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FY18-19 Strategies for Achieving True North

• The ZSFG Way

• Building Our Future: Optimizing Clinical and Academic Space at ZSFG 

• Implementing an Enterprise-Wide Electronic Health Record 



ZSFG Strategic Planning and Deployment
• Develop Strategic Plan for FY19-21 in Spring (April 

22, 2019) Exec Hoshin retreat
• Management by resource

• Scan internal and external environment

• Validate True North (TN) longer term outcomes (1 -3 year)

• Identify Strategies that will achieve TN outcomes
• Identify Executive owners of each A3

• Deploy by:
• Developing and catchballing strategic A3’s

• Identify Key Performance Indicators (KPI’s) that will reflect 
success of Strategic A3’s and drive TN outcomes

• Aligning work at Department and Unit level with Strategic Plan

• Report out progress at regular cadence at Exec and Expanded 
Exec meetings

1/24/2020
Zuckerberg San Francisco General

Hospital and Trauma Center
3



Reflect on Progress to date & correlations to 

True North outcomes
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STRATEGIES

KPI’S

TN OUTCOMES

➢ 8 of 12 KPI’S not on target
➢ 3 of 6 TN outcomes not on target
➢ Not clear for some tactics how KPI 

would move TN outcome
➢ NO TN outcome linked to the safety KPI



Creating Strategic A3 Proposals

• Consider all inputs

• A3-I (Scan), TN Scorecard/X-Matrix, EHR 

aftermath, systemic problems

• Develop up to 2 A3 proposals/team

• Scope statements (includes/excludes)

• Proposed KPIs

• Causal linkage to existing outcome measures
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Final Four Strategic A3s

• Building our Future (T. Boyo & M. Damiano)

• The ZSFG Way (K. Nguyen & J. Marks)

• Optimizing Epic to Drive ZSFG’s TN Outcomes (T. 

Dentoni & L. Day)

• A Better Place to Work (A. Johnson & D. Woods)

1/24/2020
Zuckerberg San Francisco General

Hospital and Trauma Center
6



For Deployment Utilized Strategy 

Incubator Model
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1

• CONSIDERATION

• Left side of 
strategic A3 
completed

2

• STUDY

• Right side of 
strategic A3 
completed

3

• WAIT

• Assess readiness, 
awaiting resources

4

• DEPLOY

May-July 2019 Post-Go Live Sep-Dec 2019 Jan 2020

Epic 
Optimization

ZSFG Way 
(Refresh)

Building our 
Future (Refresh)

Better place to 
work
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Better Place to Work

Stabilizing & Optimizing EPIC

ZSFG X-Matrix   FY 19/20
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Financial StewardshipQuality Developing Our People

Workforce: TBD 

based on Press 

Ganey Survey

Equity: Improve 

Black/African 

American Health 

Outcomes

(30.9%)

35.6%
34.3% 32.7% 31%

Reduce BAA heart failure 

readmissions
TBD

FY

18/19 

(Actual)  

Target

Care ExperienceEquity Safety

FY 20/21

TBD

TBD

important 

correlation or core 

team member

N/A

N/A

Legend

weak correlation or 

rotating team 

member

strong correlation 

or team leader

Financial 

Stewardship: 

Spending rate does 

not exceed growth 

rate of general fund

1 Star

(2 Star)
2 Star 2 Star

TBD

TBD

TBD

Quality:            70% 

of targets

TBDTBD

N/A

Star Rating

"Likelihood to Recommend 

Hospital" (HCAHPS)

"Likelihood to Recommend 

Provider's Office" (CG-CAHPS)

General Fund Spend To Not Exceed 

Budgeted Amount

"Likelihood to Recommend ZSFG 

to Friends and Family as a Place to 

Work"

(3.66)

4.11
TBD TBD TBD

PG

(73.5%)

75%

PG

67%

PG

75%

PG

TBD

TBD

3 Star

($133.13M) 

$168.18M
$145.65M $247.59M

TBD

TBD

TBD

TBD

FY 19/20

70%

TBD

70%

FY

19/20

Target

FY

21/22

Target

FY

20/21

Target

70%

Care Experience: 

70% of targets
70%

70%

Safety: Medication 

Reconciliation TBD

Strategic A3s

True North Outcomes
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ZSFG FY2019-21 Strategic Plan
True North Goals Strategies and A3 Key Performance Indiactors True North Outcomes

Stabilizing & Optimizing Epic By 6/30/2020, increase % of patients with complete REAL 

data from 70% to 75% and increase % of  unique patients 

seen at ZSFG who have complete SOGI from 43% to 50%.

Reduce BAA heart failure readmissions

The ZSFG Way By 6/30/2020, Increase Departmental PIPS Reporting 

with at least one metric stratified by REAL from 67% to 

70%.

Reduce BAA heart failure readmissions

The ZSFG Way By 6/30/2020, reduce hospital readmissions from 14.46% 

to 14.32%.

Reduce BAA heart failure readmissions

The ZSFG Way By 6/30/2020, Reduce ambulance diversion from 52.8% 

to 40%.

Likelihood to Recommend Hospital

The ZSFG Way By 6/30/2020, increase the % of QIP metrics with data on 

target to ____%.

General Fund Overspend

The ZSFG Way By 6/30/2020, Reduce Colon SSIs to 5 (with overarching 

goal of zero harm). 

Star Rating

The ZSFG Way By 6/30/2020, Improve PSI 90 score from ___ to ___. Star Rating

The ZSFG Way By 6/30/2020, Increase Care Transitions Composite Score 

to PRIME Target of 52%.

Likelihood to Recommend Hospital

The ZSFG Way By 6/30/2020, Increase Specialty Care CG CAHPS 

Courteous and Helpful Office Staff Composite Score to 

70%.

Likelihood to Recommend Provider's 

Office

The ZSFG Way By 6/30/2020, 67% of ZSFG expanded executive leaders 

to be target with PDP goal.

Likelihood to Recommend ZSFG as a 

Place to Work
The ZSFG Way By 6/30/2020, increase the number of ZSFG departments 

that have implemented DMS to 7.

Likelihood to Recommend ZSFG as a 

Place to Work
Better Place to Work Likelihood to Recommend ZSFG as a 

Place to Work
Building our Future By 6/30/2020, reduce the number of slippage days in 

construction completion of capital projects to <___ 

days/per project/per month.

Likelihood to Recommend ZSFG as a 

Place to Work

The ZSFG Way By 6/30/2020, decrease salary variance to 

-$3.7mil.

General Fund Overspend

Stabilizing & Optimizing Epic By ___, improve CMI from __ to ___. Star Rating

Building our Future By ____, meet all required FY1920 UCSF approvals. Likelihood to Recommend ZSFG as a 

Place to Work

Financial Stewardship

Equity 

Developing our People

Quality

Safety

Care Experience

P

P
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ZSFG FY2019-21 Strategic Plan

True North Outcomes True North Goals Strategies and A3 Key Performance Indicators

Safety
The ZSFG Way By 6/30/2020, Reduce Colon SSIs to 5 (with 

overarching goal of zero harm). 

Safety
The ZSFG Way By 6/30/2020, Improve PSI 90 score from ___ to 

___. 

Financial Stewardship
Stabilizing & Optimizing Epic By ___, improve CMI from __ to ___. 

Care Experience
The ZSFG Way By 6/30/2020, Increase Care Transitions 

Composite Score to PRIME Target of 52%.

Quality
Stabilizing & Optimizing Epic By 6/30/2020, Reduce ambulance diversion from 

52.8% to 40%.

Likelihood to Recommend Provider's 

Office
Care Experience

The ZSFG Way By 6/30/2020, Increase Specialty Care CG CAHPS 

Courteous and Helpful Office Staff Composite 

Score to 70%.
Financial Stewardship

Building our Future By ____, meet all required FY1920 UCSF 

approvals.

Developing our People The ZSFG Way By 6/30/2020, 67% of ZSFG expanded executive 

leaders to be target with PDP goal

Developing our People

The ZSFG Way By 12/30/2020, increase the number of ZSFG 

departments that have implemented DMS to 14.

Developing our People
Better Place to Work

Financial Stewardship
Building our Future By 6/30/2020, reduce the number of slippage 

days in construction completion of capital 

projects to <___ days/per project/per month.

Quality
The ZSFG Way By 6/30/2020, reduce hospital readmissions from 

14.46% to 14.32%.

Equity 

Stabilizing & Optimizing Epic By 6/30/2020, increase % of patients with 

complete REAL data from 70% to 75% and 

increase % of  unique patients seen at ZSFG who 

Equity 

The ZSFG Way By 6/30/2020, Increase Departmental PIPS 

Reporting with at least one metric stratified by 

REAL from 67% to 70%.

Star Rating

FY1920 X Matrix Metrics Grid

Likelihood to Recommend ZSFG as a 

Place to Work

Reduce BAA heart failure 

readmissions

Likelihood to Recommend Hospital

P

P



Tracking Progress and Driving Improvement
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Tracking Progress and Driving Improvement
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A3

Project Plan

Metric

Countermeasure
Summary

status

➢ 30 minutes at weekly Exec 
ZSFG Exec mtg

➢ Report out four operational 
A3’s/KPI’s/week using SW

➢ Identify barriers, potential 
countermeasures and help 
needed from team 
members

Standard Work



Alignment of ZSFG and DPH Strategic Plans

• Compare X-Matrices

• Compare True North (long term outcomes)

• Compare Strategies

• Compare Key Performance Indicators

1/24/2020
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Compare X-Matrices
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Better Place to Work

Stabilizing & Optimizing EPIC

ZSFG X-Matrix   FY 19/20
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Executive Committee

The ZSFG Way

Building Our Future
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Financial StewardshipQuality Developing Our People

Workforce: TBD 

based on Press 

Ganey Survey

Equity: Improve 

Black/African 

American Health 

Outcomes

(30.9%)

35.6%
34.3% 32.7% 31%

Reduce BAA heart failure 

readmissions
TBD

FY

18/19 

(Actual)  

Target

Care ExperienceEquity Safety

FY 20/21

TBD

TBD

important 

correlation or core 

team member

N/A

N/A

Legend

weak correlation or 

rotating team 

member

strong correlation 

or team leader

Financial 

Stewardship: 

Spending rate does 

not exceed growth 

rate of general fund

1 Star

(2 Star)
2 Star 2 Star

TBD

TBD

TBD

Quality:            70% 

of targets

TBDTBD

N/A

Star Rating

"Likelihood to Recommend 

Hospital" (HCAHPS)

"Likelihood to Recommend 

Provider's Office" (CG-CAHPS)

General Fund Spend To Not Exceed 

Budgeted Amount

"Likelihood to Recommend ZSFG 

to Friends and Family as a Place to 

Work"

(3.66)

4.11
TBD TBD TBD

PG

(73.5%)

75%

PG

67%

PG

75%

PG

TBD

TBD

3 Star

($133.13M) 

$168.18M
$145.65M $247.59M

TBD

TBD

TBD

TBD

FY 19/20

70%

TBD

70%

FY

19/20

Target

FY

21/22

Target

FY

20/21

Target

70%

Care Experience: 

70% of targets
70%

70%

Safety: Medication 

Reconciliation TBD

Strategic A3s

True North Outcomes
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SFHN True North Outcomes

• DPH Strategic Plan

• Four Strategies

• Six True North Outcomes

• 19 KPI’s

• ZSFG Strategic Plan

• Four Strategies

• Six True North Outcomes

• 16 KPI’s
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(30.9%)

35.6%
34.3% 32.7% 31%

Reduce BAA heart failure 

readmissions

FY

18/19 

(Actual)  

Target

TBD

1 Star

(2 Star)
2 Star 2 Star

TBD

TBDTBD

Star Rating

"Likelihood to Recommend 

Hospital" (HCAHPS)

"Likelihood to Recommend 

Provider's Office" (CG-CAHPS)

General Fund Spend To Not 

Exceed Budgeted Amount

"Likelihood to Recommend 

ZSFG to Friends and Family as 

a Place to Work"

(3.66)

4.11
TBD TBD TBD

(73.5%)

75%

67%

75%

TBD

TBD

3 Star

($133.13M) 

$168.18M
$145.65M $247.59M

FY

19/20

Target

FY

21/22

Target

FY

20/21

Target

DPH True North Outcomes
ZSFG True North Outcomes

Tight alignment between all six DPH and 
ZSFG True North (long term) Outcomes
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DPH ZSFG

Develop the DPH Way The ZSFG Way

• KPI’s

• Aligned Hoshin at al l  three 

SFDPH Levels (Mission, Vis ion, 

TN Metr ics)

• 50% of def ined leader behaviors 

pract iced by Execs as part  of 

PDP A3 goals

• DMS pract iced by 60% of 

LHH/ZSFG/PC/PHD 

programs/Depts transit ioning to 

Epic

• By July 2020, 70% achievement 

of SFDPH TN metr ics/targets

By 6/30/2020, 67% of ZSFG expanded executive 

leaders to be on target with PDP goal

By 7/01/2021, increase the number of ZSFG 

departments that have implemented DMS to 14.

Targets Baseli

ne 

7/19

Goal

June 

2020

Goal

June 

2021

Percentage of organizational KPI’s and TN 

outcomes on target

33%/50

%

67%/67

%

80%/80

%
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DPH

ZSFG

Develop Our People: Reduce Hiring Lead Time

A Better Place to Work

Selected Metrics Baseline Benchmark* Target

Team: There is a climate of trust in my unit 3.31 3.88 3.36

Communication: Different levels of the organization communicate effectively 2.87 3.43 2.92

Leadership: I have confidence in senior mgmt.’s leadership 3.22 3.78 3.27

Engagement: Staff and provider engagement 3.76    3.85 4.14 3.81   3.99

KPI: TBD, but likely to reflect adequacy of staffing

KPI’s
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DPH:

ZSFG:

Advance Equity

The Plan to Institutional Evolution
Operational A3 under ZSFG Way

KPI’s

KPI’s:
By 6/30/2020, increase % of patients with complete REAL data from 70% to 75% and increase % of  

unique patients seen at ZSFG who have complete SOGI from 43% to 50%.

By 6/30/2020, Increase Departmental PIPS Reporting with at least one metric stratified by REAL 
from 67% to 70%.

• Countermeasures
• Implement equity champions program
• Implement respect policy
• Create equity responses teams
• Create equity training aid for PIPS, DET & KPO staff
• Equity pop-up lounges for night staff
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DPH

ZSFG

Homelessness and Behavioral Health

Operational A3 under ZSFG Way

KPI’s

• Incorporating a pop-up in Epic that identifies the target population when 
they present for care

• Developing EDIE Care Plans for high utilizers of urgent and emergent 
services

• Social Medicine team connecting homeless and behavioral health patients 
with non-hospitalization resources

• Spreading to PES and Inpatient services



ZSFG Strategies not in the DPH 

Strategic Plan

• Optimizing Epic

• Discussed extensively at DPH Hoshin 

• Will be incorporated as part of ALL DPH strategies

• Building Our Future

• A high resource “Must-Do”

• Driving DPH/ZSFG shared long term outcomes

• Recommend as place to work

• Recommend as place to receive care

• Financial Stewardship

1/24/2020
Zuckerberg San Francisco General

Hospital and Trauma Center
20



• “Data to Action”

• Focusing on data integrity and availability in Epic

• ZSFG has Strategy “Optimizing Epic to Drive TN ”
• One metric in this A3 is “Achieve target 

outcomes for metrics among three performance 

improvement programs (i.e., PRIME, QIP, PIP)”

• Operational A3: “Ensuring Data Maximizes 

Patient Outcomes and Experience”

DPH “Strategies” presented to HC but not in DPH 

X-matrix

1/24/2020
Zuckerberg San Francisco General

Hospital and Trauma Center
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