Putting Out Fires —
Continuous Quality
Improvement — Part 1

Pamela Truscott, DNP/HSL, MSN/Ed, RN
Director of Quality Improvement

NNNNNNNNNNNNNNNNNNNNNNNNNNNNNNN



Objectives

« Understand how vital hours are wasted putting out “fires”
(problems) that could have been prevented.

« Discuss the difference between compliance and
performance excellence and why one is superior to the
other.

« Describe the structural design of an organization focused on
performance excellence.
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Putting Out Fires —
Time Wastes




Immediate Problems
Demand Immediate Solutions

* Mindset reflective of organizations react quickly to crises
without thinking about long-term consequences or root causes

« Short sighted decisions — might work now but don’t prevent future
Issues

« Band-aid fixes instead of root cause solutions — address symptoms
rather than underlying problem

 Loss of strategic focus — organizations spend time on urgent problems
instead of building sustainable systems for success

* Focus shifts from residents, people, and processes to firefighting
Immediate problems
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Why do these “immediate
solutions” often fail?

 Lack of thorough analysis — quick fixes don’'t consider deeper,
systemic issues that caused the problem in the first place

« Temporary relief vs. sustainable improvement — these solutions
may work for a moment but can lead to more significant
problems later

« Misallocation of resources — time, money, and effort go into
handling emergencies instead of improving processes to
prevent them

» Reactive culture — when organizations rely on quick solutions,
they never develop proactive strategies to avoid future chaos
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The Dangers of Reactive Thinking

* Organizations focused on reacting quickly to crises often lose
sight of their mission and vision

* Reactive decision-making prioritizes short-term fixes over
strategic, long-term solutions

« Constant firefighting leads to stress and burnout for employees

» Urgent problems drain productivity, preventing teams from
working efficiently

 Lack of clear guidelines and responsibilities results in confusion
and misalignment
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Why Organizations Become
Reactionary

 Lack of Strategic Planning

« Without clear goals or a roadmap, the organization operates in a constant
state of "firefighting."

 Inadequate Systems for Early Detection

* Absence of robust monitoring and feedback systems means problems are
identified only after they escalate.

 Underinvestment in Preventative Measures

* Limited focus on training, process optimization, and technology leaves the
organization vulnerable to recurring issues.

e Cultural Norms

* A culture that prioritizes short-term fixes over long-term solutions perpetuates
reactive behavior.
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Consequences of Reactionary
Management

* Neglect of Residents or Customers

« Immediate issues often overshadow the holistic needs of residents or customers,
leading to dissatisfaction.

 Band-Aid Solutions

* Quick fixes address symptoms but not the root causes, allowing problems to
resurface.

* Increased Costs

. Frefgu_ent emergencies drain resources, both financial and human, due to
inefficiencies and duplication of effort.

* Employee Burnout
« Constantly addressing crises creates stress and reduces morale, increasing turnover.

* Missed Opportunities

. _'I'i_rpet_spent reacting to problems could have been used for innovation or improvement
initiatives.
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Key Consequences of Reactionary
Management

» Loss of Organizational Mission and Vision
 Big Picture Overlooked

Immediate problems dominate decision-making, causing the organization to stray from its strategic goals.

« Disconnect Between Leadership and Staff

Employees may feel disengaged if their work lacks alignment with a larger purpose.

* Increased Stress and Burnout
e Continuous Crises

Constantly managing urgent issues leads to chronic stress for employees and leaders.

 Decreased Morale

The inability to focus on meaningful work reduces job satisfaction and increases turnover.

» Lack of Clear Guidelines and Responsibilities
* Ambiguity in Roles

Without proactive planning, employees lack clear expectations, leading to confusion and inefficiencies.

« Micromanagement

Leaders may default to micromanaging as they try to address problems reactively, further demotivating staff.
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Key Consequences of Reactionary
Management...cont.

* Resource Mismanagement
* |nefficient Use of Time and Energy

« Time spent on urgent, small-scale issues detracts from strategic planning.

» Higher Costs

+ Reactive approaches often result in duplicated efforts, wasted resources, and missed opportunities for cost-saving
efficiencies.

* Missed Opportunities for Growth

 Lack of Innovation 2&/
» Focus on immediate concerns leaves little room for creativity or forward-thinking initiativ
« Erosion of Competitive Edge 0

« Competitors with proactive strategies may outperform and outpace reactive organizatior...
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Resource Drain of Firefighting

* Time waste — employees and leadership constantly shift focus
to urgent problems rather than optimizing operations

« Energy drain — burnout from high-stress environments, leading
to reduced morale and productivity

* Financial impact — short-term fixes often require increased
spending, draining resources that could be invested in
preventative measures
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Symptoms of a Firefighting Culture

Leadership and employees are always in “crisis mode”
* Micromanagement
* Poor time management
* Focus is on the immediate problem
» Disorganized leadership

_ack of clear organizational priorities and vision
-ailure to anticipate future challenges due to a reactive mindset
-requent turnover and employee disengagement
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How Shift from Reactionary to
Proactive Management

« Adopt a Systems Perspective
« Recognize how issues are interconnected and address them holistically.
« Use tools like root cause analysis to uncover and resolve underlying
problems.
* Implement Preventative Measures

« Data Monitoring: Establish systems to track performance metrics and detect
early warning signs.

* Risk Assessments: Identify potential risks and develop contingency plans.

* Invest in Training and Development

« Equip staff with problem-solving skills and empower them to address issues
proactively.

 Build leadership capabilities to foster a forward-thinking culture.
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How Shift from Reactionary to
Proactive Management

* Develop a Continuous Improvement Framework

« Use models like Plan-Do-Check-Act (PDCA) or Lean Six Sigma to ensure
iterative improvements.

» Create feedback loops to learn from past mistakes and successes.

* Engage Stakeholders

* |nclude residents, families, and staff in discussions to understand their needs
and expectations.

» Foster collaboration to create shared ownership of solutions.

 Shift the Organizational Mindset
« Promote a culture that values long-term planning over immediate gratification.
» Recognize and reward proactive behaviors and innovative thinking.
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Shifting from Reactionary to
Proactive Management

 Reconnect with Mission and Vision

« Clarify Organizational Purpose: Reaffirm the mission and vision to guide all decisions
and actions.

« Align Goals Across Levels: Ensure that departmental and individual objectives
support the organization’s big picture.

« Develop a Proactive Culture

« Leadership Commitment: Leaders must model proactive behaviors and communicate
the importance of strategic planning.

« Empower Employees: Encourage staff to identify potential challenges and propose
solutions before issues escalate.
» Create Clear Guidelines and Responsibilities
« Define Roles: Establish clear expectations and accountability for every team member.

« Standardize Processes: Develop and implement Standard Operating Procedures
(SOPs) to reduce ambiguity and improve efficiency.
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Shifting from Reactionary to
Proactive Management

Focus on Long-Term Planning

« Strategic Planning Frameworks: Use tools like Balanced Scorecards or OKRs (Objectives and Key
Results) to set and track long-term goals.

» Scenario Planning: Anticipate potential challenges and prepare contingency plans to address them.

Implement Continuous Improvement Practices

» Feedback Loops: Regularly collect input from employees, customers, and stakeholders to identify
Improvement areas.

* lterative Approaches: Use models like Plan-Do-Check-Act (PDCA) to refine processes and ensure
alignment with strategic objectives.
Prioritize Employee Well-Being

. S;fres:[_s I\/,anagement Programs: Provide resources and support to help employees manage stress
effectively.

» Work-Life Balance: Foster a culture that values productivity without overburdening staff.

Optimize Resource Allocation
* Invest in Technology: Use data analytics and automation to predict trends and streamline operations.

» Focus on High-Impact Initiatives: Direct resources toward projects that align with the mission and
have the greatest long-term value.

NCAL.
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Benefits of Proactive Management

* Resident-Centered Care: Residents’ needs are met comprehensively, enhancing
satisfaction and outcomes.

« Sustainable Solutions: Addressing root causes leads to long-term improvements
and fewer recurring issues.

» Operational Efficiency: Streamlined processes reduce waste and improve
resource allocation.

« Employee Engagement: Staff experience less stress and feel empowered to
contribute meaningfully.

« Organizational Resilience: The organization is better equipped to adapt to
changes and challenges.

By transitioning from a reactive to a proactive approach, organizations can refocus

on residents, people, and processes while building a foundation for sustainable
success.
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Benefits of Proactive Management

« Enhanced Focus on Mission and Vision
« Aligns daily operations with long-term goals.
» Builds a shared sense of purpose among employees.

« Reduced Stress and Burnout
* Prevents constant crisis management.
* Promotes a healthier, more productive work environment.

 Increased Efficiency and Productivity
» Clear roles and guidelines reduce duplication of effort and confusion.
« Time and resources are directed toward meaningful initiatives.

« Improved Employee Engagement
« Employees feel empowered and valued when they see their work contributing to the organization’s mission.

+ Sustainable Growth and Innovation
* Proactive strategies foster adaptability and resilience.
* Encourages creative problem-solving and forward-thinking initiatives.

Organizations that shift from a reactionary approach to proactive management can realign with their mission and
vision, enhance employee well-beln?, and optimize resource use. By focusing on long-term planning and
embedding continuous improvement practices, they create a resilient and thriving workplace that consistently

delivers value to all stakeholders.
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Four Signs of Reactionary
Management

Organizations operating under reactionary management often display behaviors and practices that hinder their
ability to achieve long-term success. Below are four key indicators of this approach:

* Micromanagement
* What It Looks Like:
Leaders excessively control or oversee small details, often stepping into tasks that should be delegated.
* Why It Happens:
A lack of trust in employees or a fear of failure leads to leaders trying to manage every aspect themselves.
* Impact:
Stifles employee autonomy and creativity.
Causes frustration and disengagement among team members.
Limits leaders’ ability to focus on strategic priorities.

* Poor Time Management

 What It Looks Like:

Corllstantly shifting priorities, missing deadlines, and an inability to allocate time effectively between urgent and important
tasks.

* Why It Happens:
Leaders are overwhelmed by immediate issues and lack systems to prioritize and plan.
* Impact:
Critical tasks are delayed or overlooked.
Resources are wasted on tasks that don’t contribute to long-term goals.
Stress levels rise, affecting both leaders and teams.

NCAL.
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Four Signs of Reactionary
Management

* Focusing on Immediate Problems Instead of Long-Term Success

What It Looks Like:

The organization consistently addresses crises without addressing the root causes or aligning actions with
strategic objectives.

Why It Happens:
A reactive mindset leads to prioritizing short-term fixes over preventive measures and sustainable solutions.
Impact:

Recurring problems drain resources and morale.

The organization loses sight of its mission and vision.

Opportunities for growth and innovation are missed.

* Disorganized Leadership

What It Looks Like:
Leaders provide inconsistent direction, change plans frequently, or fail to establish clear roles and responsibilities.

Why It Happens:
Lack of a strategic plan, poor communication, or insufficient leadership development creates confusion at the top.

Impact:
Employees are unsure of priorities and expectations.
+ Collaboration suffers due to misalignment and inefficiencies.

Organizational performance declines as teams struggle to stay focused. NCAL

HATIOMAL CEMTERL FORL ASEIETED LIVING



Shifting from Reactionary to Proactive
Management — The Four Keys

To combat these tendencies, organizations should focus on the following:

 Empowering Employees: Build trust by delegating responsibilities and
providing clear expectations.

 Time Management Systems: Use prioritization frameworks like
Eisenhower’'s Matrix to focus on long-term, high-impact tasks.

« Root Cause Analysis: Address systemic issues through continuous
improvement methodologies like Lean or Six Sigma.

» Leadership Development: Train leaders in strategic planning,
communication, and decision-making to align their actions with
organizational goals.

By recognizing and addressing these siﬂns, organizations can shift from a
reactive mindset to a proactive culture that fosters sustainable growth and
success.
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When Putting
Out Fires: The
Focus is on
Trying to
Achieve
Compliance




Compliance
I W\f |

* Aim is to meet minimum required standards set by regulatlons, laws,
or industry guidelines

 Organizations focused on compliance:
« Ensure they do not violate rules or regulations
* Focus on avoiding penalties or legal risks
* Implement processes that are just enough to meet external requirements

« Often react to regulatory changes rather than proactively improving
operations

* While compliance is necessary, it can lead to mediocrity when
organizations aim only to check the boxes rather than strive for
growth and innovation.
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Compliance: Achieving and
Maintaining Minimum Standards

The contrast between compliance and performance excellence is a critical discussion in qualit
improvement, particularly in fields like assisted living. Here’s an overview to clarify and expand on the
distinction, as well as strategies to move from mere compliance to true excellence:

« Compliance: Achieving and Maintaining the Minimum Standards

 Definition: Compliance involves meeting the minimum requirements set by regulations, accreditation
bodies, or industry standards.

. gocus: Adherence to rules, policies, and protocols to avoid penalties, legal issues, or reputational
amage.

» Mindset: Reactive—driven by audits, inspections, and the need to correct deficiencies.
« Strengths:

» Provides a baseline for safety and accountability.
« Establishes uniformity and predictability in operations.
* Protects organizations from regulatory risks.

* Limitations:

« Encourages a "checklist mentality" where organizations do just enough to pass inspections.
« Often lacks innovation or forward-thinking improvements.

+ May fail to address deeper systemic or cultural issues.

NCAL.
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Performance Excellence

« Goes above and beyond compliance by focusing
on continuous improvement and high-quality
outcomes.

» Organizations committed to performance
excellence:
« Set goals that exceed minimum standards
« Develop efficient, customer-focused systems

» Take a proactive approach to innovation and problem-
solving

* Prioritize employee engagement, customer
satisfaction, and operational effectiveness
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Performance Excellence:
Exceeding Standards and Thriving

Definition: Performance excellence refers to striving beyond compliance to deliver
superior outcomes, exceptional service, and sustained organizational
Improvement.

Focus: Continuous improvement, innovation, and creating value for stakeholders
(residents, families, staff, and regulators).

Mindset: Proactive—driven by internal goals, mission alignment, and a
commitment to excellence.

Strengths:
» Fosters a culture of accountability and pride in performance.
* Enhances resident and staff satisfaction through meaningful, high-quality care.
» Builds organizational resilience by focusing on long-term success.

Challenges:
» Requires investment in training, leadership, and resources.
* Involves ongoing measurement and refinement of goals.
« Demands buy-in from all levels of the organization.
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Understanding Performance
Excellence versus Compliance

« Compliance:
* Meets the minimum requirements set by regulatory bodies.
* Focuses on avoiding penalties and maintaining status quo.
* Reactive approach to addressing issues and challenges.
« Ensures legal safety, but not necessarily quality improvement or
iInnovation.

 Performance Excellence:

« Goes beyond minimum standards to deliver exceptional outcomes.

* Focuses on continuous improvement, innovation, and exceeding
stakeholder expectations.

* Proactive, forward-thinking approach that drives sustainable success.
« Encourages a culture of accountability, ownership, and quality.
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Why Performance Excellence is
Superior

« Compliance ensures you meet standards, but performance
excellence ensures you lead the industry

« Compliance is reactive to regulations, while performance
excellence is proactive to innovation

« Compliance focuses on avoiding failure, while performance
excellence focuses on achieving greatness

« Striving for performance excellence creates organizations that
are resilient, adaptable, and forward-thinking, rather than just
doing the bare minimum to stay afloat.
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Transitioning from
Compliance to Performance
Excellence




Strategies for Moving from
Compliance to Excellence

* Develop a Strong Vision and Culture:

. Ar’ficulate a vision of excellence that inspires staff and aligns with organizational
values.

 Foster a culture of continuous improvement where feedback is welcomed and
iInnovation is encouraged.

* Invest in Leadership Development:

 Train leaders to model behaviors and decision-making that reflect performance
excellence.

« Equip managers to motivate and empower their teams beyond regulatory
expectations.
» Implement Robust Quality Improvement Systems:

« Use frameworks like Lean, Six Sigma, or the Baldrige Excellence Framework to
identify and address inefficiencies.

« Set ambitious goals that surpass minimum benchmarks and focus on resident
outcomes.

NCALI
HATIGHMAL CENTERL FOR ASSIETED LIVING



Strategies for Moving from
Compliance to Excellence

* Leverage Data and Technology:

» Collect and analyze data not just for compliance reporting but for uncovering
trends and opportunities for improvement.

* |Invest in tools that streamline operations and enhance care delivery.

* Engage Stakeholders:

* Involve residents, families, and staff in decision-making to ensure their needs
and perspectives drive improvements.

 Build trust with regulators by demonstrating transparency and commitment to
exceeding standards.
» Celebrate Successes and Learn from Failures:
* Recognize and reward teams for achievements that reflect excellence.

. glonduct post-mortems on failures to learn and improve rather than to assign
ame.
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Shift the Organizational Mindset

* Move from “checking boxes” to “continuous improvement”

* Encourage leaders to prioritize proactive growth rather than just
meeting regulations

 Create a culture of excellence that values innovation and long-
term success

NCALI
HATIGHMAL CENTERL FOR ASSIETED LIVING




The Competitive Advantage of
Excellence

Organizations that prioritize performance excellence gain a
competitive edge by:

» Attracting and retaining top talent who are motivated by purpose and
pride.

* Building stronger reputations, leading to higher resident satisfaction
and referrals.

* Preparing proactively for future regulatory changes, reducing the
stress of "catching up.”

* By shifting the mindset from “What must we do?” to “What more can
we do?” organizations in assisted living and beyond can rise above
compliance and truly excel.
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Strengthen Leadership
Commitment

 Leaders must champion performance excellence as a core
value

 Align decision-making with long-term strategic goals
 Establish clear communication about organizational priorities

\ o/
P
HATIOMAL CEMTEL FOR ASSIETED LIVING




Focus on Employee Engagement
and Development

 Train employees not just to comply but to excel in their roles
* Foster a growth mindset where improvement is encouraged
* Recognize and reward innovation and high-quality work
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Implement Strategic Planning

« Set ambitious goals beyond regulatory requirements

* Develop metrics to track performance excellence (customer
satisfaction, efficiency, innovation)

* Regularly assess systems and adjust strategies proactively
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Improve Operational Processes

« Standardize workflows to ensure consistency and efficiency
 Emphasize quality management and proactive problem-solving
 Leverage technology to streamline and enhance performance
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Customer and Workforce Focus

* Prioritize customer satisfaction not just compliance

* Build strong employee retention strategies based on workplace
excellence

« Continuously adapt to changing customer and market needs
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Measure and Analyze Progress

* Move beyond basic compliance audits — use data-driven
iInsights to improve performance

« Conduct regular reviews of policies and practices to identify
growth opportunities

« Ensure organizations are agile and adaptable to future
challenges
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Embed Performance Excellence
into Organizational Culture

* Make excellence a fundamental expectation across
departments

* Encourage collaboration, innovation, and leadership at all levels
« Strive for continuous improvement rather than reactive fixes

NCAL
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Compliance vs Performance
Excellence

« Compliance ensures survival, but performance excellence
ensures success.

» Organizations that take the leap beyond compliance will lead
their industries, build stronger teams, and achieve long-term
sustainability.
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Building a Strong
Organizational Framework for
Exce"ence




- Key Components of Performance
"';::::::f:;;:::,,’,{ Excellence

Leadership:
* Visionary leadership that drives culture and strategic initiatives.
* Focus on inspiring and empowering teams to deliver high-quality outcomes.

Strategy:
+ Well-defined long-term goals aligned with the organization’s mission.
« Agility in adapting strategies to meet changing needs of residents, families, and regulators.

Customer Results:
* Resident-centered care that exceeds basic regulatory standards.
* High levels of resident satisfaction and engagement.

Workforce:
* Invest in staff development and create a positive workplace culture.
« Empowerment through continuous learning and professional growth.

Processes:  WDiseuussaasus) SN
« Streamlined operations that improve efficiency and reduce waste.
+ Data-driven decision-making that enhances quality and performance.

Results:
* Measurable improvements in care quality, operational efficiency, and financial performance.

a[)le l e ellem e

Quality Improvement
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Competltlve Advantages of
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Enhanced Reputation and Market Differentiation
* Brand Strengthening:

. Pecrlformance excellence differentiates an organization in a crowded market, positioning it as a leader in quality
and care

*  Word-of-mouth referrals from satisfied residents and families.
* Increased visibility through awards and certifications (e.g., Baldrige Award, 5-Star ratings).

« Competitive Positioning:
* By exceeding the minimum regulatory standards, organizations gain a reputation for superior service.
» Higher attractiveness to prospective residents and their families, leading to better occupancy rates.

Improved Resident and Family Satisfaction

« Better Care Outcomes:
» Prioritizing excellence leads to improved resident health outcomes and satisfaction.
» Afocus on continuous feedback and care improvements leads to higher quality of life for residents.

* Trust and Loyalty:
« When families perceive a facility as going beyond basic compliance, it builds trust and fosters loyalty.

+ Performance excellence fosters long-term relationships with residents and families, encouraging repeat business
and positive recommendations.

NCAL.
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Attraction and Retention of Top Talent

 Employee Engagement:
» Aculture of excellence attracts employees who are motivated by more than just meeting minimum standards.
« Staff who feel empowered, appreciated, and aligned with the organization’s mission are more likely to remain long-term.

* Reduced Turnover:

« Organizations that invest in their employees’ growth and foster a positive environment see lower turnover rates, which
improves continuity of care and reduces recruitment costs.

« Attracting Talent:

. High-ﬁerforming organizations attract the best talent, as employees want to work in an environment that encourages
growth, development, and recognition.

Increased Operational Efficiency and Cost Savings

« Streamlined Processes:
» Performance excellence encourages process optimization, reducing inefficiencies and waste.
« Continuous improvement efforts help identify areas where costs can be reduced without compromising care quality.

* Proactive Risk Management:
+ Organizations focused on performance excellence tend to be more proactive in identifying risks and addressing issues
before they escalate, avoiding costly fines or legal challenges.
« Data-Driven Decisions:

» Using performance metrics, organizations can identify trends, make informed decisions, and allocate resources more
effectively to enhance performance and reduce unnecessary expenditures. NC ! I
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Regulatory Readiness and Long-Term Sustainability
« Anticipating Change:

+ By focusing on performance excellence, organizations become more adaptable to changes in regulations and
industry standards.

* Being proactive rather than reactive means organizations are better prepared for audits and regulatory reviews,
ensuring continuous compliance.
« Sustainability:

+ Performance excellence contributes to long-term sustainability by embedding practices that enhance the
quality of care, operational efficiency, and financial health.

* Focus on innovation and continuous improvement helps organizations stay relevant and competitive in a rapidly
changing environment.

Enhanced Stakeholder Relationships

» Resident and Family Engagement:

* Involving residents and their families in decision-making processes enhances their satisfaction and
commitment to the organization.

* Investor Confidence:

+ Performance excellence can increase confidence among investors, donors, and other stakeholders, leading to
greater financial stability and access to resources for growth.

NCAL.
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- How to Achieve Performance
"';::',::',f::',:::,,’,{ Excellence

Cultivate a Leadership Mindset Focused on Excellence

. {nvest in leadership development and empower managers to set high expectations for themselves and their
eams.

» Leaders must model excellence through action and accountability.

Foster a Culture of Continuous Improvement
+ Adopt frameworks like Lean or Six Sigma to identify inefficiencies and opportunities for improvement.
* Encourage employees at all levels to contribute ideas for innovation and better practices.

J[)l(’ l x c ellem e

» Provide continuous training, mentorship, and growth opportunities for staff.
» Recognize and reward performance to reinforce a culture of excellence.

Use Data to Drive Decisions
» Collect and analyze key performance indicators (KPIs) to measure progress toward goals.
+ Make data-driven decisions to refine processes, improve care, and optimize resources.

Align Strategy with Performance Excellence
* Regularly assess and refine strategic goals to ensure they align with the pursuit of excellence.
* Ensure that all departments and teams understand and work toward these overarching goals.

Quality Improvement

NCAL.

HATIOMAL CEMTERL FORL ASEIETED LIVING

Invest in Employee Development and Well-Being = e -



. Organizational Framework for
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v Perfarmance Excellence

* What is performance excellence?

* An integrated organizational approach focused on consistently delivering
iIncreasing value to customers and stakeholders, while also improving overall
effectiveness, capabilities, and contributing to long-term sustainability.

* It's about achieving superior results through continuous improvement and a
commitment to quality.
* Why does structural design matter?

A structural design focused on PE means that an organization is built with
strong, interconnected systems that drive continuous improvement,
|r][n0\éat|(cj)n, and efficiency rather than just meeting basic compliance
standards

« What are the key focus areas that drive success?

 Leadership, Strategic Planning, Customer Focus, Workforce Development,
and Operational Success
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... Performance Excellence as a
*’f’i’i’éi’fl‘iiff'&’zf Strateglc Imperative

* Prioritizing performance excellence offers significant
competitive advantages, including improved reputation,
enhanced satisfaction, cost savings, and regulatory readiness.
By embedding a culture of excellence, organizations can not
only meet compliance standards but exceed them, driving long-
term success and growth.

 This approach transforms an organization from simply surviving
to thriving in a competitive marketplace, ensuring sustainability
and fostering positive outcomes for all stakeholders involved.
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... | eadership — The Foundation of
”’}ii‘,ii’,‘;‘l il’ff}’,{ Excellence
 Establishes vision, direction, and strategic goals for the

organization

* Inspires and promotes a culture of accountability and innovation
 Engage employees to pursue excellence
« Accountability and innovation rather than reactive problem-solving

* Provides guidance, support, and empowerment for employees

Quality Improvement
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;g;;;;;;;;gf;n;;;";, Structural Design - Leadership

- Process Excellc

e Structure & Role:

 Top Leadership Team: Includes the CEO, executive team, and board members, all

responsible for setting the strategic direction, modeling performance excellence, and
driving a culture of accountability and continuous improvement.
 Responsibilities:

+ Vision and Values: Set a clear vision and organizational values that emphasize performance
excellence, integrity, and innovation.

Decision-Making: Provide guidance on critical decisions to maintain alignment with the long-term
strategy and operational goals.

Role Modeling: Leaders must consistently model excellence through behavior, decisions, and
communications.

« Key Structural Elements:

« Executive Committees: Form committees focused on specific excellence goals (e.g.,
quality, innovation, sustainability).

« Leadership Development: Implement leadership development programs to nurture
future leaders who align with the organization's values of performance excellence.

NCAL.
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Strateglc Planning — Long Term

ormance Excelle

.......... aens: ViISiOn and Growth

rrrrrrrrrrrrrrrrrrrrrr

* This is the roadmap for growth

 Defines organizational goals beyond basic compliance
» Long-term goals rather than short-term fixes

* Aligns resources, initiatives, and performance metrics
« Resources are aligned to optimize performance and sustainabiltiy

* Ensures adaptability for future challenges and opportunities

» Uses data-driven decision-making to adapt to challenges and
opportunities

NCALI
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ormance Lxcell .
« Process Excelle a n n I n g

o Structure & Role:

 Strategic Planning Department: A cross-functional team that drives the _
development, execution, and monitoring of the organization’s strategic plan. This
includes defining long-term objectives, setting key performance indicators (KPIs), and
ensuring alignment across departments.
 Responsibilities:
+ Strategic Objectives: Develop clear, measurable strategic goals that align with the organization’s
mission and vision.

« Alignment: Ensure that all levels of the organization understand the strategy and how their individual
goals contribute to the larger mission.

+ Risk Management: Assess and manage potential risks that could affect the organization’s ability to
achieve excellence.

« Key Structural Elements:

 Strategic PI_annin% Cycle: Implement a structured planning cycle (e.g., annual
strategic reviews) that integrates feedback loops for ongoing refinement.

» Cross-Functional Collaboration: Include leaders from all key areas (operations,
customer service, workforce, etc.) to ensure strategy is aligned with actual needs.

NCAL.
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- Customer Focus — The Heart of

4 SIS k Wl d ope
ormance Excelle

"""""""" Ieadershlp S u CceSS

rrrrrrrrrrrrrrrrrrrrrr

» Understanding customer needs, expectations, and experience
» Places customer satisfaction and experience at the heart of operations

 Creating a value-driven approach to service

 Builds trust through responsive service, high-quality care, and
Innovation

 Using feedback and insights to improve continuously

« Encourages a mindset of continuous improvement based on feedback
and market trends

NCALI
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- Structural Design — Customer
“mmmﬂ Focus

e Structure & Role:

« Customer Experience Team: A dedicated team responsible for ensuring customer
satisfaction, managing customer relationships, and integrating customer feedback
into service design and improvement.

 Responsibilities:

+ Customer Feedback Systems: Create systems for collecting, analyzing, and acting on customer
feedback (surveys, interviews, focus groups).

+ Customer Satisfaction: Monitor customer satisfaction metrics (e.g., Net Promoter Score, customer
satisfaction index) and implement actions based on insights.

« Customer-Centric Culture: Foster a customer-first mindset throughout the organization by embedding
customer needs into the organization’s processes.

« Key Structural Elements:

« Customer Service Departments: A customer service department that interfaces
directly with customers to resolve issues and ensure their needs are met.

* Voice of the Customer (VOC): Establish VOC programs that allow customers to
directly influence service design and delivery.

NCAL.
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- Measurement, Analysis, &
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. Collecting and analyzing data-driven insights
« Organizations use metrics and analytics to measure effectiveness

* |dentifying areas for improvement and optimizing processes
« Data helps identify areas for improvement and opportunities for growth

* Ensuring knowledge-sharing and innovation across teams

« Knowledge management ensures teams can access information and
learn from past experiences

NCALI
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.. Structural Design — Measurement,
werdece . Analysis, and Knowledge
Management

o Process Excellc
« Structure & Role:

- Data and Analytics Team: A dedicated team that collects, analyzes, and _
disseminates performance data across the organization. This team works closely with
leadership to inform strategic decisions and ensure continuous improvement.

 Responsibilities:

+ Data Collection and Analysis: Implement systems to capture and analyze key performance indicators
(KPIs) and operational data.

+ Knowledge Sharing: Develop a centralized knowledge management system to ensure that best
practices, lessons learned, and process improvements are shared across departments.

« Continuous Improvement: Use data-driven insights to identify opportunities for process improvements
and innovation.

« Key Structural Elements:
* Performance Dashboards: Real-time dashboards that track key metrics and
performance indicators.
- Data Governance: Clear policies on data collection, analysis, and security to ensure
accuracy and reliability.

 Knowledge Management System (KMS): A digital platform where knowledge, best
practices, and process improvements are stored and shared.
NCAL.
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... \Norkforce Focus — Employee
"';:::::';:;;:'::',',{ Engagement & Development
* Investing in training, development, and well-being

« Empowering employees for excellence

* Encouraging teamwork, collaboration, and high-performance
culture

 Creating a supportive and engaging work environment where
employees feel valued and motivated

1
' Quality Improvement
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- Structural Design — Workforce
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Business Proces

ormance Lxcell
« Process Excelle O C u S

o Structure & Role:

 Human Resources (HR) and Talent Development Team: This team is responsible
for recruiting, training, and developing the workforce to support performance
excellence.
 Responsibilities:

» Talent Management: Identify and nurture talent, ensuring the right skills are in place to support
performance excellence.

« Employee Engagement: Develop programs that foster employee satisfaction, motivation, and
alignment with organizational goals.

« Training and Development: Implement continuous learning opportunities to ensure that employees
have the skills to drive innovation and improvement.

« Key Structural Elements:

. Emplor%/ee Development Programs: Structured career development programs to
support growth within the organization.

* Performance Manaﬁement System: A system to evaluate employee performance
and provide feedback aligned with organizational goals and values.

* Recognition Programs: Initiatives to recognize and reward outstanding contributions

to performance excellence.
NCAL.
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/ “:' k l d opt
ormance Excelle

"""""""" Ieadershlp I n novatlon

rrrrrrrrrrrrrrrrrrrrrr

« Streamlining systems and processes to maximize productivity
and effectiveness

 Using technology and automation, where applicable, to improve
workflow and reduce inefficiencies

» Ensuring flexibility and adaptability in organizational structure

* Builds resilient structures that allow adaptation to change while
maintaining high standards

NCALI
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Business Processes
ormance Lxcell
« Process Excelle O C u S

o Structure & Role:

« Operations Team: A cross-functional team that focuses on streamlining processes,
improving efficiency, and delivering high-quality services to customers.
 Responsibilities:
* Process Optimization: Continuously evaluate and improve processes using methodologies like Lean,
Six Sigma, or Total Quality Management (TQM).

+ Resource Management: Optimize the allocation of resources (e.g., human resources, technology,
capital) to improve operational efficiency.

* Quality Assurance: Implement quality control measures to ensure that the organization meets its high
standards consistently.

« Key Structural Elements:

« Continuous Improvement Teams: Cross-departmental teams that focus on
identifying inefficiencies and process improvements.

« Automation and Technology: Integration of technology and automation to enhance
productivity and reduce errors.

« Standard Operating Procedures (SOPs): Clear documentation of processes to
ensure consistency and quality in operations.

NCAL.
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When an organization integrates all these elements, it moves

beyond compliance and creates a framework for sustained
success and leadership.

» Performance excellence requires a holistic approach

* Organizations must focus on proactive growth, not reactive
problem-solving

 Actionable steps to transition toward excellence

Rather than always reacting to problems, it becomes proactive,
strategic, and highly effective in delivering quality results.

NCALI
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s Process Excelle

o Structure & Role:

* Performance Review and Reporting Team: A team dedicated to tracking
organizational performance, analyzing outcomes, and reporting on progress toward
strategic goals.

 Responsibilities:
* Results Measurement: Establish a set of clear, quantifiable results that reflect the success of
gie::ﬁr;f:ci)errrpcayr)lce excellence initiatives (e.g., customer satisfaction, employee retention, operational
* Reporting: Regularly report on results to leadership, stakeholders, and the broader organization.

* Feedback Loop: Create a feedback mechanism to adjust strategies and operations based on
performance outcomes.

« Key Structural Elements:

* Results-Oriented Culture: Align all departments with a results-driven approach,
ensuring that all actions contribute to measurable outcomes.

 Benchmarking: Com?are results with industry standards or best practices to identify
areas for improvement.

« Accountability Systems: Establish clear accountability structures to ensure that all
teams are responsible for delivering results.
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Summary — Key Takeaways

Performance Excellence vs. Compliance
« Compliance = Meeting minimum standards

« Performance Excellence = Striving for continuous improvement
& innovation
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Summary of the Organizational
Design for Performance Excellence

Leadership: Drives vision, values, and strategic direction.
Strategic Planning: Aligns goals and initiatives with long-term objectives.

Customer Focus: Ensures customer satisfaction and integrates customer feedback into
all operations.

Measurement, Analysis, and Knowledge Management: Utilizes data to drive decision-
making and continuous improvement.

Workforce Focus: Ensures the workforce is engaged, skilled, and aligned with
organizational goals.

Operations: Streamlines processes and optimizes resources for efficiency and quality.

Results: Tracks, analyzes, and reports on outcomes to ensure alignment with
performance excellence goals.

This structure Fromotes cross-functional collaboration, a data-driven approach, and a
focus on continuous improvement, all of which are essential for an organization
striving for performance excellence.

NCALI
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Summary — Key Takeaways

Structural Design for Excellence

» Leadership: Provides vision & direction

 Strategic Planning: Aligns goals with long-term success
« Customer Focus: Prioritizes quality & satisfaction

* Measurement & Knowledge Management: Tracks progress &
fosters learning

« Workforce Focus: Engages, develops, and empowers
employees

« Operations Focus: Optimizes systems for efficiency

NCALI
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Summary — Key Takeaways

* A successful organization moves beyond firefighting and
focuses on proactive strategies that drive sustainable growth,
adaptabillity, and excellence.
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Call to Action

Take Action Toward Performance Excellence

 Shift from reactive to proactive thinking — Stop firefighting and
start building strong systems.

* Prioritize long-term strategic goals — Make decisions that
ensure lasting success.

 Empower leadership & employees — Foster a culture of
engagement and innovation.

NCALI
HATIGHMAL CENTERL FOR ASSIETED LIVING



Next Steps for your Organization

« Evaluate Current Practices — ldentify areas where firefighting is
happening instead of proactive planning.

* Develop a Roadmap for Improvement — Set clear objectives for
adopting performance excellence.

* Engage & Educate Employees — Create training opportunities
and encourage strategic thinking.

* Implement Metrics & Data Tracking — Use insights to drive
continuous improvement.

« Commit to Excellence — Foster a mindset where growth and
improvement are ongoing priorities.

NCALI
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Final Thought

 Transforming from compliance to performance excellence is not
an overnight process, but it is a necessary one for long-term
success. Leaders, teams, and individuals must commit to
moving beyond the cycle of putting out fires and focus on
sustainable excellence.
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Discussion &
Questions?

Contact Information
Pamela Truscott
ptruscott@ncal.org
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