

For @RNChristinaH it means,

@ Christina Harrison

Q2. i cultural readiness to me is about creating the
right environment for all (no matter what banding/ grade). Being
inclusive, transparent, open to all contributions and giving permission
and opportunities to contribute and create change. This builds allies

@gvhawtin responded, “To feel supported and prepared to make a change #LeadingQl #QIHour Gaining an
understanding of what they are and the impact having all of these help to create the change. Take others
with you”

@BethanyEd2 explained that cultural readiness means, “Values- Respect, Trust and Safety. For everyone to
have an environment to say, suggest and speak up. Feel valued for their contributions and a shared blue
sky approach, try it, have hiccups and move on! #QIHour #LeadingQl”

@SaraTurle replied for,

e Sara Turle @

’

Q2. Everyone, whoever they are in the organisation being encouraged,
welcomed and valued in working together for the same aims . i

Another theme was ensuring that staff are given time to make improvements...

@MarkCluniper replied that, “Senior buy in to dedicate the space time and resources for frontline teams to
come together to solve problems #LeadingQl #QIHour”
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@lisabllmy commented that, “Time is so limited, its definitely a mindset shift to say where does the time
add value, firefighting or problem solving, definitely a culture shift #QIHour #leadingQl”

However, @MariePinard9 said bluntly,

,‘@% Marie Pinard
Y

Q2. Putting your money where your mouth is? Giving people the time to
do the work, listen, co-design and make mistakes.

Question 2 Summary

Several diverse answers and perspectives were uncovered regarding the perceptions of cultural readiness.
For some, it was about the environment of change, for others this meant having open, honest, difficult and
raw conversations about the purpose, reasons and need for change, and what it might look like. After having
these much-needed conversations, there must be a concrete willingness and genuine commitment to the
changes. As @acserrao76 pointed out, people tend to know when commitment is faked and won’t be
invested inimprovement work if they believe this to be the case. Through their relationships and connections
staff can understand others' willingness and commitment and feel safely supported to make changes. This
however has to be combined with senior management allowing time and space for meaningful problem-
solving and improvement work to occur. Over, forty responses were provided for question 2, and not all of
them could be presented here. A summary of other themes highlighted in question 2 are in the word cloud
below.

give staff the time
strategic priorities crowdsourcing tools

estoBlishing the valles :
making change easy

whole organisation

working together

different degrees of readiness
solve problems sow your seeds of improvement open transparent

engaging its people
it fO @] read PRm——
loodors Y

aﬂgnwgv«fumreceptlve new thinking T G

giving people the time shared sense of urgency
listening and framing the problems

change adopters at all levels
continuous improvement cycle

adaptive spaces determination
growth mindset people are willing and equipped

different kind of leadership Crea“r;%g:z\;g:;ﬁ?gggc;:g:iogwm

space time and resources

o (rust-based relationships a Cce pt
t I m e organisation values ready and supported
open sessions

cultural exchange
o fo voi

Figure 2: Question 2 Word Cloud
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Q3. What are the factors that create a receptive culture for
change and how does (or should) your organisation nurture a
receptive culture?

WBS
Q3. What are the factors that create a receptive culture for change and

how does (or should) your organisation nurture a receptive culture? A hOSt.Of factors that create a
receptive culture for change
Remember to include and in your answer emerged from this quest[on_ A

summary main factors
identified include:
Q3. What are the factors that create a « Psychological Safety

receptive culture for change and how e Co-creation
does (or should) your organisation * Learning from the Past,

S 1 - Mistakes & Failures
nurture a receptive culture? - Shared Belenging, Velies

Purpose
e Leading by Example

e Networks & Social
Connections

Please remember to add Q3 and the hashtags .
#LeadingQI & #QIHour to your answer wbs

Psychological Safety was a key factor in response to this question...

@chrisimcb responded that, "Psychological safety is key. Building an environment where anyone is willing
to put up their hand or shout out that idea is a critical aspect of a receptive culture. #BuildTrust #LeadingQlI
#Qlhour”

@Nyrs_Emma responded also saying,

” Emma Heron

Q3.

Genuine is definitely a factor and how that is
fostered within the leadership of that organisation.

I think also a visibility - where others see change are they not more likely
to initiate it where they see a need?

This also resonated with @Sutcliffe1987, who responded to @Nyrs_Emma by saying, “We spent time going
back and adding Psych Safety into our offer as you need to base this around everyone knowing they have a
voice will be embraced and listened to #QIHour #leadingQl”

@hel_bobs agreed by stating, “There's definitely a place for psychological safety here! Need to ensure staff
feel they can contribute ideas for change #LeadingQI #Qlhour”

@ThomDennis added a few of other factors saying that, “Respect, transparency, psychological safety,
humility in the leadership #leadingQIl #QIHour”
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@DrNicolaBurgess replied adding that,

@ Dr Nicola Burgess

A safe relational space where people can come together formally but
share thoughts in an informal way is so important for fostering
psychological safety '

@BryanlJns further agreed that, “Ensuring a blame-free, nurturing and open environment' where people
have confidence to share ideas is a key improvement enabler says research supported by @HealthFdn
#LeadingQl #QIHour”.

Co-creation with patients and staff was highlighted...

@jamespeskett said that, “Genuine co-creation with staff at all levels and all professions. And creating the
right culture through actions, as well as words. #LeadingQI #Qlhour”

@steve_daykin replied to @jamespeskett and added,

ﬂ~,1 James Peskett

Q3. Genuine co-creation with staff at all levels and all professions. And
creating the right culture through actions, as well as words. i

% , Steve Daykin (RMN) Senior Improvement Lead *
&

Absolutely and also a drive to collaborate and co-create with our
patients carers and service users [

o1

@HayleySGrice responded saying that, “having an anchor of QI principles co-created with staff; threading
them through opportunities to connect with staff to embed; making sure staff see & feel the difference

applying QI methodology to aim for PDSA cycle projects with impact CA or Ql; sharing #QIHour
#LeadingQl”

@ggmarquez nicely summarises many of the themes identified and also leads us into a new theme, where
they highlighted,

“=== Anand Sivashankar

A3. Align interests and apprehensions in co-created strategy and
direction. Include psychological safety and boundaryless behaviour.
Encourage and reward early adopters and innovators, even failures
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Learning from the Past and “Failures” was also discussed...

@jimmy_parvin commented that, “Creating the expectation that improvement is part of everyone's
responsibility and that support will be given to experiment with change ideas, especially if they fail.
Executive and senior leader behaviour needs to encourage experimentation. #QIHour #leadingqi"

@CharlotteNHSRN similarly replied saying that,

#R Charlotte Jakab-Hall RN §

A3. A receptive culture takes postive risks, encourages that ‘“failure’ is an
opportunity to learn and grown. It builds a restorative culture that moves away
from blame and celebrates and shares both good and challenging outcomes.
#QIHour

@DrNicolaBurgess replied to this tweet agreeing that it is “Such an important point: 'failure' is a learning
opportunity #LeadingQIl #QIHour”

@Mountain_medica took this a point a step further by saying,

",‘ Seema Srivastava (She/Her)
-

Q3. Being open about the organisational history, acknowledging past
narrative and emotions, building trust, being open to create a new
narrative, being clear on shared values, seeing behaviours which
demonstrate this

@RobinD100 acknowledged however that there is, “Something about being open honest about past
failures. This is hard for leaders to do. #QiHour #LeadingQi”.

Creating a sense of Belonging, Shared Values & Purpose also emerged...

@HelenBevan replied saying,

@ Helen Bevan

Q3: one of the most important factors in creating a receptive context for
change is creating a sense of belonging for everyone, based on the
unique aspects each person brings, not just having to just "fit in". See
this by i

Building or rebuilding a sense of belonging is
one of the most critical tasks in leading change

Our most recent research into the successful
leadership of large-scale complex change,
pinpointed a vital ingredient omnipresent in all
human systems: our fundamental need to belong
- to feel secure, included and part of something
significant. If you feel you belong, loyalty follows,
and with that the permission for risk-taking and
innovation.

Deborah Rowland and Paul Pivcevic

Leading change post pandemic:
gs.Ise.ac. uk/businessreview,

https://blog /2022/04/08/leading

longi
age-px
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@Sutcliffel987 responded by addressing the vision and values of the organisation,

g - Lee Sutcliffe

)
A3 You need to think about how you prepare the ground in terms of

values and vision, are we all aimed at the same place and do we all know
how we want to behave and interact with each other on the long journey
to get there [

@hel_bobs replied to @Sutcliffe1987, “Agree, having a shared set of values and purpose is really important
to engage staff with the improvement journey. #LeadingQI #Qlhour”

@HughMcCaughey emphasised that, “A clear articulation of the values, behaviours and aims:; leaders that
live those values (through thick and thin); and constant reinforcement, celebration and recognition for
those that walk the journey #LeadingQl”

@BryanJns responded that,

@ Bryan Jones

Q3 There has to be a sense of shared purpose right across the
organisation. Everyone should know what the improvement vision is, and
how their work contributes towards it [

@MikeBurchellDHT underscored the point of belonging and purpose by there needs to be “...connected
autonomy where people feel a strength by being together in shared purpose and have ownership over
change and freedom to do what's right based on values #LeadingQIl #QIHour”

@CharlieTeare further expressed the point that "values based around ‘embracing trying/ getting it wrong’,
‘Working together' and NO ‘that's not my job.... Praise these behaviours and uphold them to others
#QITwitter #QIHour #LeadingQI"”.

@DrNicolaBurgess endorsed these comments by saying that,

@ Dr Nicola Burgess

The NHS-VMI partnership eval noted ‘value-alignment' - where
organizational priorities and professional values aligned was a really
important starting point for nurturing a receptive culture. Values should
be unambiguous and consistently modeled everyday

These responses about behaviours, values and actions that align with improvement goals and vision guide
us into the next factor which is to have...

Visible Change Agents who Lead by Example...

@lisabllmy explains that “Senior leaders walking the walk &; talking the talk, ensuring staff know they have
'permission' to improve... time rather than short deadlines, slowing things down to have all the team along
with you”

@steve_daykin views it as needing, “Effective, visible leaders with an ability to listen, engage and spur on
key members of staff to role model a way to improve #QIHour #LeadingQl”

@LouWaters_QI confirmed this by replying to @SunilDaga23,
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@ Lou Waters (she/her) 2 == [ [§

Q3. Staff wanting visible leaders is definitely something | pick up when
I'm out and about. Visibility matters. Listening matters. Offering your
time and support matters!

@) Sunil Daga

#LeadingQi #Qlhour inspiring leaders are key, visible approachable and good
communication with lots of listening event. Key thing is genuine curiosity

@SaraTurle comments and replies to @LouWaters_QI saying that visibility, “Matters to patients too. How
can leaders lead if they don't regularly get out on the Gemba, and see, hear, feel and ask about what staff
and patients are experiencing. #LeadingQI #QIHour

This point was similarly made by @KPOteam_SASH saying that,

@ SASH+

Q3 Leading by going to the genba (go see), asking why and showing
respect to all staff. Enabling those that do the work to improve the work.
Celebrate success, failure and learning

@Sutcliffel987 responds that it’s not only about visibility but also having senior leaders who are actively
involued for example, “Having your execs interested in the events is a great way to do it across the
organisation #QIHour #leadingQl @ WAHTImprove definitely showing how its done this week in real time :)”

Effective Social Connections are also a factor...

@lisabllmy comments that “Connection makes a huge different in #Ql, it's sometimes underestimated until
people realise.”

@WBSProfBC responded to @RobertVarnam commenting on how the social aspect of improvement work is

often overlooked,
@) Bernard Crump
>
by

, completely agree with you that attention to, and

balance between the social and the technical aspects of improvement
is key. But usually it is insufficient attention to the social dimension that
causes problems

@Mark_Outhwaite sees this at the, “The levels of connectedness and mutual support across an
organisation or system. #LeadingQl #Qlhour”

@Sutcliffel987 adds to this and having a sense of belonging, saying that “That network is really key
@DrNicolaBurgess and the team showed just how key that is, i need to not feel like an island i need to feel
like part of a community #QIHour #leadingQl”
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

Question 3 Summary

In addition to the themes which emerged, other factors were also discussed which are also closely related.
For example, there were many comments about having the space and permission to carry out improvement
work, this could be aligned with Psychological Safety. There were also responses focused on developing a
common language and building patient voice, these points are associated with creating a sense of belonging
and co-creation with patients and staff. There was also a significant aspect of building trust and respect and
feeling supported, which emerges from social relationships and connections within the professional
network. Like question 2, there were over fifty responses for question 3, all of which could not be presented
in this section. Therefore, a summary of themes, phases and concepts have been included in the word cloud
below.

Ieadershlp for change
Iearntexperience 1SeINg L PRONS

inspiring \':—'5: oIS
constant re i i

recos nltlon A
humility gn Wﬁ%“”““’””’”““”‘“‘”

building patient voice gettlng people mvoIved ' AW !9

encourage early adopters

e “patients
«listen and engage

change your mindsef N
i . .
I acknowledging &m
adership -7

improvement vision posifive leadership Behaviours
connects people together
education programme

~ co-create strategy and direction
creating a sense of belonging

' organizational priorities

bU||d trust ' VIeamlng opportunlty S §
learn {(mm each ofhier visibility matters

Figure 3: Question 3 Word Cloud
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Q4. What experience have you got of building cultural readiness
for improvement?

WBS With over 70 responses to this
Wi

Q4. What experience have you got of building cultural readiness for . .
improvement... question, many experiences at
atateamlevel each level were identified. These

* at an organisational level
* at system level include:

Remember to include in your answer . ’
e Connections, Conversations

and Skills at the team level.

Q4. What experience have you got of building

e Values, Training and Unlearning
at the organisational level.

cultural readiness for improvement...

. at a team level
. at an organisational level e Changing perspectives and
. at system level removing obstacles at the

system level, and
Please remember to add Q4 and the hashtags

#LeadingQI & #QIHour to your answer WOS ° nghllghtlng the importar‘lce of
networks and relationships at
each level.

At the Team Level: Connections, Conversations & Skills
@VM_Institute responded that,

‘ Virginia Mason Institute

Q4 - Team Level - This is at the most personal level, where real
conversations about capacity, prioritization, barriers must happen, often
in small groups/1:1. It's about listening + following through. This builds
trust with team members.

@jimmy_parvin made a similar comment saying to, “invest time in your team, know each other at a
personal level, take the time to connect away from work issues, set and regularly re-visit expectations and
priorities, think 'how can we..?" #QIHour #leadingqi

@KPOteam_SASH says to have conversations and

@ SASH+

Q4 at team level ask team members what their biggest frustrations are
and what they would like to do about them and what success will look
like. Provide some simple technical skills training and start coaching
team members for improvement [

@ChloeCScottOl replied to @KPOteam_SASH commenting that, “At team level, ensuring all members have a
voice, as everyone has own experience & valid views. Empowering teams to share ideas & solutions.
Patients at the centre should be the driving force, not the barriers. Get buy in from a couple & spread the
passion! #QIHour #LeadingQl”
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@BethanyEd2 also shared this view saying to,

N Bethany Edwards
&,

Q4. Team Level

Support emotions from the outset, embracing courageous conversations
and making room for team bonding to create a shared vision, remove
vulnerability and build a psychologically safe environment

suilding pactnesny
beyoad a transacuond)

n\utionsh‘(‘p. 0 CO UR R G‘EO US
LISR CONVERSATIONS

Liberatin' g
Steuctuyres
-what | need
from yov.
€nabla hongst 14
thQ Moment coave's even | IME FOR FUN
|:°=':~§9 :3‘0:’\3:\‘;,%‘:33‘3 -Team building
- Lavghing + fun 30
staff d0 not feal
TWEET #ainour vanwcor maxing
:ﬂ:LM' al “Suay \dea's”t pr
CHHT 'fs Shar & thougnts

@Sutcliffel987 explained that for, “Teams is about sharing being open and keeping the conversation going,
we involve the team early and be open about the process, its bumpy but eyes wide open to it is the best
approach #QlHour #leadingQl”

@guvhawtin explained that,

G) Gemma Hawtin @
)
)

A4 at a team level and faculty within my region discussing what can be
done and to try it! Telling stories like a podcast creating more
engagement to highlight and working with other trusts we did this and
gained more engagement [ sharing IDEAS

@steve_daykin focused on skills saying that, “at a team level it's about utilising and encouraging skills and
the different ones everyone brings to the table. Sharing your skills to grow and add to others and open to
listen. Encourage leadership and engagement from all #QIHour #LeadingQIl #psychologicalsafety”

@genesewarburtol also supported skills saying,

,{';" Genese Warburton
L \

A A

Q4 At team level we are focusing on improvement coaching using Kata to
build a culture of embedding improvement into teams and their day jobs,
some really good results coming through. '
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At the Organisational Level: Values, Training & Unlearning

For @jimmy_parvin also supported values alignment saying that,

L;" Jimmy Parvin

Q4. Org level: align your approach to improvement with you org values.
Create and share as many meaningful and relevant examples as soon as
possible, as widely as possible. Help those looking to get started to see
the art of the possible. [ [

@VM_lInstitute responded that organisational level, “...alignment in values and behaviors across Sr (Senior)
leadership is crucial. There must be a safe place for Sr leaders to challenge one another, but must maintain
alignment in eyes of broader org. Compacts can help make expectations visible. #LeadingQI #Qlhour”

@Sutcliffel987 also responded regarding making a commitment to values,

= = Lee Sutcliffe
4

A4 Organisation Is build the golden thread, link the work to the strategy
the values and build that theme and try not to waver its easy to waver
and link things lazily i

@CallamJames shared experiences and reflections “... working at organisational level within a QMS.
Perhaps the real value is in individuals understanding its not about the tools it's a way of thinking
#LeadingQl #QIHour”

@ggmarquez replied saying that, “at org level Visceral unfreezing and unlearning sessions facing backlash
and pushback Setting out themes on journey from and to Milestone-based visual depictions Prefer the
#Japanese ways which seem smaller but cover more #LeadingQI #QIHour"

@KPOteam_SASH also commented that,

@ SASH+

Q4 at an organisational level provide leaders with the training first and
let staff see that talk translates into action. Make training accessible to
all. [ NHSKai

At the System Level: Changing Perspectives and Removing Obstacles

@jamespeskett shared, “My experience of system level is needing to help leaders see problems from their
peer’s pou. Perhaps that’s true at all levels? #LeadingQl #Qlhour”

@Sutcliffe1987 also shared that,

Lee Sutcliffe
A4 System is so much harder, we invited organisations into a room and

had them share and discuss, especially being inquisitive to what each
other does, get them to ask why, when everyone leaves however the day
job often overtakes so make it regular
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@WBSProfBC revealed that,

é} Bernard Crump
.
by

4 Some systems tell me they are "not ready” for system level working.

What | observe is lots of practical engagement between frontline people
in these systems on real problems, but that the senior teams are
nervous. Time for a leap of faith?

@SunilDaga23 proposed that at the, “...system level - facilitating, removing obstacles and supporting new
ideas and cross talk with people working in silos #Qlhour #LeadingQi”

@KPOteam_SASH also recommended that, “at a system level. Share learning, successes and failures. Offer
training to all. Appreciate different approaches used by others. celebrate all improvement no matter how
small. Dont try and increase pace and scale too rapidly #leadingQI #QIHour #NHSKaizen”

Experiences at all Levels: Networks, Relationships & Connections

@Mountain_medica shared a response that aligned with many of themes which have been highlighted,

ﬂ Seema Srivastava (She/Her)
A0gC

Q4. My experience whether leading in teams, organisations or systems,
is the importance of the work in the spaces between formal meetings.
The ‘backstage’ relational conversations with individuals & within groups
to listen, create networks & build that momentum

@acserrao76 replied to @Mountain_medica agreeing that, “Relational connections are key such an
important skill #QiHour #LeadingQ!”.

@Sutcliffel987 also replied to @Mountain_medica asking, “How do we turn the more formal processes into
backstage conversations if they are so important, #askingforafriend #QIHour #leadingQl”

@jamespeskett joined the conversation sharing that,

ﬂ“j James Peskett

Some recent work I’'ve been doing on innovation culture shows internal
and external networks are created through personal connections

@jimmy_parvin also replied to @jamespeskett agreeing that, “...networks are vital to build the improvement
culture and need the investment of time to personally connect. #QIHour #leadingqi”

@Earth_Kate also shared that in her organisation,

t M\ Kate Earth
YA

A4: we’re working to build this at every level, and while each has its own
opportunities and challenges, creating a sense of belonging (and a bit of
FOMOY!) goes a long way. | think it’s about building relationships first
deliberately before adding processes

@HayleySGrice also commented on connecting and networking saying that, “team-authenticity, QI
training & energy to be brave and take theory to practice; team-connect with clinicians; organisation-
allies, Ql role models & curiosity; system-shared language and training at ICS level; #QITwitter national
networking & sharing #QIHour #LeadingQl”
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

Question 4 Summary

Further experiences and themes emerged from question four which sought to explore experiences for
building cultural readiness at the team, organisational and system levels. As has been revealed, much
emphasis has been placed on listening and having “courageous”, “difficult”, “meaningful”, “relational” and
“raw” conversations. Many responses also highlighted the importance of building trust, relationships,
connections and networks, each of which has been highlighted in the questions so far. This underscores the
role that relationships and networks have in supporting improvement work and organisational culture.
Another theme which emerged was ensuring that training was available and accessible to all levels of the
organisation. This is reasonable as large-scale transformation and improvements are less effective, if only a
few selected individuals and leaders are trained in improvement methods. As there were over seventy
answers to this question, a summary of phases have been included from other responses in the word cloud
below.
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Figure 4: Question 4 Word Cloud
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Q5. Asking for a friend: Help!...

WBS . . . .
Q5. Asking for a friend q‘ .Remember to include This que5tlon was mterestmg
because it described multiple

areas of underperformance and
wanted to understand where to

Q5. Asking for a friend: start improvement work, if you

“Help! I work in a struggling organisation which is failing were in such a position. Five areas
on finance, performance and clinical standards and is losing emerged to begin improvement
the confidence of both staff who are leaving in their droves work:

and patients who are constantly sharing their concerns .
with the media. How do we start this sort of work? » Patients

e Leaders § Staff

in your answer.

Please remember to add Q5 and the hashtags .
wbs

#LeadingQI & #QIHour to your answer e Strengths

e Weaknesses

Starting Improvement work with Patients...
@VM_lInstitute replied that,

‘ Virginia Mason Institute

Q5 - One place to start is with listening - to the team, the patient. Focus
on what brings everyone together - caring for the patient. Our "why" was
deeply understood when we faced tragedy from a medical error. Gather

stories so you can articulate your "why." ’

@WBSProfBC responded to, “Create a space and invite people to join a conversation on what we could do
today that would make things different tomorrow for our patients. Do it everyday and show the sceptics
that you are listening and taking what you hear seriously.”

@acserrao76 recommended to,
:E"- &1 ==Cristina Serr3o she/her = @ ™

S

A5. Bring [ into your improvements 11}
thing!

Strategic level #Li Xperi partners means people using services
and/or their carers with RELEVANT experience who have clear role
descriptors as partners DM for more info [

@KPOteam_SASH replied that, “we use complaints as a source to identify patients who might be interested
in being involved in improvement work too #leadingQl #QIHour #NHSKaizen”
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Starting Improvement work with Leaders & Staff...

@KPOteam_SASH also recommended to, “Start small. Go where the enthusiasm is. Train your leaders
including executive team first. Celebrate every success. Be clear that no improvement is too small. Talk
about reducing waste not cost and quality not efficiency #leadingQI #QIHour #NHSKaizen”

@genesewarburtol responded to,

e Genese Warburton
B
~a

Q5 Find the significant leaders in the organisation and connect them.
Provide a forum for real conversation and acknowledge the
challenges.Agree the priorities , focus on patient safety, patient
experience and empower staff to make the changes.

@jimmy_parvin said that, “Staff engagement is a key driver of quality and safety. Look for an organisation
improvement aim that focussed on staff, then develop the buy-in for some of the tough stuff to follow.
#QIHour #leadingqi”

@RavijyotSaggu also recommended starting with staff, as

" e
? 'aﬂ‘ ) Ravijyot Saggu

Qb5: staff are part of the solution encourage speaking up on what they
see could/should be different, blue sky thinking, protected time to
attempt reading/education activities, LEANer processes [

Starting Improvement work by highlighting Strengths...

Some persons recommended starting with the positives, @BryanJns said that, “Building on existing
strengths, skills and experience is vital - so not losing sight of what people already know and do well
#LeadingQl #QIHour”

@ASegar suggested focusing on positive stories and appreciative inquiry and @DrNicolaBurgess agreed,

@ Dr Nicola Burgess

Q5 Great suggestion: Use appreciative enquiry to start the work of repair

€% Adrian Segar

Q5 In situations like this, it's seductive and understandable to focus on the
problems and sink into despair.

A good way to start the work of repair is to use approaches that begin with the
positive stories of the organization, e.g. Appreciative Inquiry.
#LeadingQIl #Qlhour

@jamespeskett supported this saying that, “Every team and organisation has hidden strengths and success
stories. Find them, share them, repeat them, celebrate them! #LeadingQI #Qlhour
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Starting Improvement work by addressing Weaknesses...

@SaraTurle acknowledged this is indeed, “Tricky. Recognising there are problems is first step. Finding like
minded people+just starting. Not easy. Finding+ building on the good which there undoubtedly will be.
Grateful to anyone who finds themselves on this path. Improving experience for all. #LeadingQIl #QIHour”

@HughMcCaughey made a similar point saying that,

@ \ Hugh McCaughey

By transparently recognising the problem, then following the example of
organisations that have already walked that path (eg SaSH). Also bring
too busy and pressed to build a better approach and culture means
things never change or improve '

@NinaJaspalCNP also suggested that by, “Acknowledging & accepting an issue is a great place to start!
Getting staff & patients together, listening to their concerns & starting to theme them! What are the main
points of concern & what can be addressed initially, this requires senior leadership support #LeadingQI
#QIHour”

@chrisimcb made the point that it won’t be easy but,

@’ Chris McBrearty
(

Ab. Start with those raw & uncomfortable conversations. Understand
what’s really happening on ground. Perceptions. Pains. Needs.

Then acknowledge it’s going to be messy. IT’ll take time. Build an initial
little army. Get some small wins. Be patient!

Question 5 Summary

In addition to starting with patients, leaders, staff, strengths and weaknesses, a few other areas were noted.
For example, some recommended starting with setting the vision and with small steps towards that goal.
Another suggestion was to simply begin with conversations to understand what matters to patients and
staff, listen to their concerns and find ways to address them. Another area to start was with change agents,
the small teams of people who are passionate about quality improvement and they would begin by making
small valuable improvements and slowly encourage others to do the same. An additional piece of advice was
to start with success stories and let that generate positivity and encouragement among staff. Generally, one
key message was to start small and slowly build and grow improvement after improvement. As with all the
many responses provided, a summary of themes and phases have been included to highlight additional areas
to begin improvement work, in the word cloud below.
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes
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Figure 5: Question 5 Word Cloud
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Q6. What actions will you take away as a result of this tweetchat
and/or as part of the learning from the NHS-VMI partnership?

WBS

Q6. Last question of the night! What actions will you take away as a result
of this tweetchat and/or as part of the learning from the NHS-VMI
partnership?

Remember to include and in your answer A Uarietg of aCtions; reflections and
lessons were highlighted in the last
Q6. Last question of the night: question, which sought to understand

What actions will you take away as a result the impact of the tweetchat and/or

of this tweetchat and/or as part of the lessons from the NHS-VMI partnership.
learning from the NHS-VMI partnership?

Please remember to add Qé and the hashtags .
#LeadingQI & #QIHour to your answer wbs

Reflections...

@RobinD100 contemplated that ... “to reflect on the "how to create / shift / build a culture of Ql..." Thisis
not easy to do and needs long-term courageous leadership, its not a quick fix. #LeadingQi #Qihour”

One explanation for this is comes from the second most liked (150) and retweeted (66) tweet of the session
which also came from @HelenBevan where she said,

@ Helen Bevan

Q6: my reflection on creating the conditions for change: Changing
systems is all about people & trusting relationships. it's more important
than improvement methods or programme management. Here's the link
to this quote:

Systems leadership is about people
and relationships

es we loseé sightof @
systems: They ar

- S i
altering our mo: short of supporting

n
i es:
sciousn'
ly con t of will n©

hey aré a

fundame"“"
change either:

system t

Katherine Milligan, Juanita Zerda and John Kania
The Relational Work of Systems Change

@guvhawtin said it was a, “Fantastic tweetchat first of all reflect and look back as it's been so busy, learn
from others who took part & see what could be used it our own team going forward #LeadingQI #QIHour
#AHPSupportWorkers connections are vital let's expand #TogetherStronger”
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@HayleySGrice also reflected on relationships saying,

m Hayley Grice
| \

{

A6 connections & networking within team, organisation, system & wider.

Start proj It feels really timely to keep it simple & connect QI with the
question ‘what matters to me/us’ from lens of NHS staff & our patients
(why we all do what we do) [

43

@ChloeCScottOl highlighted networking saying, “As always, encourage everyone to be involved in #QI &
that their input/opinion matters. Networking such as tonight is invaluable to share ideas & solutions. | will
definitely attend another in future! Thank you/Diolch! QIHour #LeadingQI"

@jamespeskett elaborated on this by saying that, “That Ql is SO MUCH MORE than just a toolkit. And there
is a tribe of people looking for QI2.0 that begins with people and culture. Thanks @DrNicolaBurgess for
hosting #LeadingQl #Qlhour”

Plans to actively share with colleagues...

@CharlieTeare commented that she would be using the information to update their approach,

6: ‘i W £ Charlie Howorth @ #*
£

Q6 1 will reflect on what has been shared, we are updating our approach
so will weave in ‘nuggets’, lots of great stuff! Thank you!

48

@Mountain_medica, “Will be using the fab latest blog from @DrNicolaBurgess in my conversations with the
teams | am working with and the great comments on this Tweetchat. Very live for the work I'm leading right
now so thank you & 4 #QIHour #LeadingQl

Lessons & Take-aways...

@RavijyotSaggu summarised, “takeaways: curiosity, respect, fanning fires, nurturing others/ideas

psychological safety, not needing permission, constructive challenge, just making a start #LeadingQI
#QIHour”

@RobinD100 reflected that they would, “Listen more, look for the bright spots, and support good people to
do great things. #Qlhour #LeadingQl Thanks for a great Tweetchat”

@jimmy_parvin was appreciative commenting that its,

_*
{8 j,» L;; Jimmy Parvin

Q6. Always inspiring to see the wisdom and enthusiasm for
i out there. It can feel a little lonely at times given the scale of
the challenges, but inspired by this community :-)

416
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

@SaraTurla affirmed, “How working together, really is stronger together. That together, we can make a
difference. The value of Patient Partners in healthcare. To keep being a cheerleader for the NHS and to work
together, asking questions where | can to better experience for all #LeadingQI #QIHour

@hevswarner commented that, “| don't know where to start! We are on such a huge, steep learning curve
as Ql specialists (and as an organisation). | just know in my bones that this VMI partnership is going to
positively change our organisation & therefore our patient & staff experience. #leadingQl”

Finally, to end this tweetchat report, @Earth_Kate
responded saying, “I learnt so much from being
part of the VMI-NHS work at BHRUT, and the best
thing | learnt was to keep learning!

Loved this chat. #LeadingQIl #QIHour

learn from others ; Ma" moie
reflection paychological safely
not a quick fix ! mqms.f.ﬁvlgare
ot boutpeople - Stronger together
act differently celebrating a1 a” |eve|S

e asking questions
on't be scared of failure E E. 2 e. ﬁ. "

support pocple | >
learning

acknowledge
o

asking questions |

connections
quick wins

Figure 6: Question 6 Word Cloud
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

Coming Up Next...

Lesson 2: How to build an 'improvement infrastructure' in an organisation?
The second tweetchat in this series will be held on Tuesday 28th February 2023 from 7-8pm GMT.

A blog, How to build an 'improvement infrastructure’' in an organisation, written by Dr. Nicola

Burgess has been posted to start the conversation.
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Understand the AJ And opportunities LR Jﬁﬁ”;f’&;ﬁﬂﬁﬁg% s
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@@ 'Problem framing” : 4
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So that all
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Figure 7: Sketchnote by Tanmay Vora (2023) “How Improvement Infrastructure Supports Improvement”

Interview Invitation

Would you like to share your views on building improvement capability in
healthcare teams, organisations and systems?

Please contact Dr. Nicola Burgess at Nicola.Burgess@wbs.ac.uk to arrange an interview.
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

Core Resources
Reports

e NHS-VMI Evaluation Report, Burgess N (2022), Warwick Business School, “Leading change across a
healthcare system: How to build improvement capability and foster a culture of continuous
improvement: lessons from an evaluation of the NHS-VMI Partnership”.

*  Tuweetchat Report, Lou Waters (2022), Houto'build improvement capability and foster a cultire of
improvement (Link?)

e Burgess, N (2022), Warwick Business School, “Six key lessons from the NHS and Virginia Mason
Institute partnership.”

e Burgess, N (2023), Warwick Business School, “Build cultural readiness as the foundation for better
quality improvement”

e Burgess, N (2023), Warwick Business School, “How to build an 'improvement infrastructure' in an
organisation.”

How to fostex a Caruee of

;_{ﬁ( TURE P
whs OOMTWWS IMPROVEMENT Please join us!
|l
4

from NHS - Virginia Mason Institute
Portnership

e s . #LeadingQl Tweetchats - Learning from the
1. REAORESS o tomnton ). PRACTES o verey NHS - Virginia Mason Institute Partnership
for better QI outcomes proctice

in partnership with #QIlHour

=7 Mo it g 4 ot o\
foo— pamity EVERONE'S WORY
v vt AROSS he EVERYDAY

\/ CRLAMSATON

Save the dates!

Following on from the first #LeadingQl Tweetchat in October 2022, we are holding six further
tweetchats to continue building our learning from the NHS - Virgina Mason Institute Partnership.

e Tuesday 31st January 2023, 7-8pm GMT
* Tuesday 28t February 2023, 7-8pm GMT
e Tuesday 28" March 2023, 7-8pm BST

e Tuesday 25" April 2023, 7-8pm BST

e Tuesday 30t May 2023, 7-8pm BST

e Tuesday 27 June 2023, 7-8pm BST

Just follow the hashtags #LeadingQl and #QlHour

Sonevess
pacted for Q1

960 AL IR RIAGTON
LMD N O TG

RN

Follow #QITwitter for more from the improvement community.

Tools & Resources Used: The analytics are provided by Twitonomy and Tweet Binder for the #LeadingQl and
#QIHour hashtags during the period of 7pm-8pm BST on Tuesday 31t January 2023.
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

Shared Resources
Shared by:

@HelenBevan

@HelenBevan

@BethanyEd2

Resource:

553 DRIVING CHANGE
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228 Retweets 42 Quote Tweets 835 Likes

Building or rebuilding a sense of belonging is
one of the most critical tasks in leading change

Our most recent research into the successful
leadership of large-scale complex change,
pinpointed a vital ingredient omnipresent in all
human systems: our fundamental need to belong
- to feel secure, included and part of something
significant. If you feel you belong, loyalty follows,
and with that the permission for risk-taking and
innovation.
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Deborah Rowland and Paul Pivcevic

Leading change post pandemic: belonging
/ble Ise.ac.uk i€ 2022/04/08/leading-change-post-
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Lesson 1: Build cultural readiness as foundation for better Ql outcomes

@VM_Institute

@Winn_on_Health

@HelenBevan

@LouWaters_QI
@HelenBevan
@BryanJns
@BryanJns
@HelenBevan
@WhoseShoes
@BryanJns
@DrNicolaBurgess

" Virginia Mason Institute @V... -8m
vargthm Q4 - Org Level - Where alignment in

R values and behaviors across Sr
leadership is crucial. There must be a
safe place for Sr leaders to challenge
one another, but must maintain
alignment in eyes of broader org.
Compacts can help make expectations
visible. #LeadingQIl #Qlhour
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Katherine Milligan, Juanita Zerda and John Kania
The Relational Work of Systems Change
https://ssir.org/articles/entry/the_relational_work_of_systems_change#

https://blog.horizonsnhs.com/post/102fl9e/tips-for-taking-part-in-a-
tweet-chat
https://blogs.lse.ac.uk/businessreview/2022/04/08/leading-change-post-
pandemic/

https://nhsproviders.org/development-offer/trust-wide-improvement

https://qualitysafety.bmj.com/content/ghc/early/2021/08/26/bmjqs-2021-
013065 full.pdf

https://ssir.org/articles/entry/the_relational_work_of_systems_change#

https://www.buzzsprout.com/1838805/11899602

https://wwuw.health.org.uk/publications/long-reads/building-an-
organisational-culture-of-continuous-improvement
https://www.wbs.ac.uk/news/build-cultural-readiness-as-the-foundation-
for-better-quality-improvement

This report was produced by Dr. Emily Rowe & Dr. Nicola Burgess for Warwick Business School.
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