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Agenda

1. Introduction to VCH as an organization
2. Why do Strategy Deployment?

3. Case study: Strategy Deployment in
Employee Engagement

4. Results and lessons learned
5. Q&A and discussion (30 min)
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Vancouver Coastal Health

vancouver —
Health
Promoting wellnesx Ensuring care

VCH serves approximately one
million people

Provides 2.8 million patient days
of care per year

Annual budget of $3.2 billion
dollars

23,000 staff and 2,500
physicians

Divided into three Communities
of Care: Vancouver, Richmond
and Coastal

Spanning 12 municipalities, 500
facilities

Serving 25% of rural and remote
population in BC




VCH Lean Journey

‘ 2013

« Strategy

2011 Deployment
* Lean Management
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Improvement and Clinical Projects
Initiatives & Leadership
Facility
Design

Efficiency Innovations — Cultural Change

vVancouver —

Health

Promoting wellness Ensuring vare




Why Do Strategy
Deployment?
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Alighing our Improvement Efforts

FROM THIS




Most common problems with

existing forms of strategic planning
1. Too many priorities!

2. Insufficient detail in plans
3. Lack of active review

4. Lack of awareness by and contribution from
staff and teams at all levels

I nAb To TAKe  E] (THE TIMELINE 15
THE SQUARE ROOT _ OM THIS MOBIUS
OF A NEGATIVE STRIP.

I FOUND SOME
NUMBERS THAT
SUPPORT YOUR

" ] STRATEGIC
' PLAMN.

MUMBER TO DO IT.

5

"

Embedded from: http://dilbert.comhttp://dilbert.com/strips/comic/1999-09-09/
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Main Steps in Strategy Deployment

1. Provide a focus to the 3. Integrate the
organization by setting strategic priorities
long run and annual into the daily

strategic priorities management system

(how we measure day to day
operations)

2. Align improvement 4. Ensure coaching
efforts in all programs/ and structured review
operations with these of progress on these

strategic priorities priorities
(are we on track?)

vancouver

astalHealth

VCH Lean Transformation Services



http://vchconnect.vch.ca/about_vch/strategic_planning_/page_18756.htm

Strategy Deployment as Problem Translation

Senion
Leadership

“Here is what we think might
resolve our problem — can we

Organizational

7”
Level Top - proceed:
Problems Director;
’ Program
Level Top -
Problems Manager:
Department
Level Top o
“ . Problems gjf?,l,l,\
Here is our problem — what

contributes to this in your )—/ )

7”
area: Team Level Top
Problems
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SD is... dynamic top-down, bottom-up,
middle-out thing of beauty

“More than anything, hoshin kanri (HK) [strategy deployment] is a
means of connecting the macro with the micro. This enables you to
see the highest levels of organizational objectives being worked at
the micro levels, and to understand corporate front-line (micro-level)
capabilities, creativity and struggles at the highest levels.

What’s the most common misconception out there about HK? That
it’s some top-down “deployment” process akin to MBO —
Management By Objectives. In practice, in a mature HK organization,
what you see is a dynamic top-down, bottom-up, middle-out thing of
beauty...”

Source: John Shook, Policy Deployment: aka
Strateqy Alignment, aka Hoshin Kanri
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Strategy Deployment at
Vancouver Coastal Health
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The Context for Strategy Deployment at VCH

MoH sets
province wide
goals, standards
and performance
agreements

VCH Board of
Directors
creates policy
and direction

(True North)
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VCH Senior
Executive is
responsible for
putting the
Board’s policies
and directions
into action

\ 4

kea“—h for our
communities

Aevelop
the vest
wovkforce

people fivst+

TRUE NORTH
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Learning to do Strategy Deployment at VCH

Many have Some
traditional have tried
strategic X-Matrix
planning in as first

place step
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Example: Employee Engagement Department

Employee Engagement

Direct Reports
November 2014
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E 'l'. 7 E ey it 1
Anne Harvey Executive
Assistant
Bee Bulandus
| P I [l Tstiaasiviei) | Y R ORI [ | P NOCE FLE S Rl | SO R SRR R o = E v e o S [ “:
g Management Strategic &
Recruitment & Employee & A d ational Staff o )
e Workplace Health Compensation/ Family Assistance De"fgm‘ . Clinical Education s | | irector, Special
| Executive Director —| Classification Program Technologies Executive Director Timekeeping (VCH) M Projects
Wayne Balshin Kate Dickerson Executive Director Executive Director Executive Di Barb Lawrie Executive Director | | Kevin MacDuff
yn Debbie Blaney Dr. Stacy Sprague Cameron Brine Sharon Provost |
|
|
. X |
| | Analysta Analyst/A | | AnalystA Analyst/A AnalystiAssistant | | | '2:;:::3 Analyst/Assistant P”’;‘:‘u'::s‘;'s“' AnalystiAssistant | |Business Analysts
Lidija Zilic Lidija Zilic Delia Bortignon Kate O'Connor Janine Labente SHr Sara Johnson Jennifer Wilks Jill Barroetavena || Wayne Hoy
H Darrell Ng
Jen Alexander
Manager, S afel D:e::e ‘a i Manager, Client Relations Director, Regional Rgg;;i:tarlim*r' Director, Director, Director, Direc:or, ingeid b ler.
Employee Relati H t"s : Recruitment and Wellness LeanTeam |- o0 Clinical Education|——{ Clinical Education Strategic Ope ,
Ken Casorso e | Nicole Jantzi Service Manager Marta Filipski Saneg Stephanie Boll Heather Straight Scheduling & Regional Staff
Gail Allison Simone Riml Tom Grady e Scheduling &
I I I v Latade - J T' L > n - A Iy
Kerri Berryman 2 Lo o
P Maiager Administrative Advisors Manager, Manager, Peri-OP Rina Tran Gary Wormald
’ ! - 5 Hah, e Ed ey
| Accommodation Team Leads Compensation/ Manager, Client & Assistant Associates C § : -ation and
Sharyn Pountney Classification Clinical Services Doreen Cheng Designers Practice Simulation Strategy|  [Esp Administrator ]
Vacant Stacy Benoche Nandita Chandar Kit Mitchell psiitintindinh Analyst/Assistant | |
Lead Katerina lliakis Communications
Regional Lean 2 Nina Muzur
Lead Advisors Management Brenda Fraser
- 8 IDevel Leads
HR Team Leads || Compgnsat?onl Therapists P [ Regional Staffing
Classification T ESP Administrators/ Services Manager
Brenda McDonald Coordinators
Vancouver
e Advisors Justine Jones
4 clude: S
L1 HR Advisors 5 Coastal (interim)
| Co;n::;:st:on Coleen Nylander
Anastassiya Richmond &
Dmitryuk Regwl
Timekeeping
David Hall
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Strategy Deployment: Employee Engagement

Initial planning meetings with VP EE

e Education regarding strategy deployment & catchball
e Agreement to use it
e Drafting top strategic priorities for VP

Reached out to each Executive
Directors

* Make them aware of the process and next steps
e Walk through their strategic priorities

Executive Directors and VP strategic
planning session

e Reiterated strategy deployment process

vancouve.  ® Introduced the strategy deployment map as a tool
to use in the first steps of the process




Executive Directors Meeting with the VP

Steps Followed
- 1. VP posted her priorities
| on the map,

- 2. On post-it notes, each
Executive Director wrote
all of the work that
impacted or aligned to the
VPs priorities

3. One at a time, Executive
Directors put their work
on board and told people
why they think it aligned —

Vancouver /”\,’-—\
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What happens if some of your
work/priorities don’t align?

Durmg the Meetmg Outside the Meeting

e Conversations continued
regarding parking lot of items
that didn’t quite fit

e Lean facilitators met with
Executive Directors to develop

priorities and also talk about

**Starting the conversation  work that did not align
was a valuable outcome of

those first SD sessions
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Catchball Between VP
& Executive Directors

e |n an effort to accommodate work that did not

align, VP went from 8 strategic priorities to 3
broader priorities

» 3 strategic priorities were too broad to be
meaningful

»Went back up to 8 priorities and

Stop
created a place on the strategy
.
deployment map called the e S
?:It.nmjmsmnwum [oeveton and Deltvar full dey
IlSt D : L. t” [Eurranty Fecrufiment prod = mmﬁﬂmm
Op voIng LIS e | I
I'Tl::l:; mw;ﬁ‘ms e |Sicp taking minuas & unicn
e | — e
Pequired reponts ona guanery | [AEciskng
— anaging EX inboxlu in L]
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ANNE
HARVEY E

PRIGRITIES

EXECUTIVE
DRECTOR!
DIRECTOR
LEvEL
STRATEGIC
PRIORITES

Final Product: VP to Exec Director Level
YN

EMPLOYEE ENGAGEMENT: GROWING AND PROMOTING A CULTURE THAT
THRIVES ON EXCELLENCE, CANDOR AND CHANGE.
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1) DEVELOP A PATIENT
CENTERED CLATURE FOR VCH
EMPLOYEES AND CLINICLANS,

2} PARTWER WiTH CST PROJECT
MANAGEMENT TO DEVELOR A
COMPREHENSIVE LEARNI NG
STRATEGY ACROSS VCH AMD TO
INTEGRATE COMPONENT EE
BUITIATIVES.

3) DEVELOP A B8GH PERFORMANCE CULTURE
WITH EFFECTIVE SPANS OF LEADERSHIP AND
CLEAR PERFORMANCE MAMAGEMENT PROCESSES

UNIDNIZED STAFF ACROSS WOH aND LOWER
MAINLAND CONSOLIDATED TEARE AND USE

(arD PROGRAMS FOR PHYSICIANS, EXCLUDED AND

(GALLUP A5 A DIAGNDSTIC TOOL TO IMPROVE THE

ll] DEVELOP AND DELIVER QRIENTATION
AND EDUCATION PROGRAM FOR PHYSICIAN
MAMAGERS [F_G. DEFT. AND DIVISION
MEADS], CONTINUE TO SUBRORT RHYSICIAN
ENGAGEMENT AN PARTNER WITH MEBCAL
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[FUNCTIONS FOR PEYSICIANS WITH EMPLOYEE|
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INFLUENCE THE FROVINCIAL HUumAN RESOURCE
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Prevention Education.

Develop WarkAhility Adwisor
far timely employ

r and return to work.
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STRATEGY.
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[sevelop position paper on HR Strategy
or the province

[Develop MBA bargaining strategy to
[lign with EE initiatives: Scheduling,
ERNP, specialty/mental health,
[=pecialty and co-ops

}!Ephne Performancelink system ‘

[Wark with LM HAS e standardize HR
policies and processes

ncrease change management capacity|
cross VCH

Define, monitor and report on a new
tinne to fill retric

implement HR Dashboard for SET,
Directors, and Managers
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What Happened Next?

(

.

Exec Directors/Directors started catchball
process with their Managers

e Created map of their own priorities, explained to staff

e Put managers priorities on the map, looked for alignment
& gaps <

" Exec Directors used a standardized
education package to their teams

| ® Made sure employees at all levels were aware

e Translated it in a meaningful way with staff, ensured
staff at all levels understood the units priorities

L

-
Managers talked to their program leads \/EJ_\

Y

(

Further meetings with staff

vVancouve . .
| » Develop action plans, work on continuous

improvement daily using Lean Management process

—

NS




Management Development, Lean Team &
Learning Technologies Strategy Deployment Map

The Map: VP-Director Level The Process

::.\::1;5:; oerLoMENT MAP I CAM BRINE AND MARTA FILIPSKI - MDLTZ | .

o & omemmomeeeee g e The VP-Exec Director Map
| [z [ o |[ o meere || e | [P |[* ][zt |[ s

~~~~~~ | || | EE | || was presented to all staff
T T T R - o L
EEEE e = Key priorities were

""" e | o discussed

......... ‘:;‘T:.,. s iy |""!'_‘;,"_"':,"' 5] . oo
| e o Staff identified how work
| T they were doing fit under
| = the key priorities

[ Refrash vCH Lean | [ Camprine

| Sy ermrion

e Working groups were
formed to discuss specific
areas on the SD Map
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Results of Strategy Deployment

e Transparency leading to increased employee morale.

e |mpacted day to day decision making

— Priorities used as criteria during new project intake
process

— A “Stop Doing List” was developed
e Priorities determined through catchball process used

on performance dashboard
— Managers & Directors being held accountable

e Changed the way we interact
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Quotes from Employee
Engagement
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Anne Harvey, Vice President,
Employee Engagement

"The strategy deployment approach
helped us to reduce the number of
priorities we were trying to address
and focus the nine different and
discrete portfolios in our department
to shared goals."
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Marta Filipski, Director, Regional Lean

Transformation Services
“In addition to clarity around priorities, and

more focus for our day to day work, the
strategy deployment and engagement process
allowed our teams to look beyond siloes of our
teams work and see how we each support and
partner with other’s work. It has

been a catalyst for thinking and
working more as a larger EE team,
especially as new initiatives and
pressures are brought our way.”
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Tom Grady, Manager,
Learning Technologies

“The Strategy Deployment process was very open and engaging — lets me
have a say in what my goals are and how my work gets done.”

“It has focused the team on leader driven objectives that support the
organization. Helps them to see how they are contributing to the overall goals
of People First.”

“As a manager, it made me more aware of what is driving the executive
team. Focused my planning on activities that can support leaders in my

organization. Brought a focus on service and Lean planning to my whole
team.”

Challenges

“Catch ball process can take a long time to complete — so we went ahead with
drafting plans in PerformancelLink while we were waiting for confirmation.”

VCH Lean Transformation Services




Matt Summers, Advisor,
Management Development

“Strategy Deployment has aligned our team and given

us a clearer sense of purpose. It has allowed us
another way to look at making decisions as it provides

a greater scope to the impact that a decision makes on

others”

“Getting insight into what the bigger picture is and to what my work
connects with organizationally really shifts my engagement in how | do my
work”

Challenges

“The process generates a lot of data and it takes time to sift through it
all...but with a commitment to the purpose and outcome, allocating the
time to identify where they work aligns makes the big picture much

clearer.”
vancouver
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Lessons Learned

e Start early with a problem definition focus when
defining priorities — not your todo list, but what
original problems they address

e Need to make sure people are aware of
priorities — communication to all staff regarding
the work being done — strategic map, etc.

e Clarify priorities at one level before proceeding
to the next level

e Advantage of doing it in tandem with rest of
department
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Discussion & Questions
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Contact Information

Kelly Frankson
Regional Lead, Lean Education
Kelly.Frankson@vch.ca
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Get exclusive access to the latest innovations,
techniques, research and best practices to improve
quality and efficiency at the
Engineering Lean and Six Sigma Conference 2016,
held in collaboration with the Lean Educator Conference.

Sept. 14 — 16 | Embassy Suites Riverwalk| San Antonio
www.iienet.org/leansixsigma
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http://www.iienet.org/leansixsigma

i ENGINEERING R0

N~ L EAN & SIX SIGMA PRiSe arss B 2

lISE CONFERENCE 2016 s [ PN S :
SEPTEMBER 14-16, 2016 = é = &0 ggwgggggon@
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Register Today and Save!

A can’t miss conference with dynamic speakers and
sessions exploring innovations and research in
healthcare, manufacturing, education and case studies
and applications in industry.

Review the program and create your must-attend
itinerary at www.xcdsystem.com/Iss/program

Registration and conference
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