
SKILLS AND ROLE KNOWLEDGE

GOVERNANCE SKILLS AND ROLE KNOWLEDGE OF QUALITY 
AND PATIENT SAFETY
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Presentation Notes
Get an idea of who is in the room: Examples,  
Put up your hand if you’re a board member
Put hand up if Physician
Put hand up if ED

I am not here to put myself out as an expert on this content. I’m truly here as one of your peers who serve on boards on quality committees of boards and my role is to facilitate dialogue. I will share some stories and some slide material with you, but my role here is to really help you learn from each other. 

This is the first of the Drivers – it provides a base for all the Drivers. Start with these - Knowledge, Skills, and Role because they’re foundational to the others. 

All Drivers will be referenced presented today – but these first 2 Drivers focus specifically on Governance practices with an emphasis on those practices which are connected to, and advance, the board’s focus and impact on Quality and Safety

I can tell you that every time I am involved doing one of these programs, I walk out the door with as much new information, knowledge, and shared experiences as I bring to the table by far. So, I would really encourage you to participate. 

For effective governance: boards must know their role, have governance skills and processes, possess the necessary knowledge to fulfill the function, have appropriate board structures, and evaluate effectiveness. 



Objectives

• Clearly understand how the ROLE of the board and the 
SKILLS of its membership can impact quality and patient 
safety improvement

• Develop strategies to assess and build the board’s 
KNOWLEDGE related to effective governance practices for 
improving quality and patient safety
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Presentation Notes
Clarify Objectives – work in any expectations expressed by the group.

As indicated, we will begin by discussing the ROLE of the Board vis a vis quality and patient safety.  Following this, we will discuss the SKILLS necessary to fulfil this role, and finally the KNOWLEDGE required to display these skills and fulfil this role.

Although we will be talking about some things that may sound a little bit basic in the governance world, because I know that there are some really experienced board members in the room, we talk about it from  quality and patient safety lens. So hopefully, this will not come across as too rudimentary on the governance side of things because we’re not aiming to go there. We’re aiming to focus specifically on governance for quality and patient safety.

Focus on taking time to consider how to “apply” the Role, Skills and Knowledge lens in assessing your organization's current performance/ and future opportunities for improvement





ROLE

Presenter
Presentation Notes
First, let’s discuss the ROLE of the Board in insuring quality in patient safety.  

The Board must ensure that they are governing and not micro-managing the organization.  Good boards clearly understand the distinction between governing and managing.





Modes of Governance

* Content based on Governance as Leadership by Chait, R., Ryan, W., Taylor, B.

Generative

Strategic

Fiduciary
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Presentation Notes
We can think of these three modes of governance as a triangle, with fiduciary governance forming the base of the triangle.  This must be in place before a Board can move to strategic governance, which must be in place before a board can get to generative governance.  

A board must get a firm handle on the first two modes before trying the generative mode.  Generative appears easy and makes sense but it is often difficult to do, so often a board to have a training session on the topic.  The board must also be a cohesive, strong board to begin with where people are open, constructive and supportive of new ways of thinking about things.

The challenge of building the trust, respect and candor to effectively use Generative Governance
Spend some time developing a common understanding on what Generative Governance is and how it can be used in board discussions
Emphasis modes, not tasks, of governance
Think and work in three different modes
All three serve important purposes

Value add increases as board:
Becomes more proficient in more modes
Does more work in the third mode
Chooses appropriate mode(s) of work

Fiduciary and Strategic modes are the most common and most comfortable modes for boards to operate into and  there is literature that says that theses two modes will lead to good governance but unless you get into generative discussion, you can’t get to great governance and that you need all three of the modes operating together.

Fiduciary
Protect assets, ensure resources used efficiently and effectively, meets legal responsibilities/ accountabilities to the Ministry and other authorities
The fiduciary mode.  This is the fundamental mode of the board’s fiduciary responsibilities for financial, quality, risk, board, executive director, stakeholder etc., performance.  It is important for a board to get a firm handle on these responsibilities and have performance measures and goals for each are responsibility
An example question would be ”What are our major financial vulnerabilities?”

Strategic
Guide organization from “present to preferred future”. Where we want to be from where we are…
The strategic mode.  This is a critical area of the board’s responsibilities and it must ensure that a strategic plan is in place.
Example questions include: “Is our business model viable for the next 10 years?” or “What external factors will most affect us?” 

Generative
Shape (framing) the thinking in the other two modes, Define the future – Frame the mission and values based questions. Explore root causes, optional courses and new ideas
The generative mode.  This is where the board can add value by thinking outside the box.   It is getting the board to be more creative in its thinking.  There has been lots written on the generative mode but think of it as getting the board to be more expansive in its thinking.  This can be done by adding a topic to a board meeting on a substantive topic (like access or transitions of care) and getting the board to consider.
It explores the past and future by looking for patterns and new ways to frame old problems. It encourages conflicting views be put on the table. 
“To work in the mode well, committees need to think not about decisions or reports as their work products but to think of understanding, insight, and illumination as their work products” Richard Chait, Harvard Professor.
Example questions include: ‘What would it look like if there was complete access to our services or if all transitions of care were managed perfectly”.  This gets people to think of a future desired future, what it looks like, and then discuss how to get there. “What headlines would we most like to see about our organization?” What is the biggest gap between what we claim to be and what we actually are?” “How do we engage the full board in the quality discussion?” “how often do we harm?” “How do we know if we learn from our mistakes?”
 





Board’s Role - An Overview
• Quality Performance • Risk Management 

Performance

• Financial Performance • Stakeholder Relations 
Performance

• CEO Performance • Strategic Planning 
Performance

• Board Performance
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Note here that the terms “role” and “responsibilities” are often used interchangeably.  We will use the word “role” here, but we are talking about both their role as part of an organization, and their responsibilities within this role.

Here is an overview of key aspects of the Board’s role.  The board has a fiduciary role in executing performance in an organization, but in this course we are focussing entirely on QUALITY PERFORMANCE. WE HAVE SPECIAL GUEST SPEAKER TODAY THAT WILL PROVIDE A BRIEF CASE STUDY ON FINANCIAL REPORTING FOR BOARDS AT END OF THIS MODULE.

We are focussing on quality performance, but the important aspects of this in other areas should be noted – quality ties into all other areas of performance.  For example, quality performance can affect risk management performance in the context of adverse events, stakeholder relations (as will be discussed in another unit) around quality expectations, and strategic planning performance around quality and patient safety

Legally board members have a duty of care, loyalty, and obedience. That implies that you act in good faith with the care of an ordinary person that an ordinary person would exercise in a similar situation and in a manner they reasonably expect to be in the best interest of the organization. So, that’s legally what boards are challenged to do and from that flow responsibilities that you see in this slide that sets the quality performance, financial performance of the organization, CEO performance, performance of the Board itself, risk management performance, stakeholder relations and strategic planning performance.





Executing the Board’s Role

• Board policies
o Delegation of Authority Policy

o Conflict of Interest Policy

o Confidentiality Policy

o Communication Policy

• Decision making
o ‘Duty of care’

“Good boards clearly understand the distinction between 
governing and managing.”

• Oversight of 
performance 
o i.e. Balanced Scorecard
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Presentation Notes
As this slide demonstrates, the Board has three primary roles in carrying out its responsibilities

Number one is to carry out a number of board policies:
Delegation of Authority Policy
Conflict of Interest Policy
Confidentiality Policy
Communication Policy

Number two is Decision Making – It is here that the Board’s ‘duty of care’ responsibility must be executed

Finally, Oversight of Performance – the Board would typically use a balanced scorecard to monitor performance of the organization.

The Board must ensure that they are governing and not micro-managing the organization.  Good boards clearly understand the distinction between governing and managing.




Role of the Board:
Giving Strategic Direction
STRATEGIC PLAN QUALITY
PLAN

• Engaged in developing a strategic plan

• Linking the strategic plan to the quality 
plan

• Having appropriate organizational 
structures in place

• Insuring a just culture and a culture of 
quality and patient safety

• Assuring appropriate staff by-laws, rules 
and regulations

Three levels of planning

 Strategic plan: 

o outlines the priorities

 Operational plan: 

o outlines what to do to 
achieve the priorities

 Quality Improvement 
plan: 

o outlines what to do 
better
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The strategic role of the board starts with the Board’s engagement in development, approval and monitoring of the organization’s strategic plan.

A central part of the plan would be a section on quality and patient safety.

It is critical to link the annual quality plan to the strategic plan.

Within the quality plan, measurable quality and patient safety goals are set with timelines.  

Organizational structures with clear lines of accountability are developed or refined to support plans.  These might include:
Board Committee
MAC
Quality councils
Quality Department
Patient/Client/family Councils

A culture of safety and  a just culture are key values espoused.  “Quality and Safety are intrinsic to all we do”.  This will be discussed in a later module.

Policies essential for quality care, such as the Disclosure Policy, evolve and are “owned” by the Board. (distinguish broad corporate  overarching policies from operational policies)





Role of the Board in Improving 
Quality and Safety Performance
“Boards with a Quality Committee can significantly enhance the 
Board’s oversight function”  (Jiang 2008)

Invest in becoming quality-literate:

• Have a precise definition of quality and a quality framework
• Work with Management to develop appropriate quality 

indicators, safety targets, and selection of comparators
• Regularly review quality performance (data and “big dots”) –

use data to inform decisions and make improvements 
• Incorporate patient stories (qualitative data matters too!)

Presenter
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Need common understanding about what Quality involves overall – important for the Board to be clear on what they mean when they speak of quality and a quality framework 
importance of the Quality Committee on the Board, especially their role in enhancing the Board’s oversight role around quality and patient safety
Quality Improvement is seeking to continually raise delivery standards
Board owns quality plan

Make reference to Quality indicators – focusing on the message around selecting specific relevant, meaningful indicators - we will discuss more about measurement in an upcoming unit.

Board should frequently review quality performance and invest in quality improvement by becoming “quality-literate”

It is an important role of the quality committee to incorporate patient stories into committee meetings – we will talk about this more in the Relationships unit.

As part of their evaluation, quality committee data and “big dot” indicators should also be reviewed.
Questions that should be addressed:
What should the Board (and board Quality Committee) do? 

Who should be on the Quality Committee?

What information does the Quality Committee and Board need?

How best should the Board/Committee work with the CEO, organization's quality committee and other key stakeholders? 






SKILLS

Presenter
Presentation Notes
We will move now to discuss the skills that the Board needs to build to realize their role.  




Governance Skills

• The board of directors is responsible for the oversight of a wide range 
of areas of organizational performance - from finance to quality and 
safety, from human resources to public engagement. 

• To do this job well, the board requires the skill, knowledge and 
experience across a broad range of organizational functions. 

• Leading governance practice supports selection of board members 
whose combined skills provide the board with the ability to offer 
leadership and oversight in all functional areas – a “skills-based” 
board. 

Presenter
Presentation Notes
It is important for the Board to identify the governance skills necessary for meeting a quality and patient safety agenda, to this end, they must identify the appropriate mix of background, experience and competencies to fulfil their role.

Lots of opportunity for discussion here, including those cases where the board has a more limited role in the recruiting and selection of board members



Governance Models

 Community - Led 

 Mixed - Led 

 Provider – Led

 The principles of good governance apply to all three of the above 
models. 

 Regardless of the model you are working in, your board can be 
productive and effective. However, there are some unique 
characteristics and challenges related to each of the models that you 
will need to address if you are to become a high performing board

‘Skills-based 
boards’

Presenter
Presentation Notes
Show of hands:
How many from Community led board?
How many from mixed?
How many from provider led board?
And how many would say their board is a ‘skills based’ board?

Lots of discussion opportunity here – highlight Ministry interest in moving to skills based boards. 





Governance Skills – Key Aspects 

• Board engaged in composition and recruitment
• Use of Skills/Competency Matrix
• Board terms and tenure
• Board succession and leadership
• Board ‘buddy’ process to mentor new members
• Board orientation

Presenter
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How can governance skills be built and retained within an organization, and with a focus on quality and patient safety?

Lots of discussion opportunity here 

Board Composition/Recruitment  - determining the level of expertise required – this can be achieved using a skills or competency matrix.  An example of one of these can be found on AFHTO website. 

It is also important to determine the terms and tenure of members of the Board.
Develop Board leadership and a succession plan so that leadership directions are sustained and their terms and tenure are outlined.
Another mechanism for insuring continuity and sustainability of Board leadership would be through a Board “Buddy” initiative where new members are mentored around board skills- especially re: quality and patient safety, as well as Board orientation initiatives.






Skills Matrix
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Example skills matrix




KNOWLEDGE

Presenter
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The final aspect of this unit is the knowledge that the Board should possess in leading a quality and patient safety agenda.  




Knowledge of Quality and Safety
• Determine what specific education/knowledge is 

needed in the area of quality and safety

• Targeted recruitment 

• How can boards recruit members who are experts in 
this area? (similar to other key strategic areas –
lawyers, accountants)

• Investing in becoming quality-literate

Presenter
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Board should recruit individuals who have skills in quality and patient safety – bringing together the skills matrix and board competency requirement.  

Thinking about how the board can recruit members with expertise in quality and patient safety, in the way that they have recruited members with expertise in other areas, is a key question moving forward.

We discussed quality-literacy in a previous slide, but it is important here too in building the knowledge capacity of the Board.



Final Thoughts
“Governance should be the engine that pulls the train of 
change.  Instead it is often the caboose dragging along behind 
– with the brakes on.”

James Orlikoff

“It is not the strongest of the species that survives, nor the most 
intelligent, but rather the one most responsive to change”

Charles Darwin

“Thinking is the hardest work there is, which is probably the 
reason why so few engage in it.”

Henry Ford



1 a. Has you board conducted a skills assessment to ensure 
sufficient skill expertise on your Board? Is there an appropriate 
balance between board size and skill set?

• If yes – share how your boards accomplished this

• If no – share how your board could acquire the appropriate skill set 
(completing a skills matrix? Training? Targeting recruitment efforts 
either on board or on sub-commitee?)

1 b. What new Knowledge/skills/roles will your Board need to 
lead sub regional development?

KEY QUESTIONS & REFLECTION: Skills, Role & 
Knowledge

Presenter
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HANDOUT - Ask each participant to answer above and then determine:
Is there any action needed on my board?
What is next step of action for my board to take? 



2. Board Effectiveness: Does your board…
- regularly review its own performance?

- Engage in strategic + generative discussion?

- support “distributed leadership” (the development of many front line 
leaders)?

• If yes – share your boards approach

• If no – share if there’s any action or changes you’d like to make

3. What risks do you see the LHIN Board having given its new 
mandate? How can we support the LHIN with that?

4. It has been suggested that ALL sub regional Boards should be 
abandoned, in favour of ONE integrated Board in each sub 
region? Discuss.

KEY QUESTIONS & REFLECTION: Skills, Role & 
Knowledge

Presenter
Presentation Notes
HANDOUT - Ask each participant to answer above and then determine:
Is there any action needed on my board?
What is next step of action for my board to take? 



THANK YOU 
QUESTIONS??
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