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Strategic A3: The ZSFG Way: Achieving True 

North in Care, Quality, Safety and Equity
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The ZSFG Way
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Principle Based Leadership
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How we align, improve and enable to achieve True North

ALIGN
(The purpose)

IMPROVE
(The process)

ENABLE
(The people)

Business of Tomorrow Business of Tomorrow Business of Today

Create Value for the Customer
Think Systemically
Constancy of Purpose

Seek Perfection
Ensure Quality at the Source
Embrace Scientific Thinking
Focus on Process

Lead with Humility
Respect Every Individual
Transparency through Visual 
Management

Establish Direction Break-through Thinking Motivate, Mentor, Inspire

Strategic Plan (X Matrix) Strategic, Operational, and Active A3 
Status Report

Principle-based Leadership

Performance Metric True North 
Scorecard

Performance Metric Countermeasure 
Summary

Leader Standard Work

A3 Thinking PDSA, Standard Work, Kaizen 
Workshops, Value Stream Mapping

No Meeting Zone

True North Deployment Map iCARE

Departmental Performance 
Improvement Plans, Drivers and 
Watch Metrics

The Daily Management System: Status 
Sheets, Huddles, Unit Leadership Team

THE ZSFG WAY

Our principles and improvement work align to True North
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ZSFG Way: We Achieve True North Together

Caring Together
An ER Team “huddle” 

Align Together 
Urgent Care Workshop using observation and data to 

understand the patient experience 

Improve Together
EVS testing how to clean rooms better and improve 

patient safety and flow (PDSA, Standard Work)

Enable Together
Interdisciplinary team using shared problem solving approach 

(A3 Thinking) to reduce med errors
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Competencies Baseline 2016 Actuals 2017 Goal 2017 Percent 
Completion

A3 Thinking Completion 41 51 54 94%

LSW Completion 0 47 54 87%

PDP Completion (Not officially a 2017 Goal) 0 18 54 33%

Personal Development 
Plans (PDP) Complet ion

Leader Standard Work 
(LSW) Complet ion

A3 Thinking Completion

Develop lean coach ing 

pr inc ip les  and pract ices

Deve lop a  persona l  p lan 

us ing A3 Th ink ing to  

deve lop a  dra f t  o f  persona l  

plan for  deve lop ing more 

effec t ive coach ing sk i l l s

Each leader  shows d is t inc t ion  

of  Da i l y,  week ly,  and month ly  

commi tments  

A l ign  expec ta t ions  to  lean  

leadersh ip  and pr inc ip les  

(a l ign ,  improve,  and enab le )  

Share  commi tments  w i th  

execut ive  and d i rec t  repor ts  

fo r  feedback  

A3 Th inking i s  a  te rm we use  

t o  descr ibe  our  s tandard ized 

l anguage and approach to  

p rob lem so lv ing ,  wh ich  

re in fo rces :

• Cr i t i ca l  th ink ing ,  no t  

reac t iv i t y  o r  assumpt ion

• Humi l i t y  and respec t

• Prob lems as  oppor tun i t ies

• Learn ing  th rough da ta ,  

fac ts ,  observa t ion

• Process  &  sys tems th ink ing

• Engagement  and a l ignment

1 2 3

CURRENT CONDITIONS:

2017 Achievements



CURRENT CONDITIONS:
Performance on True North Metrics

• 67% of the True North metrics were off target

• Realign and refocus True North goals and metrics

• Move the focus to operational level
9/21/2018
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9



Problem Statement

• Our leaders and staff are neither aligned nor enabled 
in a manner that allows us to improve our 
performance and achieve True North 
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Targets

• By 6/30/19, increase the number of ZSFG 
departments that have fully implemented DMS to 13

• By 6/30/19, increase percentage of expanded 
executive leaders with one identified PDP A3 target 
to 85%



EXAMPLE OF PDP A3
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PDP informed by 360° assessment
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Problem Statement

I spend too much time ‘doing’ the 

wrong tasks and not enough 

time developing, coaching and 

learning from others to be the 

transformational leader that our 

organization and patients need

Principle/behavior radar chart
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CY 18 Scorecard: ZSFG CY 18 Target: 85.0%

True North:           DEVELOPING OUR PEOPLE Yr End % Improvement: 193.1%

Measure Of: PDP A3 Targets CY 2017 Baseline: 29.0%

Owner: Marks, Nguyen

CY 18 YTD: 98.1%

YTD % Improvement: Patient Ha
Goal Statement:

Increase % exp exec leaders w/ 1 identified PDP 

A3 target from 29% to 85% by Dec 2018

34.0%

56.6%

78.6%

98.2% 98.1% 98.1% 98.1%

89.0%

0.0%

20.0%

40.0%

60.0%

80.0%

100.0%

120.0%

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

MTD YTD Target Baseline (CY 2017)

PROPOSED 

COUNTERMEASURES/RESULTS



Personal Development PDSA cycle
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PLAN-PDP-A3/360° Survey

DO-LSW

STUDY/ADJUST

Repeat 360°
Reflection
Feedback
LSW and goal results

A3-SR



PROPOSED 

COUNTERMEASURES/RESULTS
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No. Proposed Countermeasure Completion Date Status Update

1. Spread the daily management system to 13 ZSFG 

Departments

June 2019 On target

Wave 1 Wave 2 Wave 3 Wave 4 Wave 5

We are here

Perioperative 
Services 

DOCC

Rehab

Critical Care

Pharmacy

Specialty

Perinatal

Emergency

Specialty

Finance

Inpatient

Imaging

Primary Care

Psychiatry

4A

Specialty

JANUARY TO 
FEBRUARY

MARCH TO 
JUNE

JULY TO 
SEPTEMBER

OCTOBER TO 
DECEMBER

JANUARY TO 
MARCH



What is the Daily Management 

System?
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CY 18 Scorecard: ZSFG CY 18 Target: 5

True North:           DEVELOPING OUR PEOPLE Yr End % Improvement: #DIV/0!

Measure Of: Daily Management System (DMS) Implementation CY 2017 Baseline: 0

Owner: Marks, Nguyen

CY 18 YTD: 0

YTD % Improvement: Patient Ha
Goal Statement:

Increase # departments at 100% components from 

0 to 5 by Dec 2018

0 0 0 0 0 0 0 0

0

1

2

3

4

5

6

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

YTD Target Baseline (CY 2017)



Steady progress to full DMS implementation
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Unit Name 
DMS 

Cohort

Unit Competency 

August

Leader Competency 

August

PreOp/PACU 1 100.0% 100.0%

OR 1 83.3% 45.5%

SPD 1 66.7% 81.8%

Endo/GI 1 83.3% 86.4%

PreOp/Clinic 1 83.3% 72.7%

Cath Lab 1 33.3% 45.5%

Social Work 1 100.0% 78.3%

CC Nursing 1 100.0% 73.9%

H34 2 83.3% 81.8%

H36 2 83.3% 81.8%

H32 2 83.3% 81.8%

H38 2 83.3% 81.8%

Urgent Care 2 66.7% 81.8%

5M 2 66.7% 47.7%

OP PT 2 40% 57.9%

IP PT 2 40% 36.8%

SLP 2 20% 36.8%

OT 2 0% 0.0%

IP 2 33% 13.3%

OP 2 67% 60.0%

DC 2 67% 36.7%

Purchasing 2 50% 53.3%
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ZSFG Way driven TARGETS AND 

GOALS
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Equity Safety Care Experience Financial 

Stewardship

Boyo Dentoni & Williams Johnson Boffi

The ZSFG Way
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By 6/30/19, Increase 

Departmental PIPS 

reporting with at 

least one metric 

stratified by REAL to 

35%

By 6/30/2019, Reduce 

total number of patient 

harm events to less than 

10/month.

By 6/30/2019, 

Reduce hospital 

readmission from 

14.46% to 

14.32% (Prime)

By 6/30/2019, 

Reduce 

ambulance 

diversion from 

52.8% to 40%

By 6/30/2019, Increase 

% ICARE adoption and 

adherence through 

daily status sheets, staff 

celebrations and driver 

or watch metric to 16 

department

By 6/30/2019, 

Increase the number 

of ZSFG departments 

that have 

implemented DMS to 

14

By 6/30/2019, Increase 

% of ZSFG expanded 

executive leaders with 

one identified PDP A3 

target to 85%

By 6/30/2019, 

Decrease salary 

variance to 0

Building Our 

Future
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o By 6/30/2019, Reduce 

# of days slippage for 

completion of capital 

projects to 60/month

Implementing 

an Electronic 

Health Record

D
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By 6/30/19, increase 

% of unique patients 

seen at ZSFG with 

complete REAL to 

60% and complete 

SOGI to 15%.

By 6/30/2019, Achieve 

% of EHR 

implementation defined 

by phase - Groundwork, 

Direction, Adoption, 

Testing, Training, Go-

Live

By 6/30/2019, Achieve % 

staff satisfaction and 

readiness for EHR by 

phase - Groundwork, 

Direction, Adoption, 

Testing, Training, Go-Live

Marks & May Marks & Nguyen

Executive Key Performance Indicators
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NEXT STEPS

• Next update to JCC is in three months

• Continue Monthly DMS spread completion 

by cohorts

• Revise Expanded Exec PDPs and SMART 

target identification

• Review Monthly Expanded Exec PDP 

targets achievement
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