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Agenda

• Aim of session

• Introduction

• What is a management system?

• Lessons from the NHS
• What I've picked up on the way

• The VMI/NHS Partnership

• The East and North Hertfordshire Production System



Aim

To clearly share:

• a personal perspective of what a quality management 
system is;

• lessons I've learnt along the way; and 

• point participants to sources of information to deepen 
knowledge.



Introduction

• This will be an (un)masterclass, however...

• Led trust level improvement since 2007

• Executive Director of Improvement – NHS Improvement

• Implemented a QMS at East and North Hertfordshire 
since 2023



What is a management system?

A quality management system (QMS) is a set of processes and 

practices that a company uses to ensure that its products and services 

meet the highest level of customer satisfaction. - Lean VLOG

QMS is a coordinated and dynamically interconnected approach to 

planning, improving, controlling and assuring high-quality care. A QMS 

is applied across all levels of an organisation – from team to board. It is 

aligned to strategy, underpinned by documented processes, 

procedures and responsibilities, and embedded in organisational 

culture. - Q Community



What is a management system?

JURAN TRILOGY



What is a management system?



What is a management system?

Key Principles of ISO 9001:2015

1.Customer Focus

2. Leadership

3.Engagement of People

4.Process Approach

5.Continuous Improvement

6.Evidence-Based Decision Making

7.Relationship Management



What is a management system?



Lessons I've learnt on the way



Lessons I've learnt on the way

In 2010, 72% of NHS trusts and foundation trusts 

mentioned ‘lean’ in their annual report.

But lean done properly is like taking your 

organisation to the gym.

Many of these trusts just bought the trainers!

Alan Martyn, Director of Lean Transformation, NHS Improvement



Lessons from the VMI partnership



Lessons from the VMI partnership



Lessons from the VMI partnership

System Thinker Coach

Problem Framer “Go and See”

Learner Standard Work



Lessons from the ENH Production System



Long-Term
Vision

Strategic  Goals 

Divisional / Care 
Group Objectives

Grow 
Together 
Reviews

Connecting the Dots: The Strategic Goal Cascade 

Strategic goals are whole organisation focus; 

they define the Trust’s direction of travel and 

multi-year ambitions that lead us to achieving 

our vision with the intention to 

transform the organisation 

Multi-Year

Annual 

These goals are shared and  cascaded locally 

with leadership and teams working together to 

agree their own annual objectives that align and 

support delivery of operational efficiency and 

effectiveness 

Strategy is Direction 

Day-to-day is Action

Service Line/ 
Departmental 

Objectives



Financial savings

Saving
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CIP
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